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PREFACE

Many leaders have recently had their assumptions challenged about how organiza-
tions succeed. Leaders are struggling to make sense of the shifting environment and
to learn how to lead the people in their companies effectively and successfully in the
midst of turmoil. The crisis in the housing, mortgage, and finance industries and
resulting recession; volatile oil prices; ethical scandals; political turmoil; and other
events have dramatically shifted the organizational and economic landscape. This
edition of The Leadership Experience addresses themes and issues that are directly
relevant to the current turbulent environment. My vision for the seventh edition is
to give students an exciting, applied, and comprehensive view of what leadership is
like in today’s world. The Leadership Experience integrates recent ideas and appli-
cations with established scholarly research in a way that makes the topic of leader-
ship come alive. Organizations are undergoing major changes, and this textbook
addresses the qualities and skills leaders need in this rapidly evolving world.

Recent chaotic events, combined with factors such as a growing need for
creativity and innovation in organizations, the rise of social media, the growth of
e-business and mobile commerce, the use of virtual teams and telecommuting, glob-
alization, the growing problem of cybercrime, and other ongoing transformations
place new demands on leaders that go far beyond the topics traditionally taught in
courses on management or organizational behavior. My experiences teaching lead-
ership to students and managers, and working with leaders to change their organiza-
tions, have affirmed for me the value of traditional leadership concepts while
highlighting the importance of including new ideas and applications.

The Leadership Experience thoroughly covers the history of leadership studies
and the traditional theories but goes beyond that to incorporate valuable ideas such
as leadership vision, shaping culture and values, leadership courage, and the impor-
tance of moral leadership. The book expands the treatment of leadership to capture
the excitement of the subject in a way that motivates students and challenges them
to develop their leadership potential.

NEW TO THE SEVENTH EDITION

A primary focus for revising The Leadership Experience, seventh edition, has been
to relate leadership concepts and theories to real events in today’s turbulent environ-
ment. Each chapter has been revised and updated to bring in current issues and
events that leaders are facing.

Topics and application examples that have been added or expanded in the sev-
enth edition include:

Copyright 2018 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. WCN 02-200-203




PREFACE XV

developing a global mindset agile leadership

leading with humility fostering a thriving workforce
leadership courage as a skill team competencies

the influence of emotions on how to confront others during
performance conflict

the importance of self-awareness for diversity of thought

leadership co-creating a vision

entrepreneurial leadership building a high-performance culture
overcoming bias in the workplace through values and results

candid communication the mental transition required for
how leaders use social media people to change behavior
leadership coaching using a positive emotional attractor

balancing conflict and cooperation

Some of the new examples of leaders and leadership within organizations that
show practical applications of key concepts include:

Pope Francis Seattle Seahawks

Mickey Drexler, J. Crew Earl’s Restaurants

Warren Buffett, Berkshire Mattel Toys

Hathaway Chris Rufer, Morning Star

Satya Nadella, Microsoft Golden State Warriors

Laura Smith, Yola Vivek Gupta, Zensar Technologies
Nancy Dubec, A&E Networks Inga Beale, Lloyd’s of London
Angela Ahrendts, Apple Intel

Coach Ron Rivera, Carolina HealthFitness

Panthers Norman Seabrook, Riker’s Island
Chade-Meng Tan, Google Dick Costolo, Twitter

Kip Tindell, Container Store BNSF Railway

Gen. Stanley McChrystal, U. S. Rui Sousa, Ronnie McKnight,Tom
Army Camp, UPS

Rich Gee, Rich Gee Group Natarajan Chandrasekaran, Tata
Dan Price, Gravity Payments Consultancy

Grant Reid, Mars Inc Marvin Ellison, J. C. Penney
Zingerman’s Jon Fairest, Sanofi Canada

Honda Engine Plant

The Leadership Experience continues to offer students great opportunities for
self-assessment and leadership development. An important aspect of learning to be a
leader involves looking inward for greater self-understanding, and the seventh edi-
tion provides many opportunities for this type of reflection. Each chapter includes
multiple questionnaires or exercises that enable students to learn about their own
leadership beliefs, values, competencies, and skills. These exercises help students
gauge their current standing and connect the chapter concepts and examples to ideas
for expanding their own leadership abilities. A few of the self-assessment topics
involve engagement, networking, ethical maturity, personality traits, leading diverse
people, developing a personal vision, spiritual leadership, candor, leadership cour-
age, optimism, and leading with love versus leading with fear. Self-assessments
related to basic leadership abilities such as listening skills, emotional intelligence,
motivating others, and using power and influence are also included. Additional self-
assessments are available within MindTap.
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ORGANIZATION

The organization of the book is based on first understanding basic ways in which
leaders differ from managers, and the ways leaders set direction, seek alignment
between organizations and followers, build relationships, and create change. Thus,
the organization of this book is in five parts:

1. Introduction to Leadership

2. Research Perspectives on Leadership
3. The Personal Side of Leadership

4. The Leader as a Relationship Builder
5. The Leader as Social Architect

The book integrates materials from both micro and macro approaches to lead-
ership, from both academia and the real world, and from traditional ideas and
recent thinking.

DISTINGUISHING FEATURES

This book has a number of special features that are designed to make the material
accessible and valuable to students.

In the Lead The Leadership Experience is loaded with new examples of leaders in
both traditional and contemporary organizations. Each chapter opens with a real-
life example that relates to the chapter content, and several additional examples are
highlighted within each chapter. These examples are drawn from a wide variety of
organizations including education, the military, government agencies, businesses,
and nonprofit organizations.

Consider This! Each chapter contains a Consider This box that is personal, compelling,
and inspiring. This box may be a saying from a famous leader, or wisdom from the
ages. These Consider This boxes provide novel and interesting material to expand
the reader’s thinking about the leadership experience.

Leader’s Bookshelf In this edition, six of the 15 chapters have new Leader’s Bookshelf
reviews. A unique feature of The Leadership Experience is that each chapter
includes a review of a recent book relevant to the chapter’s content. The Leader’s
Bookshelf connects students to issues and topics being read and discussed in the
worlds of academia, business, military, education, and nonprofit organizations.

New Leader Action Memo This feature helps students apply the chapter concepts in their
own lives and leadership activities and directs them to self-assessments related to
various chapter topics.

Leader’s Self-Insight These boxes provide self-assessments for learners and an opportu-
nity to experience leadership issues in a personal way. These exercises take the form
of questionnaires, scenarios, and activities.

Copyright 2018 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. WCN 02-200-203



PREFACE xvii

Student Development Each chapter ends with discussion questions and then two activ-
ities for student development. The first, Leadership at Work, is a practical, skill-
building activity that engages the student in applying chapter concepts to real-life
leadership. These exercises are designed so students can complete them on their own
outside of class or in class as part of a group activity. Instructor tips are given for
maximizing in-class learning with the Leadership at Work exercises. Leadership De-
velopment: Cases for Analysis, the second end-of-chapter activity, provides two
short, problem-oriented cases for analysis. These cases test the student’s ability to
apply concepts when dealing with real-life leadership issues. The cases challenge the
student’s cognitive understanding of leadership ideas while the Leadership at Work
exercises and the feedback questionnaires assess the student’s progress as a leader.

Business Insights: Essentials’ intuitive user interface makes it easy for students and instruc-
tors to search and find in-depth information on businesses, industries, and products.
Features and benefits include the ability to search across multiple data types from a
single search box with targeted search options by category. This includes company
information, articles, industry data, SWOT Reports, Thomson Reuters Company
Financials and Investment Reports, Market Share Reports, and Industry Essays. We
have created assignments based on articles that connect directly with the content
covered in your text, including assessment questions to test students on their knowl-
edge of the content and emphasizing real-world examples.

