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Increasing Your Leadership Capacity

Good leadership teams communicate effectively, build consensus, understand creative collaboration, and develop professional

collegiality.
Michael Chirichello

iddle schools are structured around teams. However,

when the members of a team come together for the

first time, they are a group of individuals waiting for
a leader to speak up, take charge, and tell the other team mem-
bers what to do, when to do it, how they will reach agreement,
and even who will take the minutes. Everyone is initially de-

pendent on the leader.

However, the group soon reaches a point where more members
begin to participate in discussions. They begin to challenge the
leader and the initial calm gives way to mild turbulence. As
individual members speak out and express their opinions, con-
flicts begin to emerge. Eventually, this stage will pass as the
participants begin to collaborate in establishing goals and ob-
jectives, examining alternatives, and making good decisions.
They appreciate each other’s talents and respect differences.
Relationships begin to develop (Wheelan, 1999). The group is
becoming a team!

In highly effective teams, the roles of leaders and followers
continually shift. Trusting relationships grow and are sustained
over time. Decisions are reached through consensus rather than
majority opinions. Everyone recognizes that interdependent,
collective norms are more important than individual agendas.

Developing the Four C’s

Members of highly effective teams have mastered four skills:
communicating effectively, building consensus, understanding
creative collaboration, and developing a sense of professional
collegiality.

Communication begins with listening. Team members must
know when to listen and when to speak. As you listen to others,
don’t think about your reply until they stop talking. Clear your
mind, focus on the speaker, and really listen. Pause and think.
Then speak. Don’t expect that everyone will hear what you say

because what you say is filtered by the listener and is heard
through his or her perceptions and past experiences. Highly
effective team members check frequently for understanding by
asking others what they understood by what you or someone
else said.

Consensus. Groups reach agreement by majority rule; teams
build consensus by sharing and accepting ideas. On a team,
everyone participates, listens, and accepts the final decision.
Consensus building does not mean that everyone’s first choice
is achieved. However, the final decision must not be anyone’s
last choice, either. Using the “Fist of Five” strategy, each mem-
ber must agree to accept the decision by holding up three, four,
or five fingers. If someone holds up a closed fist or fewer than
three fingers, the dialogue continues until everyone reaches an
acceptable level of agreement. Once consensus is reached,
everyone must agree to support the decision even if it is not his
or her first choice.

Collaboration. Teams collaborate. Members respect each other
and are willing to listen to divergent viewpoints. They build on
these divergent viewpoints to create new alternatives. I may
begin with a robin and you may begin with a bluebird. How-
ever, when we are finished, a bird emerges that may have some
of the characteristics of the robin and the bluebird but, with the
diversity of perspectives, is very different from either one. This
is what creative collaboration is all about (Hargrove, 1998).

Collegiality depends on establishing an environment in which
everyone welcomes and celebrates new ideas. The staff is will-
ing to take risks because new ideas are encouraged. The organ-
izational climate is open rather than disengaged or closed. The
principal is supportive and the teachers are collegial. They have
nurtured and sustained professional relationships between and
among each other. There is a sense of professional intimacy
(McEwan, 1997).
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Understanding Collective Leadership

The recipe to build highly effective teams begins with mixing
the right ingredients. First, leaders must understand the impor-
tance of building trusting relationships with others. They must
understand how to sustain and strengthen those relationships,
even rebuild them when they are fractured. We live in a world
that is rich in relationships, with patterns that connect rather
than separate. Like a spider’s web, each thread is an integral
part of the whole maze. If one thread becomes disconnected,
the web loses part of its resiliency and strength. “[The spider]
reweaves it, using the silken relationships that are already
there, creating stronger connections across the weakened
spaces” (Wheatley, 1999). Principals similarly must develop
and sustain a web of relationships in their schools, in which
each thread is dependent on all the other threads.

In building collective leadership, leaders must discard individu-
alism and isolationism in order to

create a culture in which everyone is accountable.
Principals must be willing to give up control and
power. They must intuitively know when to lead,

when to follow, and when to get out of the way.
Likewise, teachers must be accountable for students,
themselves, and one another. When everyone is ac-
countable, and when collectivism overpowers isola-
tionism, a learning community is established in

which highly effective teams flourish. This will work
best in a school where everyone values collective
leadership (Chirichello, 2002), a process in which the
collective activities of the principal and teachers set
direction, build commitment, and create alignment.
Collective leadership creates the context in which
highly effective teams can be established and sustained.

