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In this Executive Guide you will 
learn: 

• How to effectively lead teams, 

including your senior team 

• The defining traits of leaders 

• The basics of Situational 

Leadership® 

• S P E E D – The 5 core 

leadership disciplines  

“Of all the things I’ve done, the most vital is 

coordinating the talents of those who work for us 

and pointing them to a certain goal.”   – Walt Disney 

 

Everyone agrees that leadership is essential to organizational 

success. No other element of an organization’s culture has more 

immediate or regular impact on employee behavior and 

performance than good leadership. Yet amid this agreement 

regarding the importance of leadership, no one seems to agree 

on the definition of leadership. Most, however, would agree that 

leadership involves influencing others (i.e., followers). 

 

Although seemingly obvious, unless a leader has followers, 

defined as those who are influenced into carrying out activities to 

further the intent of the organization, then the leader is not truly a 

leader but may be described as one in authority or a manager. 

 

At Catalyst Consulting Partners LLC, it is our experience that 

leaders are not born, they are made.  So we are pleased to offer 

this Executive Guide to Leadership as a tool for you to better 

understand the art and science of executive leadership.  Your 

entire organization will benefit as you improve your management, 

team development and leadership skills. 

Are You a Leader, or 
Simply a Manager with Authority? 
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TEAM 
DEVELOPMENT

LEADERSHIP 
 

Establishing Direction:  Developing a vision of 
the future – often the distant future – and 
strategies for producing the changes needed to 
achieve that vision. 
 

Aligning People:  Communicating direction in 
words and deeds to all those whose cooperation 
may be needed so as to influence the creation of 
teams and coalitions that understand the vision 
and strategies and that accept their validity. 
 

Motivating and Inspiring:  Energizing people to 
overcome major political, bureaucratic, and 
resource barriers to change by satisfying basic, 
but often unfulfilled, human needs. 
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All teams are groups, but not all 
groups can be classified as 
teams.  The key to differentiating a 
team from a group is the unit’s 
performance.  Group performance 
can be defined simply as the sum 
of individual efforts within the 
group. A team’s performance, 
however, is related to the 
synergistic efforts of all the 
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udgeting:  Establishing detailed 
ables for achieving needed results, 
the resources necessary to make it 

d Staffing:  Establishing some 
complishing plan requirements, 
cture with individuals, delegating 
d authority for carrying out the 

policies and procedures to help 
nd creating methods or systems to 
entation. 

d Problem Solving:  Monitoring 
ing deviations from plan, then 
ganizing to solve those problems. 
ree of predictability and order, and 
l to consistently produce short-
ected by various stakeholders 
ers, always being on time; for 

eing on budget). 

Produces change, often to a dramatic degree, and 
has the potential to produce extremely useful 
change (e.g., new products that customers want, 
new approaches to labor relations that help make 
the firm more competitive). 

Some teams are nothing more than a collection of individuals 
engaging in what child psychologists call "parallel play." These 
teams generate results that are no better than the best team 
members could have achieved on their own. What's worse, some 
teams are so ineffective (due to poor communication, unclear 
objectives, lack of collaboration skills, political infighting, etc.) that 
they produce results that are significantly less desirable than what 
some of the team members could have created on their own. How 
many times have you been part of a team and come away thinking 
that you could have done better by yourself? 
 
Synergy Defined:  A team reaches synergy when the outcomes of 
the group's efforts (e.g., their decisions or recommendations) are 
superior to those that could have been achieved by any single 
member of the team working alone. Note that synergy is not 
achieved when the team's outcomes are superior to the averages 
of the outcomes from all of the team members. This would mean 
that one or more of the individual team members could have done 
better by themselves. A team reaches synergy only when its results 
are better than any one member could produce on his or her own. 

g Teams 
ergy 

individuals combined in pursuit of 
a common objective. 
 
Groups don’t become teams 
easily, quickly or automatically. 
They must be led through the 
following four recognized stages. 

During the forming stage, g
attempt to define their tasks an
decide how to accomplish t
They also sort our how the 
various group members will
relate to each other. 

roups 
d 

hem. 

 

Forming 

Storming 
During the storming stage, 
members begin to sense what it 
will take to work together as a 
team.  Posturing and “choosing 
sides” occurs, eventually 
establishing a “pecking order” 
within the group. 

ACTERISTICS OF EFFECTIVE TEAMS 
levating Goal.  High performance teams have both a clear understanding of the goal to 
d and a belief that the goal embodies a worthwhile or important result. Teams without 
nderstood goals are doomed to failure. 
-Driven Structure.  Team structure should first be framed in terms of its broadest 

 problem-solving, creativity, or tactical execution. 
t Members.  Selecting the "right" people is highly correlated with team success. 

ommitment.  An important, but often elusive, factor in the success of teams is the degree 
am members are united in their commitments to the team's goals. 
rative Climate.  The essence of teams is teamwork. "Working well together" is a 
 ingredient in team success, as is an atmosphere of trust. 
 of Excellence.  The extent to which standards are de-intellectualized and made 
nd behavioral will usually determine the extent to which the standard can be performed. 
upport and Recognition. The team must be given the resources it needs to get the job 

 be recognized for its achievements. 
 Leadership.  Research strongly indicates that the right person in a leadership role can 

ndous value to the collective effort, even to the point of sparking the outcome with an 
kind of "magic." 