MindTap® Management for Daft's The Leadership Experience, 7th Edition, is the digital learning
solution that helps instructors to engage and transform today’s students into critical
thinkers. Through paths of dynamic assignments and applications that you can per-
sonalize, real-time course analytics, and an accessible reader, MindTap helps you
turn cookie-cutter into cutting-edge, apathy into engagement, and memorizers into
higher-level thinkers.

As an instructor using MindTap, you have at your fingertips the right content
and a unique set of tools curated specifically for your course, all in an interface
designed to improve workflow and save time when planning lessons and course
structure. The control over building and personalizing your course is all yours, so
you can focus on the most relevant material while also lowering costs for your stu-
dents. Stay connected and informed in your course through real-time student track-
ing that provides the opportunity to adjust the course as needed based on analytics
of interactivity in the course.

The MindTap Assignments are fully integrated with the text, providing calcu-
lated combinations of lower- and higher-order thinking skills exercises. Students can
work together in the experiential exercises to create videos, write papers, deliver pre-
sentations, and more. Interactive Self-Assessments engage students by helping them
make personal connections to the content presented in each chapter. A flexible grad-
ing system offers grade analytics and grade book export tools to work with any
learning management system.

ANCILLARIES

This edition offers a wide range of instructor ancillaries to fully enable instructors to
bring the leadership experience into the classroom. These ancillaries include:
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Instructor’'s Manual

A comprehensive Instructor’s Manual is available to assist in lecture preparation.
Included in the Instructor’s Manual are the chapter outlines, suggested answers to
end-of-chapter materials, suggestions for further study, and a quick-glance overview
for each chapter of the available MindTap resources to assist instructors in their
planning.

Test Bank

Cengage Learning Testing Powered by Cognero is a flexible, online system that
allows you to author, edit, and manage test bank content from multiple Cengage
Learning solutions; create multiple test versions in an instant; and deliver tests from
your LMS, your classroom, or wherever you want. The test bank for The Leader-
ship Experience, seventh edition, includes approximately 60 questions per chapter
to help you in writing examinations. Types of questions include true/false, multiple
choice, completion, short-answer, and essay, with all questions tagged to relevant
national competencies. To ensure consistency across our entire package, the content
of the test bank has been fully reviewed and updated by the same authors who have
crafted our new digital resources.

PowerPoint Lecture Presentations

An asset to any instructor, the PowerPoint lecture presentations include outlines for
every chapter, illustrations from the text, and additional examples to provide learn-
ing opportunities for students.

Videos

Videos compiled specifically to accompany The Leadership Experience, seventh edi-
tion, allow students to engage with the textual material by applying theories and
concepts to real-world situations.
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Ramanujam, Bart Victor, and Tim Vogus.
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YOUR LEADERSHIP CHALLENGE

After reading this chapter, you should be able to:

e Understand the full meaning of leadership and see the leadership potential in yourself and others.
¢ Recognize and facilitate the six fundamental transformations in today’s organizations and leaders.

« |dentify the primary reasons for leadership derailment and the new paradigm skills that can help you
avoid it.

Recognize the traditional functions of management and the fundamental differences between
leadership and management.

Appreciate the crucial importance of providing direction, alignment, relationships, personal qualities,
and outcomes.

Explain how leadership has evolved and how historical approaches apply to the practice of leadership
today.

CHAPTER OUTLINE

4 Why We Need Leadership In the Lead Leader’s Bookshelf
The New Reality for Leaders 13 Pope Francis, Roman Catholic 7 My Life in Leadership: The
14 How Leadership Differs from Church Journey and Lessons Learned
Management 23 Google Along the Way
17  Evolving Theories of Leader’s Self-Insight Leadership at Work
e 11 Your Learning Style: Using 27 Leadership Right-Wrong
21 Leadership Can Be Learned Multiple Intelligences Leadership Development: Cases for
24 Mastering the Art and Science 17 Your Leadership Potential Analysis
of Leadership 22 Are You on a Fast Track to 29 Sales Engineering Division
24 Organization of This Book Nowhere? 29 The Marshall Plan

braham Lincoln had less leadership experience than any previous president,

but when historians rank the “greatest presidents,” Lincoln frequently tops

the list. Interest in Lincoln’s leadership swelled with the release of Steven
Spielberg’s historical film Lincoln, which was a huge critical and commercial suc-
cess, grossing more than $250 million at the box office and garnering 12 Academy
Award nominations. “Lincoln’s presidency is a big, well-lit classroom for business
leaders seeking to build successful, enduring organizations,” said Howard Schultz,
CEO of Starbucks. In this era of disconnected and often morally bankrupt leaders,
it is no wonder the skills, strengths, and character of Lincoln have struck a chord.
Lincoln once provoked an opponent to tears by using his expert communication
skills to mimic and ridicule his rival. Soon afterward, the man who would later
become the 16th president of the United States felt disappointed and ashamed of his
own behavior and sought out his opponent to offer an apology. Lincoln took this as
a valuable lesson about channeling his emotions, practicing empathy, and using his
abilities to promote good. From then on, Lincoln applied his superb leadership and
communication skills to serve the higher interests of the American people rather
than his own goals and ego. His ability to control his emotions and stay committed
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to a vision even under intense hardship, his commitment to go into the field and
establish connections with soldiers and the general public, and his willingness to lis-
ten to different points of view and to share credit for successes and take blame for
failures all tap into a deep longing within people for genuine leadership.'

The public trust in leaders may be at an all-time low. Referring to the dire eco-
nomic situation that followed the ethical and financial problems in the mortgage
and finance industries, David Rothkopf wrote in the Washington Post, “This is not
just a global economic crisis. It is a global leadership crisis.”*

1-1 WHY WE NEED LEADERSHIP

Many of us think of leadership in a way similar to what U.S. Supreme Court Justice
Potter Stewart said about obscenity in reviewing a 1964 pornography case: we may
not be able to define it but “we know it when we see it.””® People can clearly see
leadership in Abraham Lincoln, but many are having a hard time seeing it in current
political, business, military, and even religious leaders. General David Petraeus, one
of the most decorated military leaders of his generation, stepped down as director of
the Central Intelligence Agency after the FBI inadvertently discovered he had an
extramarital affair with his biographer and began investigating for potential leaks of
classified information. The British Broadcasting Corporation (BBC) was tarnished
by allegations that managers covered up years of sexual abuse by a well-known
reporter.* Senator Chuck Grassley recently probed the financial records of six well-
known televangelists, including Creflo Dollar and Kenneth Copeland, after reports
that tax-exempt donations were financing lavish lifestyles for the religious leaders,
including mansions, Rolls Royce cars, and private jets.” Nearly every month brings
a new report of a business leader somewhere lying to, misleading, or cheating
employees, customers, or the government. No wonder survey after survey shows
that confidence in leaders is sinking and suspicion and distrust are rising.®

Yet there are good leaders working in every organization, large and small. In
fact, quality leadership is all around us every day, in all facets of our lives—our fam-
ilies, schools, communities, social clubs, and volunteer organizations, as well as in
the world of business, sports, religion, government, and the military. Without good
leadership, our institutions and society would fall apart.

