Peer Response #1
“The measure of intelligence is the ability to change”- Albert Einstein. One of my favorite quotes to interject into my communication to my team about the newest change in our department or protocol. Working in a Customer Service Center, the very atmosphere is riddled with change. Schedules change, teams are reorganized, and turnaround is eminent. Policies can change due to the customer demographic or supply and demand. In my industry, the customer experience is king. No surprise here as Forbes states, “89% of companies (Links to an external site.) compete primarily on the basis of customer experience”. (Hyken, 2018) Every contact with our customer should be positively memorable. That customer’s need is priority and our jobs are to exercise adaptability and flexibility to meet that need. We educate, communicate and empower our customers at every turn. We strive to make sure our customers feel enriched, protected and empowered after they speak to us—a trusted provider and friend. These are the same foundational principles I feel should not change in leadership-motivation relations. The way I operate in those principles, however, should change. Because my followers are my customers, my personal mantra was borrowed from a mentor in stating: “It’s not my business how you came into my presence, but it's my mission to impact how you leave it.”-Juanita Johnson. I apply the same principles of my external customers in my leadership-motivation relationship methodology.
In my opinion leaders must be so adaptable and flexible as it pertains to motivating followers, almost to the point of schizophrenia. The leader is expected to adjust to every follower because they are different. No follower is motivated by the same things. This is where the change persists in leadership. Not just in leadership-motivation relations, but also in communication and support regardless of the reinforcement type. There are multiple leadership styles but not one leadership style is perfectly tailored to every follower. In our industry, an autocratic leadership style is important to new representatives fresh to our skill. There are some inherent talents in everyone, however, new representatives should be given instructions and details on how to perform their duties until they acclimate to their position. When they are empowered, and educated in ways that allow them to use some autonomy to accomplish the objective, I can incorporate a democratic leadership style. I generally employ a Servant Leadership style which is to serve the betterment of my team. In the different faculties that best encourage them. Of the team I have, there are some representatives who feel a morning greeting is micro-management. Others enjoy the quick interaction with their leader and feel valued that their leader takes interest in how their morning begins. I must adjust accordingly. I stop to quickly offer a smile and a wave to those who do not prefer morning engagement. For the others, I stop by, say good morning and inquire on the well being of the representative or their family’s most current event I’m aware of. “Good morning, how did the track meet go? Or good morning, you did an excellent job in your performance metrics yesterday!”
Another type of change that impacts the leadership-motivation relationship is the continued use of technology. These things impact motivation because some followers may love a verbal touchpoint or a high five. The follower working remotely does not have this luxury. E-communications is the only means of reinforcement, good or bad. Some examples of positive reinforcements for remote followers are, that I send emails to them letting them know I appreciate their efforts. I ask for pictures to post of them onto our company’s Facebook page to provide kudos or “shoutouts” for demonstrating a behavior well. I negatively reinforce using resources such as manual snippets while also adding personal verbiage on the offense. For my entire team, I engage them in an instant message chat with a positive affirmation daily. I encourage knowledge sharing in this team chat which builds togetherness. I also motivate my followers by empowering some with additional responsibilities. There are few followers I select which incites friendly competition amongst them to learn their skill best, to support each other and be independent. In creating this friendly competition, my followers are motivated to do their best and produce positive results for our department in their customer experience. This is a win-win because as a leader, I can delegate more which allows me to work more efficiently. These followers are motivated to do a better job and learn their skill better because they are deemed peer leaders on our team. They want to be subject matter experts. They interact differently, honing or being open to learning different skills that will make them valuable as leaders such as multi-tasking and teaching others or making judgement calls to support customers. I have seen positive results from this method of coaching from both traditional and remote workers. So much so, that during a reorganization period, I lost four teleworking representatives. I had to let them know they would not be reporting to me anymore and asked that they come in to meet with me if they could. All four of them cried and asked if they could stop teleworking in order to stay on my team. That spoke volumes to me as to how powerful connection is to people.