Norming 
In norming, members accept t
they must work together as a 
team, reconcile competing 
loyalties, and establish ground 
rules or norms by which team 
members will cooperate. 

hat 

In the performing stage, the 
group has settled relationships 
and validated expectations.  It 
now focuses on the work for 
which the team as a whole is 
responsible. 

Performing 
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In his ground-breaking 2001 best seller Good to Great, Jim Collins identified the key traits of the leaders of the highest performing 
businesses in a number of industries. To highlight how the behaviors of these highly-successful executives differed from their peers, he 
developed the following “Level 5 Leadership” model: 

The Two Sides of Level 5 Leadership

Level 5 LEVEL 5 EXECUTIVE
Builds enduring greatness through a paradoxical
blend of personal humility and professional will.

Level 4 EFFECTIVE LEADER
Catalyzes commitment to and vigorous
pursuit of a clear and compelling vision,
stimulating higher performance standards.

Level 3 COMPETENT MANAGER
Organizes people and resources toward the
effective and efficient pursuit of pre-determined
objectives.

Level 2 CONTRIBUTING TEAM MEMBER
Contributes individual capabilities to the
achievement of group objectives and works
effectively with others in a group setting. 

Level 1 HIGHLY CAPABLE INDIVIDUAL
Makes productive contributions through talent,
knowledge, skills, and good work habits.

LEVEL 5 HIERARCHY
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Situational Leadership® II (SLII®) is the most comprehensive, up
effectively managing and developing people, time, and resource
Blanchard and taught by Catalyst Consulting Partners to its exe
SLII® provides leaders with a model and the tools for creating o
reliance in those they manage.   
 
In SLII®  there is no best leadership style. The “best” leadership
certain situations, it is appropriate to coach. In other situations,
delegate. Sometimes just support is needed. In other cases, to
address urgent challenges, direction is required.    
 
The appropriate leadership style (i.e., Directing, Coaching, Sup
individual employee in a particular situation is a function of that 
individual’s demonstrated task-specific knowledge and skills an
given task or goal) and his or her Commitment (i.e., an individu
to a specific goal or task).  For example, if an employee has a h
specific task coupled with a high degree of Commitment to acco
Delegated the task at hand. It will be accomplished. On the oth
have the skills or knowledge required to accomplish the task he
direction from you to successfully complete the assigned task. A
employee will fail to accomplish the assigned task. 
 
The goal of Situational Leadership® II is to match your leadersh
level on a specific goal or task – to avoid both Oversupervision 
than he or she needs) and Undersupervision (i.e., using a Supp
individual really needs direction and close supervision to build s
the SLII®  model, you need to: 
 

• Diagnose the situation in terms of employee compete
• Discuss the individual’s needs 
• Coach in a way that is customized to that particular p

SITUATIONAL LEADERSH
There is no best leadership style
Personal Humility 

Demonstrates a compelling modesty, 
shunning public adulation; never boastful. 
 
Acts with quiet, calm determination; relies 
principally on inspired standards, not 
inspiring charisma, to motivate. 
 
 
Channels ambition into the company, not 
the self; sets up successors for even 
greater success in the next generation. 
 
Looks out the window, not in the mirror, to
apportion credit for the success of the 
company – to other people, external 
factors, and good luck 
Level 5 Leadershi
Professional Will 
Creates superb results, a clear catalyst in 
the transition from good to great. 
 
Demonstrates an unwavering resolve to 
do whatever must be done to produce 
the best long-term results, no matter how 
difficult. 
 
Sets the standard of building an enduring 
great company; will settle for nothing 
less. 
 
Looks in the mirror, not out the window, 
to apportion responsibility for poor 
results, never blaming other people, 
external factors, or bad luck. 
-to-date, and practical method of 
s in the world. Developed by Ken 
cutive clients for more than 15 years, 
pen communication and developing self-

 style to use depends on the situation. In 
 after setting a clear goal, the leader can 
 develop an individual’s skills or to 

porting, or Delegating) to use with an 
employee’s Competence (i.e., an 
d tranferable knowledge and skills on the 
al’s motivation and confidence in relation 
igh degree of Compentence regarding a 
mplishing that task, he or she should be 

er hand, if this employee does not yet 
 or she will require a great deal of 
bsent your direct involvment, the 

ip style to the individual’s development 
(i.e., giving an individual more direction 
orting or Delegating style when the 
kills). To be an effective leader vis-à-vis 

nce and commitment 

erson, goal, time and place 
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IS YOUR SENIOR TEAM DYSFUNCTIONAL?
 CORE 
DISCIPLINES OF 

EXECUTIVE 
LEADERSHIP 

PRIORITIZING ACTIONSP 
Aligning activities that are both 
necessary and sufficient to 