Before we can examine what makes an effective leader, we need to know what
leadership means. Scholars and other writers have offered hundreds of definitions of
the term leadership, prompting James McGregor Burns to conclude that leadership
“is one of the most observed and least understood phenomena on earth.”” Defining
leadership has been a complex and elusive problem largely because the nature of
leadership itself is complex. Some have even suggested that leadership is nothing
more than a romantic myth, perhaps based on the false hope that someone will
come along and solve our problems by sheer force of will.®

There is some evidence that people do pin their hopes on leaders in ways that
are not always realistic. Think about how some struggling companies recruit well-
known, charismatic CEOs and invest tremendous hopes in them, only to find that
their problems actually get worse.” For example, Yahoo hired former Autodesk
CEO Carol Bartz in 2009 with high hopes that the star leader could turn the strug-
gling company around, only to ask her to leave a couple of years later as Yahoo’s
fortunes continued to slide. In mid-2012, Yahoo hired former Google executive
Marissa Mayer as the fifth CEO in five years.
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Particularly when times are tough, people often look to a grand, charismatic
type of leader to alleviate fear and uncertainty. Think of how Barack Obama sailed
to the U.S. presidency in 2008 based largely on his charisma and the ability to make
people feel hopeful in a time of uncertainty. In recent years, the romantic or heroic
view of leadership has been challenged.'® Much progress has been made in under-
standing the essential nature of leadership as a real and powerful influence in organ-
izations and societies.

1-1a Defining Leadership

Leadership studies are an evolving discipline, and the concept of leadership will con-
tinue to develop. For the purpose of this book, we will focus on a single definition
that delineates the essential elements of the leadership process: Leadership is an influ-
ence relationship among leaders and followers who intend real changes and out-
comes that reflect their shared purposes.'’

Exhibit 1.1 summarizes the key elements in this definition. Leadership involves
influence; it occurs among people; those people intentionally desire significant changes;
and the changes reflect purposes shared by leaders and followers. Influence means that
the relationship among people is not passive; however, also inherent in this definition
is the concept that influence is multidirectional and noncoercive. The basic cultural
values in North America make it easiest to think of leadership as something a leader
does to a follower.'> However, leadership is reciprocal. In most organizations, superi-
ors influence subordinates, but subordinates also influence superiors. The people
involved in the relationship want substantive changes—leadership involves creating
change, not maintaining the status quo. In addition, the changes sought are not
dictated by leaders but reflect purposes that leaders and followers share. Moreover,
change is toward an outcome that both the leader and the followers want, a desired
future or shared purpose that motivates them toward this more preferable outcome.
An important aspect of leadership is influencing others to come together around a
common vision. Thus, leadership involves the influence of people to bring about
change toward a desirable future.

What Leadership Involves

Influence Intention

Personal
responsibility
and integrity

Followers Leader

Shared

purpose Change

Leadership

an influence relationship
among leaders and
followers who intend real
changes and outcomes that
reflect their shared purposes
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Also, leadership is a people activity and is distinct from administrative paper-
work or planning activities. Leadership occurs among people; it is not something
done to people. Since leadership involves people, there must be followers. An indi-
vidual performer who achieves excellence as a scientist, musician, athlete, or wood-
carver may be a leader in her field of expertise but is not a leader as defined in this
book unless followers are involved. Followers are an important part of the leader-
ship process, and all leaders are sometimes followers as well. Good leaders know
how to follow, and they set an example for others. The issue of intention or will
means that people—leader and followers—are actively involved in the pursuit of
change. Each person takes personal responsibility to achieve the desired future.

One stereotype is that leaders are somehow different, that they are above others;
however, in reality, the qualities needed for effective leadership are the same as those
needed to be an effective follower.'® Effective followers think for themselves and
carry out assignments with energy and enthusiasm. They are committed to some-
thing outside their own self-interest, and they have the courage to stand up for what
they believe. Good followers are not “yes people” who blindly follow a leader.
Effective leaders and effective followers may sometimes be the same people, playing
different roles at different times. At its best, leadership is shared among leaders and
followers, with everyone fully engaged and accepting higher levels of responsibility.

1-1b Everyday Leadership

Using this definition of leadership makes clear that leadership can come from any-
one. When we stop equating leadership with greatness and public visibility, it
becomes easier to see our own opportunities for leadership and recognize the leader-
ship of people we interact with every day. Leaders come in all shapes and sizes, and
many true leaders are working behind the scenes. Leadership that has big outcomes
often starts small.

Wendy Kopp was a senior at Princeton University when she first came up with
the idea of a sort of “Peace Corps for teachers,” a national organization that
would recruit recent college graduates to commit to teach for two years at some
of America’s toughest public schools. One of her Princeton professors admits he
called her “deranged” when she proposed the idea to him. Yet Teach for Amer-
ica, the organization Kopp started, became one of the most respected educa-
tional initiatives in the United States. As the organization has grown larger, it
has come under attack, but most observers agree it has changed education for
the better and it continues to harness the idealism of young college graduates as
a force for good.'*

Clinical psychologist Barbara Van Dahlen was working primarily with children
in the Washington, D.C., area when she became concerned about the effects of
the wars in Iraq and Afghanistan on the mental health of U.S. soldiers, veterans,
and their families. Van Dahlen founded Give an Hour to provide free services
that give help and hope to returning service members. The organization now
has a national network of more than 6,100 mental health professionals who
volunteer their time. Give an Hour also works with other organizations, such as
Bare the Burden, a nonprofit organization that creates an online community for
veterans to heal by connecting with others."’

During his five years working as a car salesman, Robert Chambers was dis-
gusted by how some dealers and finance institutions preyed on low-income cus-
tomers. After he retired from a varied career, the 62-year-old electrical engineer
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My Life in Leadership: The Journey and
Lessons Learned Along the Way

What college dropout transformed one of
the world’s largest volunteer organiza-
tions, was named Fortune magazine's
“Best Nonprofit Manager in America,” and
received America’s highest civilian honor,
the Presidential Medal of Freedom? The
answer: Frances Hesselbein, who began
her amazing leadership journey as a
somewhat reluctant volunteer leader of
Girl Scout Troup 17 in Johnstown, Penn-
sylvania, when she was in her early twen-
ties. In her autobiography, My Life in
Leadership, Hesselbein, now in her late
90s, shares what she has learned about
leadership throughout her long career.

“LEADERSHIP IS A MATTER OF HOW
TO BE, NOT HOW TO DO”

Hesselbein argues that “it is the quality
and character of the leader that deter-
mines performance.” For her, leader-
ship is about serving others. From her
beginning as a volunteer Scout leader,
she eventually became CEO of the Girl
Scouts of the USA, and later was found-
ing president of famed management
scholar Peter Drucker's Leader to

by Frances Hesselbein

Leader Institute (she still serves as CEO
of the organization, recently renamed
the Frances Hesselbein Leadership Insti-
tute). Here are a few of the key lessons
Hesselbein has learned along the way:

« Have a Clear Mission That Everyone
Can Support. As soon as she became
CEO of the national Girl Scouts, Hes-
selbein took a close look at the mis-
sion of the organization and began
asking leaders at all levels, as well as
girls themselves, what they really val-
ued, wanted, and needed. “Because
we included everyone, it became
theirs, not ours,” she says. Hesselbein
calls the mission, vision, and values
“the soul of the organization,” which
should be central “even as we aban-
don the vestiges of the past that spell
irrelevance in the future.”