A theory I believe to be true is that a deeper connection among individuals whether students or employees equates to a sense of belonging, fostering support from one another and increases productivity. (Gosnell, 2019)
A good leader must still be able to adapt and motivate followers in a way that influences them towards their best. Every follower must be equally motivated whether remote access or in campus. Based on the follower’s preferred method of motivation I still engage to the same extent. My teleworking followers who love morning engagement receive instant messages in formal communication or with colorful emojis depending on the preference. I am grateful that I’ve been able to bolster a harmonious team culture that feels nurtured and cared for thus far. Because I am interested in my followers as people--not just workers, I am able to sustain buy in from most of my team. Why do my follower’s feelings matter? As a leader, why should I care how they feel when they must do what I ask or lose their jobs? Emotions have a larger impact on motivation that one would think. As stated by Mirela Popa and Irina Iulia Salanta of Babes-Bolyai University of Romania’s abstract,…” Managers must identify and analyze such situations, as they may have a major impact on the whole team’s conduct and performance. For instance, sthenic emotions back up involvement in and commitment to various activities, amplifying the individual’s, as well as the team’s strength/ energy and dynamism, while asthenic emotions stifle energy, involvement and participatory activism (down to the point of disengagement/absenteeism). “ (Popa & Iulia, 2013)    
 
This theory is a direct correlation to motivating followers by enhancing the emotional value of the relationship. It is how some CEO’s enjoy superstar status among their leaders. Because of the way their leadership makes them feel. A valued employee will consider the impact of their actions on those who make them feel valued. Businesses with valued employees will likely enjoy higher productivity and dependability which translates to higher revenues because the followers reciprocate how they’re made to feel.
Leaders are the vessels through which change filters. Their input should be valuable enough to contribute to organizational policies. Why? Because the leaders are hearing or engaging in the feedback that supports the business’s growth. A good executive will always have his or her pulse on the most important capital of the business which is human capital. Investing in human capital is investing in the growth of an organization. Not just its labor force. But the culture, productivity and diversity of an organizations human capital will return its own investment. An organization that values its followers enough to allows contribution to policy, then creates a passionate leader excited a process he or she contributed. A domino effect is then created. Managers mimic the actions of their executives who then impact front line leaders who then impact followers. All becoming followers at times still emulating a culture of value and inclusiveness creating a connection. This type of culture attracts skilled workers. Skilled workers bring—well, skills. New ideas, technologies and processes that bring revenue to the organization and even impacts the growth of the region. (Siddharthan & Narayanan, 2013)
Changes do change leaders. Changes should change leaders. The real question is how does change, change leaders? Some leaders are adversely affected by change while others thrive in it. Because in the leadership-motivation dynamic, followers attribute leaders to know more (even if they may not) about company changes. Change can be a scary thing for followers. A good leader should be able to communicate change well so much so that change is a part of who they are. Leaders should have a foundational trust with their followers to ensure that any change communicated will at the very least be understood even if not accepted. The Kubler-Ross Transition Curve is a methodical theory to change. It describes the phases people initially go through when they find out about any change whether person or business. Phase one is Shock, Phase two- Denial or Minimization, Phase three- Incompetence or Depression, Phase four-Acceptance, Phase five- Testing, Phase six-Search for meaning or Understanding and Phase seven-Internalization. Wow! In this theory, whether bereavement or promotion or job loss, it is said that these phases occur in some aspect in a person’s life. (Orridge, 2009) Having a trustworthy leader to help navigate the uncertainties of these phases is an incredible asset to any organization. It is how you will retain and attract the best talent for your business. Leaders who are not adept to change could incite uncertainty or distrust in their leader-follower dynamic. Still affecting the organization’s bottom line. People are consumers and consumers affect business. Because consumer’s wants and needs change, thereby the organization and its leadership should change. If the organization cannot change, that same organization will join the Blockbuster Videos, Boeings, Kodaks of the world. (Newman, 2010) Once giants in their own rights. Because they rested on their laurels, thinking “this is the way it’s always been done”, these companies were left behind. New ideas gave way to new technologies. New technologies created start- up companies who then amassed great talent. That talent grew into leaders who communicated and advocated change to its followers. Those companies are now the powerhouses of our times. Who could imagine a time without an Apple product? Who wants to remember a time Google or Amazon was not available? In the same light leaders contributing to, affecting and communicating change are paramount to the success of any organization. Change not only affects the leader-motivation dynamic but the leader and thereby the organization as well. The leader of tomorrow must change with it or be left behind.

Peer Response #2
Leadership is often considered the key to successful change. A good leader must be prepared for everything that comes his or her way.  That would include change. Change occurs in every day professions and places of business alike. One common idea amongst all leaders knows that while change may be inevitable, adjustments to said change to keep all employees and coworkers on the same page is just as inevitable, and important. While change can be scary for many, it is an undeniable feature that a leader must possess to steady the change not only for themselves, but for everyone else. A motivated leader is one who takes these changes, breaks down a process, and creates a system for all that is easy to follow to allow for as smooth of a transition as possible. Employees look to these individuals, these leaders, in these times for a reason.
