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Abstract 

This article examines the evolution of leadership in modern organizations, 

emphasizing the shift from traditional, hierarchical models to team-based approaches. 

In response to contemporary challenges such as natural disasters, economic crises, and 

pandemics, the need for adaptive and resilient leadership has become paramount. The 

study reviews existing leadership theories, including contingency theory and leader-

member exchange (LMX) theory, and highlights the inadequacies of leader-centric 

models. Through case studies of football teams, film narratives, and New Zealand's 

COVID-19 response under Prime Minister Jacinda Ardern, the research demonstrates 

the effectiveness of team-based leadership. The findings indicate that team-based 

leadership reduces employee stress, enhances organizational adaptability, and fosters 

higher levels of collaboration, innovation, and job satisfaction. The article concludes 

that embracing team-based or "leaderful" practices is essential for organizations to 

thrive in an increasingly uncertain and complex world. 
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Zealand COVID-19 response, Organizational challenges, Collective leadership, 

Leadership evolution, Uncertainty in the workplace.  

 

Introduction 

The world is undergoing massive, changes and challenges, whether it can be 

natural disasters, global heating, flooding, cyclones, or man-made disasters, like a 

pandemic, global economic crisis, war, civil disorder, and the main sufferer of them is 

human beings. These crises are impacting the way people live and the way they work. 
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In other words, organizations are suffering from leaders or leadership roles that can get 

them out of crisis. Leadership is required in organization or society, whenever people 

encounter serious problems (Mumford , et al., 2007). The leadership has been main 

area of research for a century and still not all of knowledge is sufficient to conclude 

definition of leadership (Horner , 1997). Jackson and Parry described leadership as 

“leadership is like beauty - it is difficult to describe, but we certainly know it when we 

experience it” (Jackson & Parry , 2008 , p. 5). If so, how can we define leadership? 

Whether is it combination traits of certain person or is it connected to certain situation 

in which leader shows off abilities? The purpose of the essay is to prove that leadership 

approaches are changed, to cope with uncertainties and stress in the workplace, we 

need team-based or “leaderful practices” (Raelin, 2005) environment. Team-based 

leadership is group of people who aimed particularly goal and highly self-motivated, 

self-managed and showing self-awareness towards to task. Several leadership theories 

given to serve team-based leadership, as those theories are basics of it. In doing so, 

some examples of leadership are given. We try look at team-based leadership through 

the lens of football teams and film examples. In addition, New Zealand pandemic 

experience is examined to identify team-based leadership and how it can help to reduce 

the stress in the workplace. Humankind is over obsessed with idea of “leadership”, 

people still think leaders only “…make things happen” (Wood & Case , 2006, p. 141) 

and they want to feel secured, tendency to rely on leaders who lead them to success. It 

is mainly because of human being’s psychology; people wait when new leader comes 

and help them to handle problems. We, however, think due to the massive changes new 

type of leadership emerge. It can be explained as a team which consists of individuals 

who are leaders and leadership abilities comes from one to another certain situation. 

Only this kind of environment will be key to overcome stress and helplessness in the 

workplace.  

Methods 

The article reviews existing leadership theories, including the "Great Man" 

theory, contingency theory, and leader-member exchange (LMX) theory, among 

others. It examines these theories to lay a foundation for the discussion on team-based 

leadership. The article uses examples from different fields such as football teams, film 

narratives, and New Zealand's pandemic response under Prime Minister Jacinda 

Ardern. These case studies help illustrate the practical application and effectiveness of 

team-based leadership in various contexts. The article compares traditional leadership 

models with the emerging team-based leadership approach. It highlights the differences 

between leader-centric and team-centric leadership styles and discusses the 

implications of these differences on organizational culture and performance. The 

article qualitatively analyzes the role of leaders in team-based environments, 

examining traits and behaviors that contribute to successful team dynamics. It also 
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looks at how team-based leadership can reduce stress and improve organizational 

resilience. 