« Be Inclusive. Hesselbein also ditched
the hierarchy, sharing information
and power with leaders at all levels
from the beginning. A concept she
called “circular management,” put
the leader in the middle of the

organizational chart rather than at
the top of a hierarchy. Everyone was
a member of a team, and there were
no superiors and subordinates. Being
inclusive develops leaders at every
level and increases the energy and
creativity of the entire organization.

» Make Learning a Top Priority.
Organizations have to keep changing
and adapting when it's necessary.
“The first item in your budget should
be learning, education, and develop-
ment of your people,” she says.

THE GREAT ADVENTURE

Hesselbein tells her story in Learning to
Lead as a great adventure that she
enjoyed every step of the way. It is a
story told in a very personal way, but
one that is packed with observations
and reflections that are as relevant to
today’s leaders as when Hesselbein first
began her long leadership journey as a
volunteer Girl Scout leader.

Source: Learning to Lead, by Frances Hesselbein,
is published by Jossey-Bass.

decided to do something about it. He founded More Than Wheels, which helps
low-income people buy new, base-model cars at low prices and on good loan
terms. With branches in New Hampshire, Vermont, and Maine, More Than
Wheels has negotiated price and extended warranty deals with a dozen or so
auto dealers and worked with banks to provide low interest rates. More Than
Wheels guarantees the loan and then works with clients to help them manage

their finances, improve their credit scores, and improve their future.®

There are opportunities for leadership all around us that involve influence and
change toward a desired goal or outcome. As further illustrated in the Leader’s
Bookshelf, widely known and highly respected leaders often begin their leadership
journeys in small ways. The leaders of tomorrow’s organizations will come from
anywhere and everywhere, just as they always have. Do you have the capacity and
commitment required for taking a leadership role in your school, community, or
workplace? You can start now, wherever you are, to practice leadership in your
own life. Leadership is an everyday way of acting and thinking that has little to do
with a title or formal position in an organization. As we will discuss in the following
section, business leaders need to understand this tenet more than ever in the world
of the twenty-first century.

NEW LEADER
ACTION MEMO

As a leader, you can recognize
opportunities for leadership
and act to influence others and
bring about changes for a
better future.



Paradigm

a shared mindset that repre-
sents a fundamental way of
thinking about, perceiving,
and understanding the
world
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1-2 THE NEW REALITY FOR LEADERS

Social media. Globalization. Mobile commerce. Geopolitical wars. Renewable tech-
nologies and smart machines. Outsourcing. Climate change and resource scarcity.
Telecommuting and virtual teams. Cybercrime. Redistribution of economic power.
Massive changes in the world mean today’s leaders are facing challenges they
couldn’t even imagine just a few years ago.!” In a survey by the Center for Creative
Leadership, 84 percent of leaders surveyed say the definition of effective leadership
changed significantly within the first few years of the twenty-first century.'® And
that was even before social and mobile technologies began reshaping everyday life
and work. Social connectedness and mobility are becoming central aspects of every
leader’s job.

Some historians and other scholars believe our world is undergoing a transfor-
mation more profound and far-reaching than any experienced since the dawn of the
modern age and the Industrial Revolution more than 500 years ago. Today’s leaders
operate in a world where little is certain, the pace is relentless, and everything is
more complex. This transformation requires a transition from a traditional to a new
leadership paradigm, as outlined in Exhibit 1.2."” A paradigm is a shared mindset
that represents a fundamental way of thinking about, perceiving, and understanding
the world.

Although many leaders are still operating from an old-paradigm mindset, as out-
lined in the first column of Exhibit 1.2, they are increasingly ineffective. Successful
leaders will respond to the new reality outlined in the second column of the exhibit.

The New Reality for Leaders

Old Paradigm To New Paradigm

From Leader Leader

Change

Manager

Facilitator

Collaborator

Competitor

Diversity
Avoider

Diversity
Promoter
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1-2a From Stabilizer to Change Manager

In the past, many leaders assumed that if they could just keep things running on a
steady, even keel, the organization would be successful. Yet today’s world is in
constant motion, and nothing seems certain anymore. If leaders still had an illusion
of stability at the dawn of the twenty-first century, it is surely shattered by now.
Consider the following recent events:

A powerful earthquake in Japan triggered massive tsunami waves that damaged
the nuclear reactors at the Fukushima Daiichi power plant and led to the shut-
down of numerous companies, creating supply chain disruptions for manufac-
turers around the world. In the wake of the disaster, managers at Tokyo
Electric Power Company (Tepco) were criticized for failing to act quickly
enough to cool the reactors at Fukushima. Trying to protect their investment,
they hesitated to use seawater, which they knew could damage the reactors,
leading to the second-largest nuclear disaster in history.°

In 2015, the Volkswagen Group, one of the largest car manufacturers in the
world and known as maker of “the people’s car,” was discovered to have used
software designed to cheat U.S. emissions tests, affecting 11 million vehicles
worldwide. Actual exhaust emissions turned out to be up to 40 times higher
than the emission tests revealed. VW’s emissions scandal cast doubt on the repu-
tations and emissions validity of other auto manufacturers such as Mercedes
and BMW. Germany’s national economy and auto suppliers worldwide will
likely be hurt as VW sales decline.*!

Greece was in a deep recession in 2015 due to huge debts to the European
Union (EU). Sharp cutbacks in government spending had decimated personal
incomes and businesses in the region. Ireland and Spain faced similar debt prob-
lems previously, causing talk of a possible breakup of the euro system (the single
currency adopted by EU countries), which would deal a severe blow to the
global financial system. Leaders of multinational firms have to take steps to pro-
tect themselves, as well as consider what they will do in the event that a return
to national currencies requires a rethinking of everything from how to expand
operations to how to pick suppliers or pay employees.**

Most leaders, whether in business, politics, the military, education, social
services, the arts, or the world of sports, recognize that trying to maintain stability
in a world of such unexpected and far-reaching change is a losing battle. “You have
to be able to react very quickly,” said Ellen Kullman, recently retired CEO of
DuPont, referring to the impact of events such as the Japanese tsunami and the EU
financial crisis. “And the world is so connected that the feedback loops are more
intense.”*?

Today’s best leaders accept the inevitability of change and crisis and tap into
them as potential sources of energy and self-renewal. Adaptability is the watchword
of the day.

1-2b From Controller to Facilitator

Leaders in powerful positions once believed strict control was needed for the organi-
zation to function efficiently and effectively. Rigid organizational hierarchies, struc-
tured jobs and work processes, and detailed, inviolate procedures let everyone know
that those at the top had power and those at the bottom had none.
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Go to Leader's Self-Insight 1.1
to learn about your own
“intelligence” for dealing with
collaboration and with the
other new realities facing
leaders.

PART 1 INTRODUCTION TO LEADERSHIP

Today, the old assumptions about the distribution of power are no longer valid.
An emphasis on control and rigidity serves to squelch motivation, innovation, and
morale rather than produce desired results. Effective leaders share power rather than
hoard it and find ways to increase an organization’s brainpower by getting everyone
in the organization involved and committed. Rather than being a controller, the
leader is a facilitator who helps people do and be their best by removing obstacles
to performance, getting people what they need, providing learning opportunities,
and offering support and feedback.

One reason for this is that the financial basis of today’s economy is becoming
information rather than the tangible assets of land, buildings, and machines. This
means human capital is becoming more important than financial capital, which
increases the power of employees. “Ideas are now more important than materials,”
as former Israeli president Shimon Peres once put it.>* When all the organization
needed was workers to run machines eight hours a day, traditional command-
and-control systems generally worked quite well, but success today depends on the
intellectual capacity of all employees. One of the leader’s most challenging jobs is to
enable people to embrace and use their power effectively.?’