                According to Warner Burke 1992 “To provide a model of organizational performance and change, at least two lines of theorizing need to be explored--organizational functioning and organizational change.” Organization is the key word here. Linking what may seem, to some, as a truly chaotic and uncontrollable incident to bright spots and learned lessons is a relationship of utmost importance in leadership. Being able to lead may seem minute to some and as if ‘anyone could do it’. It comes to times such as this where true leaders emerge and set themselves apart. I firmly believe this to be attributed to one’s ability to organize functions and organize change. That is a linking relationship that cannot be taken lightly.
“Change is depicted in terms of both process and content, with particular emphasis on transformational as compared with transactional factors (Burke 1992). One factor that has already been considered would be transformational change versus transactional change. Transformational change can be attributed to external forces that directly affect a company’s mission and strategies, such as the culture and leader organization. Transactional factors, on the other hand, are linked to this inversely. Structure, climate, practices, etc. all take a hit as transformational changes occur. For example, as a mission statement changes, or is edited, to accommodate a newly found issue in today’s society, breakdown of this edition must be echoed throughout the company, furthermore changing some basic practice somewhere down the line. Together, these transactional and transformational factors affect motivation and as stated earlier affect performance. So, what are they? Transformational changing factors deter company operations in some fashion. These changes are massive commitments that if installed, organized, and executed correctly, will better a part of the system. Transactional factors can be more classified as a change to an everyday routine that in turn will better the overall system.  Burke argues that this is strongly affected by management rather than leadership and that change in these factors is only likely to lead to lasting change if, in turn transformational factors are also affected. (Burke 1992)
                Newer linkages that can arise are holes in relationships between different levels of business. This commonly occurs when management, “leaders”, have clear views of what they want and what they want to happen to get them there. However, their transmission strategies may not be on the perfect path to the rest of the agency, business, etc. This, compounded with possibilities that are seen more times than not where management/administration do not have proper and great working relationships with those at lower levels than them. This can cause even further struggle when it comes to implementing new plans, changes in business, etc.  A study found throughout my research describes the process as such. “Linkage analysis reveals gaps in the relationship between lower and higher levels of a firm, obstacles in in the translation of local gains into firm results that might otherwise go unrecognized/unmanaged without explicit attention that the linkage analysis gives them” (Goodman, 2004). This is a classic example of linkage obstacles that, if not careful, will bottleneck a business. It goes on to talk about how local changes only seemed to create gains for the organization a whole, not its employees. That faster production in one local unit coordinated with even faster processing in another unit. This resulted in a net gain (and return) for the firm as a whole. Showing that while some ‘big wig’ choices may seem far-fetched, useless, and ‘helpless to me’, they really are with the best interest of a company and the employees at heart. This is why translation of this is super important. It revealed as well that while working conditions were suitable for all, production was good, competitive, and clean which also in turn benefited the overall business and employees. This transformational change is of utmost importance to be communicated up as well.
                While I have not found myself in any major roles of leadership regarding professionalism, career, etc. I have held some smaller scale leadership roles in my life. Insight from those, should be hardly any different than insight from the leader of a nationwide, world renowned, place of business. The concept is simple as to why.  In order to have, and to lead, a successful unit, the leader must possess many of the features talked about here. Strength in mind, positive, communicative are just a few. The number one thing in reading the book and many articles that may not be so popular of an answer is motivation. The leadership-motivation relation is one that cannot go unrecognizable and must remain unscathed. A motivated leader can lead the horse to water, and get it to drink. Having that mindset on your own as a leader will come if it is not already instilled in you. It all comes with insight to what it is you are leading, and the experience in which you share in that realm.  “Furthermore, we assert that the relationship among a promotion focus, values of openness to change, and leadership behavior (i.e., transformational and/or charismatic leadership) is likely to be mediated by an affective MTL.  Thus, a person who is promotion focused will be motivated to lead out of his or her desire to lead, enjoyment and pleasure in leading, and a need for personal development and growth (i.e., affective MTL).”(Kark 2007) In turn, it is inevitable that with motivation comes change.  As a leader becomes motivated, there leadership skills soar, and that causes change within the company. Those changes are linear with changes within the leader him or herself.  “Successful change-agile leaders at all levels in the organization respond to changes in the business environment by seizing opportunities, including throwing out old models and developing new ways of doing business. They try to make change thinking contagious, embedding it into everything they do from the most fundamental daily interactions to the most complex strategy.”(Harvey 2018)



