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The fundamental premise of this chapter is that, in order for innovation leaders
to lead teams and achieve successfuyl outcomes, they must understand the con-
cepts of followership and team dynamics. This chapter will define followership,
identify the different types of followers, and identify the characteristics that
make a successful follower. Likewise, it will define the innovation leader—
follower dyad, explore theories related to the innovation leader—follower dyad,
and examine innovation leaderfollower co

mmunication perspectives. Readers
also will learn the importance of developing an appreciation and understanding

of diversity among innovation leaders and their followers.

Description

While much emphasis has been put on leadership attributes when explaining
the roles and characteristics of group or team dynamics, another aspect is
often overlooked. This unique aspect is followership, Followership refers to a
role held by certain individuals in a group or team environment. Followership
is often referred to as the reciprocal social process of leadership (Riggio,
2008). The study of followership involves the examination of the nature and
mpact of followers and following in the leadership process. The leadership
Process is a term used to describe leadership as a dynamic system involving

IS and followers interacting simultaneously. I

Research foundations

Followers Play a powerful role in the successes or failures of organizations,
ﬁ‘u(:ilfs and teams, Riggio (2008) states that .effective followers'are indivi-
Projgc:: 0 are enthusiastic, intelligent, ambitious, and self-reliant. Team
Chisip allow both innovation leaders' and folloyvers to reprodgge their
theiy iﬁﬁz"m‘ls and values through daily interaction thereby legitimizing
age Vation !eader~follower relatioqships. As a form gf people man-
Qw%t;vmno,vatlon leaders can use active coachipg tpchmques tq ensure
ders pyyg “Whivate teamwork and strong communication. Innovation lea-

8o give followers accurate and timely feedback so that they feel
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thzlxll. Ocj;,'ntez; member’s ability to be committed to the goal, vision, or cause
i} thlé group or team. Competence refers to skills and aptitudes the group o
team members hold which are necessary to complete the goals or tasks
assigned to the team. Courage refers to 'the ability of team members to hold
steadfast to their beliefs and uphold ethical standards even when faced with
dishonest or corrupt leaders. Kelly (1988) also defined two underlying beha-
vioral dimensions for followers. The first behavioral dimension looks at whe-
ther or not the team member as an independent, critical thinker. The second
dimension refers to whether the team member is active or passive.

There are three leadership theories (see Figure 3.1) that focus on develop-
ing the innovation leader—follower dyad including Path-Goal theory, Leader
Member Exchange theory, and Diffusion of Innovations theory.
~According to House (1975), Path-Goal theory identifies a leader’s effec-
tveness by evaluating a leader’s impact on employee motivation, their ability
to perform effectively, and their ability to increase employee satisfaction. The
2?5; tcoancept of Path-Goal theory is that a leader influences the sub
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Innovation Leadership
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Figure 3.1 Developing the leader—follower dyad with innovation leadership

subordinates and (b) by providing the coaching, guidance, support and rewards
necessary for effective performance (House, 1975). These two propositions
suggest that the leader’s strategic functions are to enhance subordinates’
motivation to perform, satisfaction with the job, and acceptance of the leader.
The second theory associated with followership is the Leader Member
Exchange (LMX) theory. The major concept of LMX theory is that within
Work units or teams, different types of relationships develop between leaders
and followers (Clarke, 2017). These relationships are depicted by the physical
and mental effort, material resources, information, and emotional support
exchanged between the leader and follower (Zhichao, 2012). LMX theory is a
development-focused theory of leadership and employee development is a key
source follower motivation. LMX theory is grounded in role theory. Role
€ory suggests that organizational or team members accomplish their work
?‘{8‘1 roles or sets of behaviors expected of the team members in their
Positional roles on the team (Broderick, 1998). Role definition tends to occur
ttam members are assimilated into new positions on the team and
€s the leaders having a vested interest in the performance of that team
ass’in ™ An innovation leader can have a significant impact on the role
. BIMent process because the leader has the authority to negotiate roles
g forma] methods. Thus, when combined with Path-Goal theory, innova-
Ly aders lead followers along the path to the goal and develop them using

The te,°fy along the way. s o 14 Ju
sion ¢ 1 rd theory associated with innovation leader—follower dyad is Diffu-
Comy, Movations theory (DOI). This theory .explalns how an innovation is
Socig ‘;mcated through certain channels over time and among members of g
Wor ystem and is based on many different attributes such as diffusion net-
_2002)3 ~ Vidual influence, and innovation attributes (ngers, 2003; Wejnert,
" 10 understand DO, it is important to use socio-technical systems
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' members (Mencl, 2016), Innovation leaders and followers muyst be able
tea:;gag ¢ in the following interpersong] skills,
{0

Focus on feelings, emotions anq attitudes as th

ey relate to personal needs
: Hold open communication at alf times

: Communicate through ora] and written correspondence

o Actively listen to leader and other team members

( ]

Make requests for assistance and help when needeq

Itis important for innovation leade
of their interpersonal and socia] styles. By building this self-awareness, leaders
and followers create synergy for the tegm by learning how to communicate in
an effective manner, The concept of synergy will e explored in a later chapter
of this book.