When he took over as CEO of India’s struggling HCL Technologies in 2003,
Vineet Nayar took a huge risk that proved to be a highly effective route to true
employee empowerment and increasing revenues. His revolutionary move was to
organize the company around the principle of “employees first, customers second.”
Nayar created an open online forum where people could post questions and leaders
would answer. Employees were overjoyed that leaders were willing to acknowledge
the problems in the company, and they began proposing solutions. This began the
transfer of power and responsibility for solving problems from top executives to
employees. In the new HCL, the job of leaders is to serve employees.*® Nayar, who
served as CEO until 2013, wrote a book titled Employees First, Customers Second:
Turning Conventional Management Upside Down to explain how leaders can tap
into the power of this unconventional approach.?’

1-2¢ From Competitor to Collaborator

Social media has “put connectivity on steroids,” blurring and sometimes obliterating
boundaries within and between organizations.”® In a hyperconnected, networked
age, collaboration becomes more important than competition. Successful leaders
harness and make the most of ideas, talent, and resources from across boundaries of
all kinds. Although some companies still encourage internal competition and aggres-
siveness, most successful leaders stress teamwork, compromise, and cooperation.
Self-directed teams and other forms of horizontal collaboration spread knowledge
and information throughout the organization.

Effective leaders also work collaboratively with suppliers, customers, govern-
ments, universities, and other organizations. There is a growing trend within compa-
nies to think of themselves as teams that create value jointly rather than as
autonomous entities in competition with all others.

Collaboration presents greater leadership challenges than did the old concept of
competition. Leaders first have to develop their own collaborative mindset and then
create an environment of teamwork and community that fosters collaboration and
mutual support. They learn to keep the lines of communication open and use influ-
ence rather than wielding their authority to quell harmful politicking, get buy-in on
important matters, and move things forward.*’

Copyright 2018 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. WCN 02-200-203



LEADER’S SELF-INSIGHT 1.1

Instructions: Multiple-intelligence theory suggests that
there are several different ways of learning about things in a
topsy-turvy world; hence there are multiple “intelligences,”
of which five are interpersonal (learn via interactions with
others), intrapersonal (own inner states), logical-mathematical
(rationality and logic), verbal-linguistic (words and language),
and musical (sounds, tonal patterns, and rhythms). Most peo-
ple prefer one or two of the intelligences as a way of learning,
yet each person has the potential to develop skills in each of
the intelligences.

The following items will help you identify the forms of
intelligence that you tend to use or enjoy most, as well as
the forms that you use less. Please check each item below as
Mostly False or Mostly True for you.

Mostly Mostly
False True

1. 1like to work with and solve
complex problems.
2. | recently wrote something that |
am especially proud of.
3. | have three or more friends.
4. 1like to learn about myself through
personality tests.
5. | frequently listen to music on the
radio or iPod-type player.
6. Math and science were among my
favorite subjects.
7. Language and social studies were
among my favorite subjects.
8. | am frequently involved in social
activities.
9. | have or would like to attend
personal growth seminars.
10. | notice if a melody is out of tune or
off key.
11. lam good at problem solving that
requires logical thinking.
12. My conversations frequently include
things I've read or heard about.

Your Learning Style: Using Multiple Intelligences

13.  When among strangers, | easily find
someone to talk to.

14. | spend time alone meditating,
reflecting, or thinking.

15. After hearing a tune once or twice,
| am able to sing it back with some
accuracy.

Scoring and Interpretation
Count the number of items checked Mostly True that repre-
sent each of the five intelligences as indicated below.

Questions 1, 6, 11: Logical-mathematical intelligence.
# Mostly True =

Questions 2, 7, 12: Verbal- Ilngwstlc intelligence.

# Mostly True =

Questions 3, 8, 13: Interpersonal intelligence.

# Mostly True =

Questions 4, 9, 14: Intrapersonal intelligence.

# Mostly True =

Questions 5, 10, 15: Mu5|cal intelligence.

# Mostly True =

Educational institutions tend to stress the logical-
mathematical and verbal-linguistic forms of learning. How
do your intelligences align with the changes taking place in
the world? Would you rather rely on using one intelligence
in depth or develop multiple intelligences? Any intelligence
above for which you received a score of 3 is a major source
of learning for you, and a score of zero means you may not
use it at all. How do your intelligences fit your career plans
and your aspirations for the type of leader you want to be?

Sources: Based on Kirsi Tirri, Petri Nokelainen, and Martin Ubani, “Concep-
tual Definition and Empirical Validation of the Spiritual Sensitivity Scale,”
Journal of Empirical Theology 19 (2006), pp. 37-62; and David Lazear,
“Seven Ways of Knowing: Teaching for Multiple Intelligences,” (Palatine,
IL: IRI/Skylight Publishing, 1991).

1-2d From Diversity Avoider to Diversity Promoter

Many of today’s organizations were built on assumptions of uniformity, separation,
and specialization. People who think alike, act alike, and have similar job skills are
grouped into a department, such as accounting or manufacturing, separate from
other departments. Homogenous groups find it easy to get along, communicate, and
understand one another. The uniform thinking that arises, however, can be a disas-
ter in a world becoming more multinational and diverse.
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Bringing diversity into the organization is the way to attract the best human tal-
ent and develop an organizational mindset broad enough to thrive in a multina-
tional world. Carlos Ghosn, CEO of Nissan, says one reason his company has been
able to cope with change and crises better than some of its competitors is its highly
diverse culture and workforce.>® Two business school graduates in their twenties
discovered the importance of diversity when they started a specialized advertising
firm. They worked hard, and as the firm grew, they hired more people just like
themselves—bright, young, intense college graduates who were committed and hard
working. The firm grew to about 20 employees over two and a half years, but the
expected profits never materialized. The two entrepreneurs could never get a handle
on what was wrong, and the firm slid into bankruptcy. Convinced the idea was still
valid, they started over, but with a new philosophy. They sought employees with
different ages, values, ethnic backgrounds, and work experience. People had differ-
ent styles, yet the organization seemed to work better. People played different roles,
and the diverse experiences of the group enabled the firm to respond to unique situa-
tions and handle a variety of organizational and personal needs. The advertising
firm is growing again, and this time it is also making a profit.

Should Leaders Live by the Cowhoy Code?

1. A cowboy never takes unfair advantage—even of an enemy.

2. A cowboy never goes back on his word or betrays a trust.

3. A cowboy always tells the truth.

4. A cowboy is kind and gentle with children, the elderly, and animals.

5. A cowboy is free from racial or religious prejudice.

6. A cowboy is always helpful and lends a hand when anyone is in trouble.
7. A cowboy is a good worker.

8. A cowboy stays clean in thought, speech, action, and personal habits.

9. A cowboy respects womanhood, parents, and the laws of his nation.

0. A cowboy is a patriot to his country.

Source: Gene Autry’s Cowboy Commandments are reported, with some variations in wording, in multiple sources.

1-2e From Hero to Humble

Another shift is the move from celebrating the “leader-as-hero” to recognizing the
hard-working behind-the-scenes leader who quietly builds a strong, enduring com-
pany by supporting and developing others rather than touting his or her own abil-
ities and successes.®’ Recall from this chapter’s opening example how Abraham
Lincoln made an intentional choice early in his political career to use his abilities to
serve the interests of the American people rather than to feed his own ego. This
chapter’s Consider This box presents 10 commandments based on 1950s western
film star Gene Autry’s Cowboy Code that can be regarded as applicable to new-
paradigm leaders even today.
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CHAPTER 1 WHAT DOES IT MEAN TO BE A LEADER?

