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INTRODUCTION
 	
The case study was centered on the Varsity and Junior Varsity teams of the United States Military Academy at West Point and their performance.  Prior to selecting the final teams, the coach conducted several tests to see which rowers would be considered for Varsity and which rowers would be considered for Junior Varsity (JV) teams.  As with most college or intercollegiate sports teams, the Varsity team is expected to perform better and have advanced skills.  The coach conducted various tests to help him select the best members for each team.  Initially when the two teams competed against each other during their retreat in Atlanta, the varsity team won over the JV team; however, once they returned to campus, the JV team consistently won and continued to beat Varsity.  This puzzled the coach because he felt he selected the best rowers for the Varsity team.  Over and over he found that the Junior Varsity team rowed faster than the Varsity team.  He began to run various experiments to find out why this was happening.  When he compared individual rowers, pairs and groups, the Varsity team members outperformed the JV team but when the entire team competed, the JV team won.  
	The coach finally determined that although the Varsity team had more technical skills and were better conditioned, the JV team outperformed because their team building skills were stronger.  They continuously worked together and did not criticize one another individually but assessed how they performed, how they could improve as a team and encouraged one another.  The coach brought in psychologists for team building sessions, consulted with other sports teams for a new conditioning plan, tried to move some of the JV members into the Varsity boat and nothing was successful.  After pulling the team together for a meeting, the players could not come to a group consensus on how to make things better.  Instead of coming together and resolving the issues, accusations were thrown, members voiced their anger and how they felt they that they were doing the all the work.  The coach had a decision to make.  He needed to switch the teams, change members of each boat or get directly involved to resolve the issue with the Varsity team (Snook & Polzer, 2004).  
The main leadership issue present was the lack of leadership among the teammates on the Varsity team.   The team focused on individual performance and did not heed the suggestions or information presented in the team building sessions or their team meetings.  Normally sports teams operate within the structural leadership frame; however, Bolman and Deal indicate that teamwork varies based on what game is being played and “every competition calls for its own unique patterns of interaction” (2008, p. 103-104).  Rowing requires the team to be in sync and synchrony and teamwork is very important.  If there were “any change in the racing shell, it affects the whole boat” (Snook & Polzer, 2004, p. 4).   Not only was the Varsity unable to work with one another, they also began to have a rivalry against the JV team which created more disconnect on the entire rowing team.  
Another leadership issue present was the Varsity teams’ inability to change.   The coach was willing to try various options to change the results he was getting.  He approached the issue correctly and tried to conquer what he deemed as a technical challenge.  When that didn’t work, he attempted to try and get them team to see the need for an adaptive change (Kegan & Lahey, 2009).   He realized that adaptive challenges require more than just a change in technical expertise but requires a change in the mindset.  (Kegan & Lahey, 2009).  Although the coach tried various tactics to improve the physical and psychological aspects of the team, he was unsuccessful.  The team had developed an immunity to change.   The team could not overcome the immunity to change because they didn’t have the right tools in place to help them understand the nature of the underlying issue. 
If I was a leader in this organization, I would have held a session with the team and collectively discussed the book Immunity to Change and had team members and the coaching staff create their own immunity map (Kegan & Lahey, 2009).   It would be interesting to see how the team would have responded if they had this knowledge and if this would have made a transformation in how the team operated.  After conducting this exercise, I would continue to have the team do team building exercises to help them get on one accord. 
The coach had an immediate decision to make and while my above recommendation would be great in the long run, it would not satisfy the immediate need in preparation for the finals.  As the coach I would switch the teams and make the members of the Junior Varsity team, Varsity and vice versa.  The current Junior Varsity team already understands the concept of teamwork and was putting it into action.  As the coach, I would begin to spend more time with the current Junior Varsity team and help develop their physical conditioning and help prepare them for the competition.  As outline in the case study, “Successful racing in crew required a unique combination of individual skills and team coordination” (Snook & Polzer, 2004, p.2).  I would have the current Varsity team participate in activities and learn from the example the other team presented.   The current Varsity team needed to be humbled.  There is nothing more humbling or upsetting to an athlete to be removed from Varsity and sent to Junior Varsity.  I would give them an opportunity to earn their way back to the new Varsity team but only after their mindset transformation occurred.  


CONCLUSION
	Sports teams present a great example for how businesses operate.  Using this analogy of the rowing team can also be viewed in leadership in an organization.   Most sports teams utilize the structural leadership frame but in this case study, the Varsity team operated more in a political leadership frame (Bolman & Deal, 2008).  They thought there were working towards the same goal; however, the focus became about individual gains, power, conflict and competition. (Bolman & Deal, 2008).  Regardless of the entity or structure, when people work as a team, everyone achieves more.  Teams failing to work together are one of the reasons many organizations don’t succeed.  Bolman and Deal identify blaming people as the first and most common approach when explaining organizational problems, (2008).  Placing the blame is a result from “ego, bad attitudes, abrasive personalities, neurotic tendencies, stupidity, or incompetence” (Bolman & Deal, 2008, p. 25).   In order for teams and organizations to recover from their immunity to change and learn how to work as a team, they need guidance from values based leaders who are willing to educate them with the necessary tools and help them accomplish their goal.     
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