18 and followers to build a self-awareness

do thig? First, they need to focus on treating every follower fairly, ethi-
% and Tespectfilly, Second, leaders need to establish relationships of trust
MIh their followers (Torres, 2012). There are several ways innovation leaders
%@ establigh

relationships of trust with followers and these are listed below,
L]

: Help followers develop team interaction guidelines,
Nderstang OW each follower uniquely contributes to
S 8lize thejy contributions,

E.ncof"age followers to learn about and respect each other’s potentially
' 8 “I8 perspectives,

the team and
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o leaclership.
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or Hy0, is composed of the merger of oxygen and hyd.rogen. Eagh element is
independent of the another, but when correc.tly combined atomically, a new
cubstance is formed. The human body provides a good example to unlde‘r—
standing Synergy. To _kpow how a particular bodily function works, it is
necessary to study individual Systems and subsystems,

Synergy in the workplace is a complex concept that goes beyond placing
random individuals in teams and assighing them a task to complete. Innova-
tion leaders should carefully understand the capabilities of individuals and
what they can contribute. If a goal is to climb over a ten-foot high wall, one
person alone may not be able to achieve the task. But, two well-coordinated
individuals can accomplish the task by one person standing on the shoulders
of the other. The key is that they need to work together, be motivated to climb
to the top of the wall, and be physically capable. In business, firms merge to
create opportunity and increased value that one company alone could not
achieve. But, not all attempts to create synergy are successful and can actually
detract from a set of goals. For example, if a global organization wishes to
merge or develop synergy with a foreign entity and does not consider its cul-
ture, the result could be wasted time, energy, and money. Forced intervention
by company executives who choose to dominate another company or culture
will not ensure synergy. Synergy, therefore, must be carefully managed.

When exploring synergy, innovation, and innovation leadership, ‘it is
essential for one to be comfortable in acknowledging what one does not
know. Once this becomes internalized and accepted, new learning can be
realized and innovations can be developed in innovation network teams. It is
important for an innovation leader to ask challenging questions without fear
f"f Judgement. In corporate environments, emphasis is commonly placed on
individual problem-solving. Synergy in a corporate structure acknowledges
What people know and do not know and how they work together to fill in the
knowledge gaps in a cooperative, supportive way. If synergy is encouraged,
everyone is acknowledged for having worth and every employee can con-
tbute fearlessly. Respect for the individual using a philosophy of personalism

Reseal'dl foundations

Research and literature about synergy and its connection to innovation net-
:e leams has origins in sociology, management theory, organizational

hav’_or’ Psychology, group and intergroup  relations, network theory and
Syne & and entrepreneurship and intrapren’eurship.‘ Early rc?ferences to
%eigy. Wever, are related to religion. As time progressed,‘ literature on
a 89635' %25 developed in the field of social psychology by the likes of Mazel

' I8 thesis was that society was not developed by the elite members
SYEtey’ U also by the masses collectively working together to build social
o ms that benefited everyone, Ward (1918) spoke of social synergy as

| tween two social political movements that, when combined over
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improving themse:lvzss-tions that Franklin developed. Present-day Junto orga-
and 9entericiis :?ugllll as The Junto Institute for Entreprencurial Leadership iy
I(]:lﬁ?;ozs zr CoIN. a web social entity that promotes open collaboration
withing and outside organizations. These, along with industry coalitions, pro-
fessional organizations, and cross-functional teams are great exgmples of
innovation network teams. Today, globalization coupled with multiple forms
of communication has provided a way for teams to rapidly organize in a see-
mingly organic way, as in biology, for the purpose of inventing solutions free
from the interference of traditional managers.

Considerable literature exists on synergy that relates to psychology and
personality theory. To develop synergy, one should focus on achieving a goal
with a team altruistically. In our highly competitive, well educated, and fast
paced society, it is common to find employees with aggressive ambition
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ningfulness of what one accomplishes, can carry more weight (Ariely,
2008). Likewise, workplace compensation is often based upon responsibility,
focusing on intrinsic rewards such as professional development to

so those ou _ 8! velc
ain mMore workplace responsibility may achieve additional extrinsic rewards

in the long-term Wit!l high perbformance and opportunity fo.r prqmotion.
people want to contribute, and in doing so, gain persona} sat1§fagtlon that
they can contribute to the common good, Work can be a virtue in itself.