Sustaining Momentum

It was a sunny day in Seattle when my wife, Carol, and I de-
cided to take a walk to the downtown market the day before we
were to embark on our vacation cruise to Alaska. When we
arrived at the market, we heard laughter and voices from a
crowd of people at the end of the aisle. We had discovered Se-
attle’s world-famous Pike Place Fish Market, which offers
fresh fish and something more—its employees model a highly
effective team!

Team members at Pike Place are not customer-centered; they
are people-centered. You do not have to be a customer to get
their attention. The employees want people to have fun and feel
appreciated whether they buy fish or not. They have a great
attitude. They sell fish but, more importantly, they sell fun.
Through their work, they seek to improve the quality of life for
others, and they are committed to this belief. It’s what they do.
If teams want to sustain momentum, their members should
emulate the team from Pike Place Fish Market.

“The recipe to
build highly
effective teams
begins with mix- meaningless conversations that distract you from
ing the right
ingredients. ”

When Teams Are Dysfunctional

Just as we can move from groups to teams, the reverse is true.
Teams can become dysfunctional (Lencioni, 2002). If the team
members are no longer able to work collegially, to have a com-
mitment to their goal or purpose, the team will lose its collec-
tive synergy. The culture of accountability disappears and
blame predominates. It’s “he did” and “she did” all over again.
Ideas are criticized more than celebrated. Members come to the
table with hidden agendas and what you hear is not what was
meant. Groupthink takes over when a majority of team mem-
bers become “yes” people, ideas no longer result from an indi-
vidual’s creativity, and members do not really say what they
think.

Be cautious if you sense that some of these threads are becom-
ing unraveled:

Trust is a transactional process. The more each team member
trusts the other members, the more the other mem-
bers trust each other. Trust creates a risk-free envi-
ronment in which team members are encouraged to
try new ideas and not fear failure.

Respect strengthens trust, and in a culture that val-
ues respect teams will become highly effective
(Lawrence-Lightfoot, 2000).

Focus on the goal. Do not become sidetracked by

the team’s goal.

Fun. Don’t take yourself too seriously; invite oth-
ers to play in your sandbox. Be enthusiastic and
energetic. Maintain a sense of wonder and curios-
ity. Create a warm and cozy environment in which
others feel comfortable. Celebrate team successes
and recognize accomplishments (Gregerman, 2000).

References

Chirichello, M. (2003). Reinventing the principalship: From-
centrist to collective leadership. In F. C. Lunenburg & C. S.
Carr (Eds.). Shaping the future: Policy, partnerships, and
emerging perspectives (pp. 354-376). Lanham, MD: Scare-
Crow.

Gregerman, A. (2000). Lessons from the sandbox: Using the 13
gifts of childhood to rediscover the keys to business success.
Chicago: Contemporary Books.

Hargrove, R. (1998). Mastering the art of creative collabora-
tion. New York: McGraw-Hill.

Lawrence-Lightfoot, S. (2000). Respect: An exploration. Cam-
bridge, MA: Perseus Books.

©2008 National Association of Elementary School Principals. All Rights Reserved.




esp

{

M I d d I
ASSOCIATION OF ELEMENTARY SCHOOL PRINCIPALS Seving A Elnentayand MiddleLeselPinip

Z
E| naes

The online resource for
principals with students
aged 10to 14

Lencioni, P. (2002). The five dysfunctions of a team: A leader-
ship fable. San Francisco: Jossey-Bass.

Martin, A., McCauley, C., Wilburn, P., Calaro, A., & Ermnst, C.
(2006). The changing nature of leadership. Greensboro, NC:
Center for Creative Leadership. Retrieved June 24, 2008, from
www.ccl.org/leadership/pdf/research/NatureLeadership.pdf

McEwan, E. K. (1997). Leading your team to excellence: How
to make quality decisions. Thousand Oaks, CA: Corwin Press.

Wheatley, M. (1999). Leadership and the new science: Discov-
ering order in a chaotic world (2™ ed.). Thousand Oaks, CA:
Sage.

Wheelan, S. A. (1999). Creating effective teams: A guide for
members and leaders. Thousand Oaks, CA: Sage.