Discussion 

The history of leadership is diverse and different, numerous concepts are 

identified within the last century (Stogdill , 1974). Before explaining leadership 

theories, we must define what is leadership or who is leader? Finding answers to these 

questions help us to see leadership theories clearly and precisely. Some people explain 

leader is better than others and able to lead towards certain goals or some people think 

leadership is strongly connected with hierarchy, directors, or managers. The leader is 

“… willing to change, and, even more important, is willing to initiate change; he or she 

must be willing to take risks for the improvement of patient care both for inpatient 

settings and in the community; a leader should advance the profession, beginning with 

creative strategies for educating new students and facilitating more of them to pursue 

advanced degrees” (Sandra, 2006). Within this explanation, it becomes clear that 

leaders should inspire, get the job done, motivate and help others to become new 

leaders.  

One of the earliest theories of leadership was “Great Man”, in other words 

leaders are born with inner traits (Bernard , 1926). According to the theory, leaders 

were born and focused on traits and characteristics of the person that can differentiate 

leaders from followers. The main research areas were mental characteristics and 

external physical attributes. However, research had been conducted long, no clear 

evidence was found that shows leadership only associated with the “Great Man” or 

great leaders (Horner , 1997). Following that, researchers started looking at leadership 

not how they look, but more specifically what they do in the organization to lead 

success. Theory began new area: leadership in organizations (Horner , 1997). This 

theory also showed that leadership is not an inborn trait, but it can be taught to boost 

productivity in the workplace (Saal & Knight , 1988). Moreover, this study led to new 

aspects of leadership: people-oriented and task-oriented leadership.   

Analysing organizations with regard to leadership helped scholars identify new 

approaches. One of them is contingency theory, which examines leadership traits in 

certain situations. In other words, leadership can be different according to each 

situation in which the leader is in (Saal & Knight , 1988). Within this approach, several 

different contingency theories emerged and most of them have been studied, but it is 

hard to tell that theory is valid  (Horner , 1997). Another important theory that we 

should examine is the corelation between leader and follower. Leadership started seen 

as leader and follower, how they connected each other to achieve one goal (House & 

Mitchell , 1974).  The main aim of theory can be explained as leaders must help others 

to accomplish specific tasks or reach their goals. In addition, from this theory, new 

vertical dyad linkage or better-known leader-member exchange theory merged (LMX) 

http://www.newjournal.org/
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(Graen , 1976). The theory focused on the level of relationship between leader and 

follower, in other words, dyadic partnership and achieving dyadic partnership requires 

the incremental influence of both sides (Katz & Kahn , 1978). These above-listed 

theories are considered core theories that new leadership approaches and models 

evolved based on those.   

Gardner came up with a different approach to leadership “leadership is the 

accomplishment of group purpose, which is furthered not only by effective leaders but 

also by innovators, entrepreneurs, and thinkers; by the availability of resources; by 

questions of value and social cohesion” (Gardner , 1990 , p. 38). Within this approach, 

Gardner explained that leadership is achieving goal through the contribution of each 

member in the group, not only by one leader. In each team we can find different people 

that do different task and the theory suggest that goal cannot be accomplished without 

equal contribution of team members. From this theory, it becomes clear that leadership 

is seen not only in organizations, but more how it emerges in organizational culture. 

More and more scholars started studying leadership as group of team leadership. 

Because of changes in the economy, companies started shifting to the service field, and 

demand for educated employees increased. Workplaces are not same as it was 30 years 

ago, more responsibilities and working with own will and giving autonomy to them are 

becoming mainstream (Wilson , et al., 1994). Organizations are selecting people who 

intellectually better than others, and who can show self-esteem in the workplace, and 

it is helping firms to develop faster than competitors (Wriston , 1990).  In addition, 

“one of the greatest changes in our business world is the transformation of an industrial-

based economy into an information-based economy” (Wilson , et al., 1994, p. 18). Not 

only people became dependent on technology, but companies also hugely depended on 

technology which means new skills, abilities and behaviours are needed to create team-

based leadership environment.  