SHAPING STRATEGYS 
Providing direction, focusing 
efforts and ensuring c
across your organization 

onsistency 

Known by the acronym 
SPEED, Catalyst has 
identified five key 
executive responsibilities 
that form the core of the 
leadership challenge. aracteristics of a Functional Senior Team 

Members trust one another 
They engage in unfiltered conflict around ideas 
They commit to decisions and plans of action 
They hold one another accountable for 
delivering against those plans 
They focus on the achievement of collective 
results 

y 

nuine teamwork at the executive level is, unfortunately, rare for a number of reasons including: 

Absence of Trust among team members, which stems from their unwillingness to be open and 
unguarded about their mistakes, weaknesses and concerns. 
Fear of Conflict is the direct result of the team’s failure to build trust. Instead of engaging in 
passionate debate of ideas, members resort to veiled discussions and guarded comments. 
Lack of Commitment follows, since team members have not aired their true opinions 
regarding planned actions or decisions. Beware of feigned agreements that don’t last. 
Avoidance of Accountability is the natural result of the team’s lack of real commitment and 
buy-in. Members hesitate to call their peers on counterproductive actions and behaviors. 
Inattention to Results is the final dysfunction which frequently manifests itself as failure to 
achieve the collective goals of the senior team, which, of course, means the business also fails. 
Case Stud
 

 

 

Leaders aren’t Born

Avoiding the trap that snares 
70% of all companies – failing 
to implement strategies and 
action plans 

D DRIVING EXECUTION 

E EMBRACING CHANGE 

Understanding which of the 
seven “triggers” of change are 
most important to your 
organization’s success 

E EMPOWERING OTHERS

Instilling in others the belief 
that they can make a d
within your organization
celebrating their successes 

 – and 
ifference 

accomplish your organization’s 
strategic objectives 

 business short on capital 
 borrow money, and one 

h a poor location can move. 
t a business short on 
dership has little chance of 
rvival.” 

– Warren Bennis & Burt Nanus 
PROBLEM:  After experiencing industry-leading growth in 
their household product niche, this mid-cap manufacturing 
client was suddenly faced with new technologies, new 
competitors and new demands from key retailers that 
threatened to derail their continued growth. To complicate 
matters, this company’s leadership team was newly 
assembled and inexpereinced at working with each other. 

SOLUTION:  Catalyst designed and facilitated a 2-day offsite
management retreat that focused on three of the five core 
leadership disciplines summarized in the righthand column. 
We explored the types of changes being experienced by the 
Company and identified proven strategies for managing 
change across the business (i.e., Embracing Change). We 
then facilitated a complete revamping of the Company’s go-
to-market strategy (i.e., Shaping Strategy), brainstormed 
alternative courses of action, identified resource constraints 
and requirements, and developed a consensus list of 
prioritized action plans to be accomplished by the leadership 
team according to an agreed upon time table (i.e., Prioritizing
Actions).  

RESULT:  After the retreat, the executive group became a 
much more effective and vital leadership team. They began 
implementing their agreed upon action plan (i.e., Driving 
Execution) by energizing the entire organization (i.e., 
Empowering Others) to regain its former dominant position in
the marketplace. 
 – They are Made:  Contact us today to begin your transformation!
 WWW.CONSULTING-THAT-WORKS.COM

AN AL Y Z I N G  F AC I L I T AT I N G  C O AC H I N G  
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Facilitating Solutions to 
Business Problems is our Passion

We know that finding 
professional advisors 
that you can trust to 
help you achieve real 
results is difficult.   
 
At Catalyst, we always 
guarantee our work.  

A problem with many consulting firms is that they frequently disregard 
Dr. Maslow's warning. If they happen to specialize in strategy 
development, for example, then they consistently see their clients' 
problems as strategy related — even if the real issue has little to do 
with strategy. Similarly, if they focus on traditional organization 
development interventions, such as team development and meeting 
facilitation, they've never met a client problem that can't be solved with 
a series of team meetings.  
 
Catalyst approaches business challenges with our client's desired 
results in mind — not from the perspective of our particular set of tools. 
Metaphorically speaking, if your problem requires a hammer, we'll use 
a hammer. But if it requires a shovel, we won't try and convince you 
that a hammer will work just as well. In fact, if we feel that we do not 
have access to the "right tools” for your specific problem, we'll say so... 
and try to direct you to a more appropriate professional service 
provider. Helping you resolve your problem is our mission and our 
service commitment to you.  
 
Contact us today to explore how we can help you and your 
organization reach its potential.  You’ll be glad you did! 

“If the only tool you 
have is a hammer, 
you will see every 
problem as a nail.” 

 
– Abraham Maslow 
Catalyst Consulting 
Partners LLC 
 

1136 North Linden Circle 
Wichita, Kansas 67206 
 
800.378.9843  toll free 
866.267.6719  fax 
www.consulting-that-works.com 
 

info@consulting-that-works.com 

Facilitating organizational change. Unlocking lasting results.
 WWW.CONSULTING-THAT-WORKS.COM

AN AL Y Z I N G  F AC I L I T AT I N G  C O AC H I N G  