Michael Chirichello, a former teacher, principal, and superin-
tendent, is currently a visiting professor at Northern Kentucky
University College of Education. His e-mail address is
mchiri@embarqmail.com.

This article is adapted from Learning to Lead: Ten Stories for
Principals, co-authored by Michael Chirichello and Nancy
Richmond and published by Rowman & Littlefield Education
(2007).

©2008 National Association of Elementary School Principals. All Rights Reserved.




	©2008 National Association of Elementary Principals. All Rights Reserved. 

	Michael Chirichello 

	August 2008, Volume 17, Number 1

	©2008 National Association of Elementary School Principals. All Rights Reserved.

	Understanding Collective Leadership

	©2008 National Association of Elementary School Principals. All Rights Reserved.



<<

  /ASCII85EncodePages false

  /AllowTransparency false

  /AutoPositionEPSFiles true

  /AutoRotatePages /None

  /Binding /Left

  /CalGrayProfile (Dot Gain 20%)

  /CalRGBProfile (sRGB IEC61966-2.1)

  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)

  /sRGBProfile (sRGB IEC61966-2.1)

  /CannotEmbedFontPolicy /Error

  /CompatibilityLevel 1.4

  /CompressObjects /Tags

  /CompressPages true

  /ConvertImagesToIndexed true

  /PassThroughJPEGImages true

  /CreateJobTicket false

  /DefaultRenderingIntent /Default

  /DetectBlends true

  /DetectCurves 0.0000

  /ColorConversionStrategy /CMYK

  /DoThumbnails false

  /EmbedAllFonts true

  /EmbedOpenType false

  /ParseICCProfilesInComments true

  /EmbedJobOptions true

  /DSCReportingLevel 0

  /EmitDSCWarnings false

  /EndPage -1

  /ImageMemory 1048576

  /LockDistillerParams false

  /MaxSubsetPct 100

  /Optimize true

  /OPM 1

  /ParseDSCComments true

  /ParseDSCCommentsForDocInfo true

  /PreserveCopyPage true

  /PreserveDICMYKValues true

  /PreserveEPSInfo true

  /PreserveFlatness true

  /PreserveHalftoneInfo false

  /PreserveOPIComments true

  /PreserveOverprintSettings true

  /StartPage 1

  /SubsetFonts true

  /TransferFunctionInfo /Apply

  /UCRandBGInfo /Preserve

  /UsePrologue false

  /ColorSettingsFile ()

  /AlwaysEmbed [ true

  ]

  /NeverEmbed [ true

  ]

  /AntiAliasColorImages false

  /CropColorImages true

  /ColorImageMinResolution 300

  /ColorImageMinResolutionPolicy /OK

  /DownsampleColorImages true

  /ColorImageDownsampleType /Bicubic

  /ColorImageResolution 300

  /ColorImageDepth -1

  /ColorImageMinDownsampleDepth 1

  /ColorImageDownsampleThreshold 1.50000

  /EncodeColorImages true

  /ColorImageFilter /DCTEncode

  /AutoFilterColorImages true

  /ColorImageAutoFilterStrategy /JPEG

  /ColorACSImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /ColorImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /JPEG2000ColorACSImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /JPEG2000ColorImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /AntiAliasGrayImages false

  /CropGrayImages true

  /GrayImageMinResolution 300

  /GrayImageMinResolutionPolicy /OK

  /DownsampleGrayImages true

  /GrayImageDownsampleType /Bicubic

  /GrayImageResolution 300

  /GrayImageDepth -1

  /GrayImageMinDownsampleDepth 2

  /GrayImageDownsampleThreshold 1.50000

  /EncodeGrayImages true

  /GrayImageFilter /DCTEncode

  /AutoFilterGrayImages true

  /GrayImageAutoFilterStrategy /JPEG

  /GrayACSImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /GrayImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /JPEG2000GrayACSImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /JPEG2000GrayImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /AntiAliasMonoImages false

  /CropMonoImages true

  /MonoImageMinResolution 1200

  /MonoImageMinResolutionPolicy /OK

  /DownsampleMonoImages true

  /MonoImageDownsampleType /Bicubic

  /MonoImageResolution 1200

  /MonoImageDepth -1

  /MonoImageDownsampleThreshold 1.50000

  /EncodeMonoImages true

  /MonoImageFilter /CCITTFaxEncode

  /MonoImageDict <<

    /K -1

  >>

  /AllowPSXObjects false

  /CheckCompliance [

    /None

  ]