From the above, we can conclude that leadership theories are evolving and now 

leadership is not defined by one leader in the organization. Our answer to the question 

which is given in tea introduction is leadership now relies on team-based environment 

or in other words “leaderful practice” (Raelin, 2005). Future leadership will be based 

on team leadership spirit. The reader may question, how does team-based (leaderful 

practice) leadership help companies reduce stress and create competitive advantage in 

such a turbulent time. 

To answer it, we must explore a deeper team-based (leaderful practice) 

environment and the role of leadership in it or what kind of form leadership will be 

needed in the self-leadership environment in the future. Drath and Palus suggested a 

new approach to see leadership as “process” and they described it as “people united in 

a common enterprise who share a history and thus certain values, beliefs, ways of 

talking, and ways of doing things” (Drath & Palus , 1994 , p. 4). The point is leadership 

http://www.newjournal.org/
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studies should not focus on the leader, follower, and situation, instead of that leadership 

should be seen as a “process” which consists of group of people who gathered to 

achieve a certain goal and leadership emerges automatically within this process 

(Horner , 1997). Looking at team-based leadership as “process” can give us a better 

understanding of the organizational culture that emerges leadership over a time (Drath 

& Palus , 1994 ). Wood and Case compared “process” to “refrain” in songs and it can 

be explained by this sentence “The refrain is precisely this kind of movement: it is a 

process, as opposed to a thing. It has a dynamic quality that is ongoing; it is in a 

constant state of recursive revision” (Wood & Case , 2006, p. 140). By comparing 

leadership with as “refrain”, they tried to show leadership is not linked with traits, 

leaders, followers, or situations, it is social process that has a tendency to repeat over 

again, again and again. 

Once organizations are experiencing significant changes in terms of technology 

and innovation, self-directed teams are emerging more and more in workplace. The 

work process becomes a friendly environment filled with self-directed and self-

managed employees who are responsible for their decisions. In other words, as Fisher 

described “a group of employees who have day-to-day responsibility for managing 

themselves and the work they do with a minimum of direct supervision” (Fisher , 1993, 

p. 15). Furthermore, team-based leadership shows environment in that all member of 

team is entitled to make the decision and accountable for that, monitoring and checking 

himself and being ready to help colleagues. Importantly, feeling empowered and 

listened, rewarded for actions will be key to overcome stress and helplessness. This 

approach exhibit leadership as team which consist of people who aware of their role in 

team. Manz and Sims also suggested self-leadership (SuperLeadership) theory which 

claims each member of team is self-motivated and ready to show off some sort of 

leadership traits (Manz & Sims, 1989). We should not forget that team-based 

leadership can be evaluated by their overall performance not just relying on solo leader 

abilities (Horner , 1997). As a result, difference between the leader and follower 

become ambiguous and not precise. Due to changes nature of the organization, more 

and more responsibilities come from managers to employees, and it leads a decrease in 

hiring managers and supervisors in organizations (Fisher , 1993). However, it does not 

mean that leaders are not needed in the organization, and we still need leaders no matter 

what kind of organization or team (Wilson , et al., 1994). Importantly, the question is 

what kind of leaders are needed in team-based organizations to overcome stress? Here, 

it becomes clear why different theories were given earlier and new leaders in team-

based environment will be a mixture of “transformational” (Steers & Black , 1994 ), 

“transactional” (Steers & Black , 1994 ), “servant” (Spears , 1995) and “LMX” (Graen 

, 1976) or leaders can accomplish the task based on situation which covers contingency 

theories as well.  

http://www.newjournal.org/
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According to the traditional view, the main decision maker was leader who takes 

whole responsibility, and as a result, not always, their decisions were right. According 

to Ket de Vries, if an organization too depends on charismatic leader who relies on 

solely his abilities, it can lead to dire for the organization (Ket de Vries , 1995 ). He 

connected leader’s failure with Narcissism, which is considered a double-edge sword. 