An innovation leader is outgoing, social, and looks to the positive attri-
butes of people while challenging himself or herself to become self-actualized.
These behavioral traits set up an environment for learning and problem sol-
ving using a non-intervening management approach as defined by Maslow
(1943). Synergy, therefore, begins with freeing up restraints about how one
may be judged, and working to demonstrate a mutual respect for team
members and the talents they possess for solving problems in a cooperative
and humanistic setting. Once the stage is set for collective performance, the
challenge of achieving positive synergy is well worth the effort. Studies in self-
actualization of small business owners who are merchandising-oriented (Lessner,
1974) have been found to be more actualized than craft-oriented entreprencurs.
The networking activities involved in sales professions are social and therefore
connecting. Likewise, the role of striving for self-actualization results in a
content and productive worker that utilizes all aspects of their capabilities in a
positive environment (Shostrom, 1987). Difficulties can arise, however, when
attempting to correlate self-actualized workers and organizational performance
(Dorer, 2006). Innovation leaders should understand the composition of per-
sonalities in an innovation network team. Likewise, team members should learn
about themselves. Helping people become their honest self in the workplace by
establishing a new working environment centered on effective communication
can help to develop the synergy of the innovation network team.

Personality tests such as Meyers-Briggs Type Indicator (MBTI) or other
similar tests can be useful tools to help team members understand each
other’s personalities. The MBTI examines self-understanding and how to
understand others based on archetypes developed by Jung (1971) using per-
sonality traits such as sensation, intuition, feeling, and thinking. The MBTI
should be administered by a trained professional. However, there are many
other similar tests that can be freely used based on Jung’s (1971) work for
S‘ﬂf'ass.essment. Although any personality assessment test can be criticized for
Z“’d}lcmg results that may not be accurate or relevant, they can be helpful as
. hzor:g of d'lscussion on the synergy of a team. Thus, synergy is about learning

Syn:ensucs of people that may not be self-evident.
°rganizl§t¥ between organizatlor}s is an gutgroyvth of wel!-deﬁned intra-
Cultugg »telonal structures, As businesses strive to improve t'henr supply chain,
on con;miChnology, and people must connect in a synchrc?nlzed way to deliver

ows tments, Bffort needs to be placed on best practices to keep products
& Because businesses are typically organized into functional units, the
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, : 1o important for innovation leaders to understand the
mnovatloonf ttc;leoiic?;hgvzstilonpnetwork team. When leading creative people
:hy?:ergcﬁements should be considerqd: head, heart, and hand.' Head is what
people know. Do those being conmdereq for team membersmp have know.
edge that is appropriate for and complimentary to their fellow team mem-
bers? Heart is the passion and spirit one should possess to be energized about
the task at hand and the ability to persist in light of setbacks. Hand means to
be personally and positively motivated and committed to do what needs to be
done. The concepts of head, heart, and hand should be part of the team’s
long-term strategy. Teams are effective when the members are skilled and
emotionally invested.

In Fhe context of organizational behavior and corporate strategy, it is
essential for a company and, more specifically, the innovation leader to create
Ze?sﬂ:;r; :’f openness, support, and positive communication. Innovation lea-
o a?;nstlll;em?ers need to be open to possibilities from diverse group
siaiegied ActivitYe O attract and retain individuals using talent management

: tes that bring employees together help to create and mai
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product or service shquld create value for the customer. It gives the customer
q reason for purcl}asmg the product or service because the organization is
delivering the specific benefits the customer is seeking. Thus, customer satis-
faction is the source of sustainable value creation. From a marketing and
cales perspective, the emphasis is less on the Old Four Ps: Product, Price,
Promotion, and Placement, where the focus was on market dominance.
Today, the emphasis 1s instead on the New Four Ps: Purpose, People, Perso-
nal, and Perception, where the key question is, does your product offering
matter? If employees care and genuinely believe in the value of their work and
fully embrace why they are doing it, others will believe so too and buy into
the company’s culture and what they are offering. One example of this is
the rise of the iPhone. Early adopters continue to stand in line for hours to be
among the first to own the latest phone even though other companies have
developed similar technologies and products.

There are many similarities between the synergies that are supported
within individual corporate teams and intra-organizational units. Consider-
ing intra-organizational synergy, there are practical guidelines summarized
by Hansen (2009).

e Expand the company outward to build and enhance social capital with
unfamiliar individuals.

e Choose diversity of talent over hiring people with similar traits.
Look for people who have longevity with the firm so as to more easily
connect with others.

e Build on reciprocity to share and exchange information to build trust.

The focus of each guideline remains the same: listen and strive to satisfy cus-
tomer wants and needs by knowing what they wish to buy and use technology
to target them. Finally, it is also critical to become familiar with Efficient
Consumer Response (ECR) as a way of working in harmony with suppliers.

Discussion ‘

Everyone has value. The key for developing synergy in an innovation network
team is shifting management thinking from command and control to coordi-
nate and cultivate. In this environment, individuals are more empowered and
less encumbered by the presence of varying management levels and bureau-
cracy, Another benefit of this management approach'is improved commu-
nication between employees and other group members. A flat organizational
structure can contribute to some confusion due to the lack of a controlling
hierarchical structure, but these issues are mitigated by placing importance on
the work environment, culture, and mission of a company. Flat organizational
Structures are often evident in universities, internet-based firms, and even
Lockheed Martin’s Skunkworks. Often, flat organizational structures allow
for Stronger mentoring relationships among employees and encourage higher
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