One reason for the shift from hero to humble is that it is less and less realistic for
an individual leader to meet all the challenges a team or organization faces in a com-
plex and rapidly changing world. Another is that ambitious, highly self-confident,
charismatic leaders have been at the forefront of some of the ethical scandals and
business failures of recent years. The hero leader may make more risky and daring
decisions, often without considering the greater good, whereas a humble leader will
seek advice and take time to think through the possible consequences of his or her
actions.® A recent study from the W.P. Carey School of Business at Arizona State
University found that the most effective CEOs, for example, were those who led with
humility by empowering and appreciating their employees, being open to feedback,
and putting the greater good above their own self-interest.>*

Jim Collins, author of Good to Great and Great by Choice, calls this new breed
“Level § leaders.”** In contrast to the view of great leaders as larger-than-life per-
sonalities with strong egos and big ambitions, Level 5 leaders often seem shy and
unpretentious and have no need to be in the limelight. They are more concerned
with the success of the team or company than with their own success.

These leaders are characterized by an almost complete lack of ego, coupled with
a fierce resolve to do what is best for the organization. They accept full responsibil-
ity for mistakes, poor results, or failures, but they typically give credit for successes
to other people. One corporate example is Sir Terry Leahy, who recently retired
after more than a decade leading Britain’s Tesco. That is a long and successful
tenure for a leader whom most people know little about. Leahy didn’t court
personal publicity, much to the chagrin of journalists, and he put his energies into
promoting Tesco and its employees rather than himself.>* Although most research
regarding the new type of leader has been on corporate CEOs like Sir Terry Leahy,
it is important to remember that new-paradigm or Level 5 leaders are in all positions
in all types of organizations. Perhaps not surprisingly, Pope Francis is an excellent
example of a humble leader. He chose to be named after St. Francis of Assisi to illus-
trate that humility and service come first. But the popular pope also illustrates many
other qualities of the new-paradigm leader.

Pope Francis, Roman Catholic Church
He was chosen as Time magazine's 2013 “Person of the Year,” is a leader in Google searches,
has tripled attendance at papal events with his humility, empathy, and commitment to the
disenfranchised, and created a huge stir when he visited the United States for the first time
in September 2015. The leader considered “everyone’s pope” has become a celebrity among
managers, leadership coaches, entrepreneurs, and CEOs, too.

In a short period of time, Francis has brought about tremendous change and revival in
a huge, global organization that has suffered devastating scandals in recent years and, not
so long ago, seemed on the verge of becoming irrelevant. He did it by using not only
his personal charisma and character but also leadership skills that anyone can apply.
For example, Francis doesn't fear change and is willing to take risks. He has reached out to
atheists and agnostics, proclaimed a year of jubilee for women who have had abortions but
have since chosen to reflect on the Church's teachings on the subject, and declared that
God has redeemed all of us, not just Catholics. Francis has also demonstrated the importance
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“Humility is not
weakness.
Humility has its
effect across levels
of an organization
in an empowered
uplifting way. You
can’t browbeat
people into
performance.?
Angelo Kinicki,

Management Professor,
Author, and Consultant
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ACTION MEMO

As a leader, you can respond to
the reality of change and crisis,
the need for empowerment,
collaboration, and diversity, and
the importance of a higher
purpose. You can channel your
ambition toward achieving
larger organizational goals
rather than feeding your

own ego.

NEW LEADER
ACTION MEMO

You can evaluate your own
leadership potential by
completing the quiz in Leader's
Self-Insight 1.2.

Management

the attainment of organiza-
tional goals in an effective
and efficient manner
through planning, organiz-
ing, staffing, directing, and
controlling organizational
resources

Vision

a picture of an ambitious,
desirable future for the
organization or team

PART 1 INTRODUCTION TO LEADERSHIP

of empowering rather than controlling subordinates. He transformed the Synod of Bishops
into a decision-making group rather than a ceremonial one. He created a global Council of
Cardinal Advisers made up of members who reflect diverse views. He is always willing to
listen to advice from anyone and uses social media. He has washed the feet of prisoners,
women, and Muslims, rather than performing the traditional ritual only on priests, as a way
to show the value of every person and what each person can contribute. He makes personal
telephone calls to unsuspecting people, such as the 14-year-old brother of a gas station
attendant killed in an armed robbery and a Vatican critic who was ill in the hospital.

Francis is willing to listen, to collaborate, and to take advice, but he also isn't afraid to
move forward with his own ideas when he believes this serves the greater good and is in
the best interest of the organization.®

Once a relatively obscure Jesuit cardinal, Pope Francis has become one of the
most recognized—and some believe most effective—leaders in the world. Within
two years, he has brought significant positive changes, including economic
reforms at the Vatican and evolving discussions about social issues. He shows
that, rather than playing it safe or being blinded by fear of failure, leaders can
bring fresh perspectives to problems and apply their skills to achieve a higher
purpose.

1-3 HOW LEADERSHIP DIFFERS FROM MANAGEMENT

Management can be defined as the attainment of organizational goals in an effective
and efficient manner through planning, organizing, staffing, directing, and control-
ling organizational resources. So, what is it that distinguishes the process of leader-
ship from that of management? Managers and leaders are not inherently different
types of people. There are managers at all hierarchical levels who are also good
leaders, and many people can develop the qualities needed for effective leadership
and management. Both are essential in organizations and must be integrated effec-
tively to lead to high performance.?” That is, leadership cannot replace manage-
ment; the two have to go hand-in-hand.

Exhibit 1.3 compares management to leadership in five areas crucial to organi-
zational performance—providing direction, aligning followers, building relation-
ships, developing personal qualities, and creating leader outcomes.*®

1-3a Providing Direction

Both leadership and management are concerned with providing direction for the
organization, but there are differences. Management focuses on establishing
detailed plans and schedules for achieving specific results, then allocating resources
to accomplish the plan. Leadership calls for creating a compelling vision of the
future, setting the context within which to view challenges and opportunities, and
developing farsighted strategies for producing the changes needed to achieve the
vision. Whereas management calls for keeping an eye on the bottom line and
short-term results, leadership means keeping an eye on the horizon and the long-
term future.

A vision is a picture of an ambitious, desirable future for the organization or
team. It can be as lofty as Motorola’s aim to “become the premier company in the
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Comparing Management and Leadership

Management Leadership

Direction: * Plan and budget + Create vision and strategy
Minimize risk for sure results Maximize opportunity
* Focus on bottom line * Keep eye on horizon

Alignment: + Organize and staff + Create shared culture and values
Direct and control Provide learning opportunities
* Create structure and order + Encourage networks and flexibility

Relationships: [BORIEE R[N oleo[5} * Invest in people
Use position power Use personal influence

Qualities: Expert mind Open mind (Mindfulness)
* Talking * Listening (Communication)

Conformity Nonconformity (Courage)
* Insight into organization * Insight into self (Character)

culture of efficiency agility and integrity

+ Focus people on specific goals * Inspire with purpose and trust

Personal * Emotional distance + Emotional connections (Heart)

Outcomes: * Maintain stability; create a + Create change and a culture of

Sources: Based on John P. Kotter, A Force for Change: How Leadership Differs from Management (New York: The Free Press, 1990) and ideas in Kevin Cashman, “Lead

with Energy,” Leadership Excellence (December 2010), p. 7; Henry Mintzberg, Managing (San Francisco: Berrett-Koehler, 2009); and Mike Maddock, “The One Talent
That Makes Good Leaders Great,” Forbes (September 26, 2012), www.forbes.com/sites/mikemaddock/2012/09/26/the-one-talent-that-makes-good-leaders-great/

(accessed March 7, 2013).

world” or as down-to-earth as the Swedish company IKEA’s simple vision “to pro-
vide affordable furniture for people with limited budgets.”