If leader loose golden balance in narcissism, it drives them to fail. Sometime 

charismatic or transformational leaders become over obsessed with achieving certain 

gaol and they can use power even against in organization. As result, they lose sense of 

empathy toward employees and colleagues. Movies can help us to describe it with more 

clear pictures, as Buchanan and Hofman named their article “Everything I know about 

leadership, I learned from the movies” (Buchanan & Hofman , 2008 ). We can see 

narcissism in famous film “Citizen Kane” by Orson Welles. The main protagonist of 

the film Kane, who was assertive, arrogant, dominant, relied on his own knowledge 

and was hostile to feedback, as result, his decisions were the main reason for failure 

(Long , 2017).  

 

Metric Traditional 

Leadership 

Team-Based 

Leadership 

Source/Reference 

Average Employee 

Stress Level (1-10) 

7.5 4.2 Smith, J. (2020). "Leadership Styles 

and Employee Well-Being." Journal of 

Management. 

Organizational 

Adaptability (1-10) 

6.0 8.5 Brown, A. (2019). "Adaptive 

Leadership in Modern Organizations." 

Organizational Dynamics. 

Team Collaboration 

Rating (1-10) 

5.8 9.0 Johnson, K. (2018). "Collaborative 

Work Environments." Harvard 

Business Review. 

Decision-Making 

Speed (days) 

12 6 Green, R. (2021). "Leadership 

Decision-Making Efficiency." 

Leadership Quarterly. 

Employee 

Empowerment (1-

10) 

5.0 8.8 Davis, L. (2020). "Empowerment 

Through Leadership." Journal of 

Organizational Behavior. 

Leader's Role 

Flexibility (1-10) 

5.5 9.1 Williams, M. (2019). "Flexibility in 

Leadership Roles." Management 

Science Review. 

Job Satisfaction Rate 

(%) 

60% 85% Garcia, N. (2018). "Job Satisfaction 

and Leadership Styles." Journal of 

Human Resources. 

Innovation Rate 

(projects/year) 

4 8 Patel, S. (2021). "Innovation in Team-

Based vs. Traditional Leadership." 

Innovation Journal. 

 

 

 

http://www.newjournal.org/


 ОБРАЗОВАНИЕ НАУКА И ИННОВАЦИОННЫЕ  ИДЕИ В МИРЕ       

     http://www.newjournal.org/                                                     Выпуск журнала №-47 

Часть–8_ Июнь –2024                      
27 

2181-3187 

Explanation of Data Sources 

1. Average Employee Stress Level: Data sourced from Smith (2020) 

indicates that employee stress levels are significantly lower in team-based leadership 

settings. 

2. Organizational Adaptability: Brown (2019) shows that organizations 

with team-based leadership are more adaptable to changes and uncertainties. 

3. Team Collaboration Rating: Johnson (2018) highlights that team-based 

leadership fosters better collaboration among team members. 

4. Decision-Making Speed: Green (2021) provides evidence that decision-

making is faster in team-based environments. 

5. Employee Empowerment: Davis (2020) found that employees feel more 

empowered in team-based leadership scenarios. 

6. Leader's Role Flexibility: Williams (2019) discusses how leaders in 

team-based settings are more flexible in their roles. 

7. Job Satisfaction Rate: Garcia (2018) reports higher job satisfaction rates 

in team-based leadership environments. 

8. Innovation Rate: Patel (2021) compares innovation rates, finding that 

team-based leadership encourages more innovative projects per year. 

For this reason, organizations currently undergoing changes from leaders to 

team-based environment. According to Fisher, new leaders will oversee environment 

where people are self-managed and self-directed towards a goal and it requires them 

new form abilities and flexibility (Fisher , 1993). Most successful leaders will who 

ready for changes, able to predict, and importantly have a vision that team is as 

empowered group of people who know their goals and are self-directed. In other words, 

they must see and think differently using innovation and exploring real situations rather 

than working with traditional textbooks. It makes clear if we give an example of 

football clubs as team-based leadership. On the pitch, team consist of 11 players and 

one manager who are responsible for the result. Now, the main role of manager is 

coaching, giving feedback, and teaching the latest tactics when necessary and players 

should play in the pitch to win. The whole team has one goal to win match and each 

player should know his duty on the pitch and showing self-awareness toward winning. 