  /PDFX1aCheck false

  /PDFX3Check false

  /PDFXCompliantPDFOnly false

  /PDFXNoTrimBoxError true

  /PDFXTrimBoxToMediaBoxOffset [

    0.00000

    0.00000

    0.00000

    0.00000

  ]

  /PDFXSetBleedBoxToMediaBox true

  /PDFXBleedBoxToTrimBoxOffset [

    0.00000

    0.00000

    0.00000

    0.00000

  ]

  /PDFXOutputIntentProfile ()

  /PDFXOutputConditionIdentifier ()

  /PDFXOutputCondition ()

  /PDFXRegistryName ()

  /PDFXTrapped /False



  /CreateJDFFile false

  /Description <<



    /BGR <>

    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000410064006f006200650020005000440046002065876863900275284e8e9ad88d2891cf76845370524d53705237300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>

    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef69069752865bc9ad854c18cea76845370524d5370523786557406300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>

    /CZE <>

    /DAN <>

    /DEU <>

    /ESP <>

    /ETI <>

    /FRA <>

    /GRE <>



    /HRV (Za stvaranje Adobe PDF dokumenata najpogodnijih za visokokvalitetni ispis prije tiskanja koristite ove postavke.  Stvoreni PDF dokumenti mogu se otvoriti Acrobat i Adobe Reader 5.0 i kasnijim verzijama.)

    /HUN <>

    /ITA <>

    /JPN <FEFF9ad854c18cea306a30d730ea30d730ec30b951fa529b7528002000410064006f0062006500200050004400460020658766f8306e4f5c6210306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103055308c305f0020005000440046002030d530a130a430eb306f3001004100630072006f0062006100740020304a30883073002000410064006f00620065002000520065006100640065007200200035002e003000204ee5964d3067958b304f30533068304c3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>

    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020ace0d488c9c80020c2dcd5d80020c778c1c4c5d00020ac00c7a50020c801d569d55c002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>

    /LTH <>

    /LVI <>

    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken die zijn geoptimaliseerd voor prepress-afdrukken van hoge kwaliteit. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)

    /NOR <>

    /POL <>

    /PTB <>

    /RUM <>

    /RUS <>

    /SKY <>

    /SLV <>

    /SUO <>

    /SVE <>

    /TUR <>

    /UKR <>

    /ENU (Use these settings to create Adobe PDF documents best suited for high-quality prepress printing.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)

  >>

  /Namespace [

    (Adobe)

    (Common)

    (1.0)

  ]

  /OtherNamespaces [

    <<

      /AsReaderSpreads false

      /CropImagesToFrames true

      /ErrorControl /WarnAndContinue

      /FlattenerIgnoreSpreadOverrides false

      /IncludeGuidesGrids false

      /IncludeNonPrinting false

      /IncludeSlug false

      /Namespace [

        (Adobe)

        (InDesign)

        (4.0)

      ]

      /OmitPlacedBitmaps false

      /OmitPlacedEPS false

      /OmitPlacedPDF false

      /SimulateOverprint /Legacy

    >>

    <<

      /AddBleedMarks false

      /AddColorBars false

      /AddCropMarks false

      /AddPageInfo false

      /AddRegMarks false

      /ConvertColors /ConvertToCMYK

      /DestinationProfileName ()

      /DestinationProfileSelector /DocumentCMYK

      /Downsample16BitImages true

      /FlattenerPreset <<

        /PresetSelector /MediumResolution

      >>

      /FormElements false

      /GenerateStructure false

      /IncludeBookmarks false

      /IncludeHyperlinks false

      /IncludeInteractive false

      /IncludeLayers false

      /IncludeProfiles false

      /MultimediaHandling /UseObjectSettings

      /Namespace [

        (Adobe)

        (CreativeSuite)

        (2.0)

      ]

      /PDFXOutputIntentProfileSelector /DocumentCMYK

      /PreserveEditing true

      /UntaggedCMYKHandling /LeaveUntagged

      /UntaggedRGBHandling /UseDocumentProfile

      /UseDocumentBleed false

    >>

  ]

>> setdistillerparams

<<

  /HWResolution [2400 2400]

  /PageSize [612.000 792.000]

>> setpagedevice