1-3b Aligning Followers

Management entails organizing a structure to accomplish the plan; staffing the
structure with employees; and developing policies, procedures, and systems to direct
employees and monitor implementation of the plan. Leadership is concerned instead
with communicating the vision and developing a shared culture and set of core val-
ues that can lead to the desired future state. Whereas the vision describes the desti-
nation, the culture and values help define the journey toward it so that everyone is
lined up in the same direction.

Leadership provides learning opportunities so people can expand their minds
and abilities and assume responsibility for their own actions. Think about classes
you have taken at your college or university. In some classes, the professor tells
students exactly what to do and how to do it, and many students expect this kind
of direction and control. Have you ever had a class where the instructor instead
inspired and encouraged you and your classmates to find innovative ways to meet
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As a leader, you can awaken
your leadership qualities of
enthusiasm, integrity, courage,
and moral commitment. You
can make emotional connections
with followers to increase your
leadership effectiveness.

PART 1 INTRODUCTION TO LEADERSHIP

goals? The difference reflects a rational management versus a leadership
approach.

1-3¢ Building Relationships

In terms of relationships, management focuses on getting the most results out of
people so that production goals are achieved and goods and services are provided to
customers in a timely manner. Leadership, on the other hand, focuses on investing
more in people so they are energized and inspired to accomplish goals.

Whereas the management relationship is based on position and formal author-
ity, leadership is a relationship based on personal influence and trust. For example,
in an authority relationship, both people accept that a manager can tell a subordi-
nate to be at work at 7:30 A.M. or her pay will be docked. Leadership, on the other
hand, relies on influence, which is less likely to use coercion. The role of leadership
is to attract and energize people, motivating them through purpose and challenge
rather than rewards or punishments.>* The differing source of power is one of the
key distinctions between management and leadership. Take away a manager’s for-
mal position, and will people choose to follow her? That is the mark of a leader.

1-3d Developing Personal Leadership Qualities

Leadership is more than a set of skills; it relies on a number of subtle personal qual-
ities that are hard to see but are very powerful. These include things like enthusiasm,
integrity, courage, and humility. First of all, good leadership springs from a genuine
caring for the work and a genuine concern for other people. The process of manage-
ment generally encourages emotional distance, but leadership means being emotion-
ally connected to others. Where there is leadership, people become part of a
community and feel that they are contributing to something worthwhile. Whereas
management means providing answers and solving problems, leadership requires
the courage to admit mistakes and doubts, to listen, and to trust and learn from
others.

Developing leadership qualities takes work. For leadership to happen, leaders
may have to undergo a journey of self-discovery and personal understanding.*’
Leadership experts agree that a top characteristic of effective leaders is that they
know who they are and what they stand for. In addition, leaders have the courage
to act on their beliefs.

True leaders tend to have open minds that welcome new ideas rather than closed
minds that criticize new ideas. Leaders listen and discern what people want and need
more than they talk to give advice and orders. Leaders are willing to be nonconform-
ists, to disagree and say no when it serves the larger good, and to accept nonconform-
ity from others rather than try to squeeze everyone into the same mindset.

1-3e Creating Qutcomes

The differences between management and leadership create two differing outcomes,
as illustrated at the bottom of Exhibit 1.3. Management maintains a degree of
stability, predictability, and order through a culture of efficiency. Leadership, on the
other hand, creates change, often radical change, within a culture of agility and
integrity that helps the organization thrive over the long haul by promoting openness
and honesty, positive relationships, and long-term innovation. Leadership facilitates
the courage needed to make difficult and unconventional decisions that may some-
times hurt short-term results.
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Instructions: Questions 1-6 below are about you right now.
Questions 7-14 are about how you would like to be if you
were the head of a major department at a corporation.
Answer Mostly False or Mostly True to indicate whether the
item describes you accurately or whether you would strive
to perform each activity as a department head.

Mostly Mostly

Now False True

1. When | have a number of tasks or
homework assignments to do, | set
priorities and organize the work to
meet the deadlines.

2. When | am involved in a serious
disagreement, | hang in there and
talk it out until it is completely
resolved.

3. | would rather sit in front of my
computer than spend a lot of time
with people.

4. | reach out to include other people
in activities or when there are
discussions.

5. | know my long-term vision for
career, family, and other activities.

6.  When solving problems, | prefer
analyzing things myself to working
through them with a group of
people.

Mostly Mostly

Head of Major Department False  True

7. | would help subordinates clarify
goals and how to reach them.

8. | would give people a sense of long-
term mission and higher purpose.

9. | would make sure jobs get out
on time.

Your Leadership Potential

10. | would scout for new product or
service opportunities.

11. | would give credit to people who
do their jobs well.

12. 1 would promote unconventional
beliefs and values.

13. | would establish procedures to help
the department operate smoothly.

14. | would verbalize the higher values
that | and the organization stand
for.

Scoring and Interpretation

Count the number of Mostly True answers to even-numbered
questions: ____. Count the number of Mostly True answers to
odd-numbered questions: ____. Compare the two scores.

The even-numbered items represent behaviors and
activities typical of leadership. Leaders are personally
involved in shaping ideas, values, vision, and change. They
often use an intuitive approach to develop fresh ideas and
seek new directions for the department or organization. The
odd-numbered items are considered more traditional man-
agement activities. Managers respond to organizational
problems in an impersonal way, make rational decisions, and
work for stability and efficiency.

If you answered yes to more even-numbered than odd-
numbered items, you may have potential leadership qual-
ities. If you answered yes to more odd-numbered items, you
may have management qualities. Management qualities are
an important foundation for new leaders because the orga-
nization first has to operate efficiently. Then leadership qual-
ities can enhance performance. Both sets of qualities can be
developed or improved with awareness and experience.

Sources: Based on John P. Kotter, Leading Change (Boston, MA: Harvard
Business School Press, 1996), p. 26; Joseph C. Rost, Leadership for the
Twenty-first Century (Westport, CT: Praeger, 1993), p. 149; and Brian
Dumaine, “The New Non-Manager Managers,” Fortune (February 22,
1993), pp. 80-84.

1-4 EVOLVING THEORIES OF LEADERSHIP

To understand leadership as it is viewed and practiced todays, it is important to rec-
ognize that the concept of leadership has changed over time. Leadership typically
reflects the larger society, and theories have evolved as norms, attitudes, and under-
standings in the larger world have changed.*'
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1-4a Historical Overview of Major Approaches

The various leadership theories can be categorized into six basic approaches, each
of which is briefly described in this section. Many of these ideas are still applicable
to leadership studies today and are discussed in various chapters of this text.

Great Man Theories This is the granddaddy of leadership concepts. The earliest
studies of leadership adopted the belief that leaders (who were always thought of as
male) were born with certain heroic leadership traits and natural abilities of power
and influence. In organizations, social movements, religions, governments, and the
military, leadership was conceptualized as a single “Great Man” who put everything
together and influenced others to follow along based on the strength of inherited
traits, qualities, and abilities.