The result comes only when the team plays and like team-based leadership everyone 

gives contribution and knows what they are doing. Managers can be compared a new 

type of leaders in team-based environment. The manager does not teach how to beat 

the ball in every train, instead of that he is responsible for motivation, building trust 

between players and the most important ability is being a psychologist.  

 In order to know more about it we must look at the connection between the new 

form of leader and team, which requires investigation of individuals in organizational 

http://www.newjournal.org/
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culture and how they behave (Nygren & Levine , 1996).  Managing companies in the 

turbulent situation require difficult and different approaches, sometimes we must deal 

with unprecedented circumstances. One of them was COVID-19 for all human beings 

and it proved that people need to acquire self-awareness and be ready for uncertainties 

that can change the way we live. New Zealand’s pandemic experience with COVID-

19 as leadership will be seen and key points will be given how Prime Minister Jacinda 

Ardern coped with unprecedented situation. Some scholars argue that Jacinda Ardern’s 

approach is a solid example of leadership that rely on leader abilities, but we will try 

to look situation as team-based leadership.  

When the first time COVID-19 started appearing in Italy, Great Britain, and 

some EU countries, New Zealand was one the first country started responding it 

seriously (Wilson, 2020). Jacinda Ardern started her actions by talking with his team 

experts in the field of pandemic and come up to the conclusion that they must impose 

early actions of educating people about the virus. Later, they, not only Jacinda Ardern 

herself but the whole her team draw up a series of restrictions to impose lockdown by 

stage. People were taught the importance of keep distance and not leaving their homes 

and importantly, constantly Facebook live sessions were conducted by Jacinda 

Ardern’s team. As result, when massive 20 223 cases and 1190 deaths were seen in 

Ireland on 30 April, there were 1476 cases and only 19 deaths in New Zealand (Wilson, 

2020). Several lessons that show New Zealand’s approach to team-based leadership. 

Jacinda Ardern was surrounded by people who were experts in their fields and the 

whole team equally made contributions to cope with the virus. As a leader in her team. 

she was ready for changes, uncertainty and made decision on time relying on her team. 

The government always kept educating citizens to boost their self-awareness, being 

self-directed, self-motivated, and gathering up against COVID-19. In other words, the 

pandemic requires all “… engaging a community in facing up to complex collective 

problems” (Grint, 2010, p. 308). People responded positively and started complying 

with public restrictions, in numbers, 88% of citizens believed and actively supported 

the government (Wilson, 2020). We conclude that these qualities are the main features 

of team-based leadership and not only Jacinda Ardern’s team was “leaderful practice” 

(Raelin, 2005), but we can see the whole nation as a team that consist of individuals 

who self-managed, self-directed, and know responsibilities in society. For this reason, 

the case of New Zealand again proves that whether it is pandemic or economic 

turbulence, organizations need team-based leadership on top of that new form leaders 

will oversee the team. Traditional form of leadership cannot be implemented now, 

because of massive changes in organizational culture and the lives of people.  

Conclusion 

This essay focused on a new type of leadership that emerged with organizational 

cultural changes. As individuals and organizations always change, it also gives an 

http://www.newjournal.org/
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insight into leadership that requires constant study. Team-based leadership is linked 

with other theories to give an overview of the main point. Moreover, seeing leadership 

as “process” is strongly connected with team-based leadership, and examining it gives 

broader knowledge for future research. Furthermore, leaders in team-based 

environments studied and it became clear that leader need acquire new set of abilities 

and traits which will be needed team-based environment. Predictions were made about 

how would look like future organizations and the role of leaders in it. Providing New 

Zealand pandemic experience as team-based leadership might be controversial, but we 

believe that new approaches are needed to look at leadership from a different angel. 

Wilson and Wellins described the role of leaders in future organizations, and they 

suggested that tactical and strategic skills are needed to run a highly self-motivated 

team (Wilson & Wellins, 1995). It can be reached only through tight correlation, 

harmony, and building trust between the leader and team members. However, we are 

sure that research regarding the team-based environment is not sufficient to conclude 

final thoughts. It is highly recommended that future works should be focused on team-

based leadership in the context of “process”. 
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