Trait Theories Studies of these larger-than-life leaders spurred research into the vari-
ous traits that defined a leader. Beginning in the 1920s, researchers looked to see if
leaders had particular traits or characteristics, such as intelligence or energy, that
distinguished them from nonleaders and contributed to success. It was thought that
if traits could be identified, leaders could be predicted, or perhaps even trained.
Although research failed to produce a list of traits that would always guarantee
leadership success, the interest in leadership characteristics has continued to the
present day.

Behavior Theories The failure to identify a universal set of leadership traits led
researchers in the early 1950s to begin looking at what a leader does rather than
who he or she is. One line of research focused on what leaders actually do on the
job, such as various management activities, roles, and responsibilities. These studies
were soon expanded to try to determine how effective leaders differ in their behavior
from ineffective ones. Researchers looked at how a leader behaved toward followers
and how this correlated with leadership effectiveness or ineffectiveness. Chapter 2
discusses trait and behavior theories.

Contingency Theories Researchers next began to consider the contextual and situa-
tional variables that influence what leadership behaviors will be effective. The idea
behind contingency theories is that leaders can analyze their situations and tailor
their behavior to improve leadership effectiveness. Major situational variables are
the characteristics of followers, characteristics of the work environment and fol-
lower tasks, and the external environment. Contingency theories, sometimes called
situational theories, emphasize that leadership cannot be understood in a vacuum
separate from various elements of the group or organizational situation. Chapter 3
covers contingency theories.

Influence Theories These theories examine influence processes between leaders and
followers. One primary topic of study is charismatic leadership (Chapter 12), which
refers to leadership influence based not on position or formal authority but, rather,
on the qualities and charismatic personality of the leader. Related areas of study are
leadership vision (Chapter 13) and organizational culture (Chapter 14). Leaders
influence people to change by providing an inspiring vision of the future and shap-
ing the culture and values needed to attain it. Several chapters of this text relate to
the topic of influence because it is essential to understanding leadership.
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Relational Theories Since the late 1970s, many ideas of leadership have focused on
the relational aspect, that is, how leaders and followers interact and influence one
another. Rather than being seen as something a leader does to a follower, leadership
is viewed as a relational process that meaningfully engages all participants and ena-
bles each person to contribute to achieving the vision. Interpersonal relationships
are seen as the most important facet of leadership effectiveness.*> Two significant
relational theories are transformational leadership (Chapter 12) and servant leader-
ship (Chapter 6).

Other important relational topics covered in various chapters of the text include
the personal qualities that leaders need to build effective relationships, such as emo-
tional intelligence, a leader’s mind, integrity and high moral standards, and personal
courage. In addition, leaders build relationships through motivation and empower-
ment, leadership communication, team leadership, and embracing diversity.

1-4b A Model of Leadership Evolution

Exhibit 1.4 provides a framework for examining the evolution of leadership from
the early Great Man theories to today’s relational theories. Each cell in the model
summarizes an era of leadership thinking that was dominant in its time but may be
less appropriate for today’s world.*?

Leadership Era 1 This era may be conceptualized as pre-industrial and pre-
bureaucratic. Most organizations were small and were run by a single individual who
many times hired workers because they were friends or relatives, not necessarily

Leadership Evolution

Environment

Stable

Era 2
Rational Management
* Behavior theories
« Contingency theories
Organization Organization:
» Vertical hierarchy, bureaucracy
* Functional management

Scope t

Era 1
Great Person Leadership
+ Great Man theories
+ Trait theories
Individual Organization:
* Pre-bureaucratic organization
« Administrative principles

Turbulent

Era 3
Team or Lateral Leadership

* Influence theories

mm) Organization:
* Horizontal organization
+ Cross-functional teams

!

Era 4
Agile Leadership
Relational theories
Level 5 leadership

Organization:
High-performance culture
Shared vision, alignment
Facilitate change and
adaptation
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ACTION MEMO

As a leader, you can use the
leadership skills that fit the
correct era for your organization.
You can use influence and
relational aspects as appropriate
for your organization.

Agile leadership

giving up control in the
traditional sense and
encouraging the growth
and development of others
to ensure organizational
flexibility and responsiveness

PART 1 INTRODUCTION TO LEADERSHIP

because of their skills or qualifications. The size and simplicity of organizations and
the stable nature of the environment made it easy for a single person to understand
the big picture, coordinate and control all activities, and keep things on track. This is
the era of Great Man leadership and the emphasis on personal traits of leaders. A
leader was conceptualized as a single hero who saw the big picture and how every-
thing fit into a whole.

Leadership Era 2 In Era 2, we see the emergence of hierarchy and bureaucracy.
Although the world remains stable, organizations have begun to grow so large that
they require rules and standard procedures to ensure that activities are performed
efficiently and effectively. Hierarchies of authority provide a sensible mechanism for
supervision and control of workers, and decisions once based on rules of thumb or
tradition are replaced with precise procedures. This era sees the rise of the “rational
manager” who directs and controls others using an impersonal approach. Employ-
ees aren’t expected to think for themselves; they are expected to do as they’re told,
follow rules and procedures, and accomplish specific tasks. The focus is on details
rather than the big picture.

The rational manager was well-suited to a stable environment. The behavior
and contingency theories worked here because leaders could analyze their situation,
develop careful plans, and control what happened. But rational management is no
longer sufficient for leadership in today’s world.

Leadership Era 3 This era represented a tremendous shock to managers in North
America and Europe. Suddenly, the world was no longer stable, and the prized tech-
niques of rational management were no longer successful. Beginning with the OPEC
oil embargo of 1972 to 1973 and continuing with the severe global competition of
the 1980s and early 1990s, many managers saw that environmental conditions had
become chaotic. The Japanese began to dominate world commerce with their ideas
of team leadership and superb quality. This became an era of great confusion for
leaders. They tried team-based approaches, downsizing, reengineering, quality pro-
grams, and empowerment as ways to improve performance and get more motiva-
tion and commitment from employees.

This is the era of the team leader and the change leader. Influence was impor-
tant because of the need to change organizational structures and cultures. This era
sees the emergence of knowledge work, an emphasis on horizontal collaboration,
and a shift to influence theories. Rather than conceiving of leadership as one person
always being firmly “in charge,” leadership is often shared among team leaders and

members, shifting to the person with the most knowledge or expertise in the matter
at hand.**

Leadership Era 4 Enter the digital, mobile, social-media age. It seems that every-
thing is changing, and changing fast. Era 4 represents agile leadership, which
means giving up control in the traditional sense to ensure organizational flexibility
and responsiveness to a changing world. Leaders influence others through relation-
ships and networks and through shared vision and values rather than through
hierarchical power and control. Agile leaders are constantly experimenting, learning,
and changing, in both their personal and professional lives, and they encourage the
development and growth of other people and the organization. Era 4 requires the
full scope of leadership that goes far beyond rational management or even team
leadership.
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Implications The flow from Great Man leadership to rational management to team
leadership to agile leadership illustrates trends in the larger world. The implication
is that leadership reflects the era or context of the organization and society. Most of
today’s organizations and leaders are still struggling with the transition from a sta-
ble to a chaotic environment and the new skills and qualities needed in this circum-
stance. Thus, Era 3 issues of diversity, team leadership, empowerment, and
horizontal relationships are increasingly relevant. In addition, many leaders are rap-
idly shifting into Era 4 leadership by focusing on change management and facilitat-
ing a vision and values to encourage high performance, agility, and continuous
adaptation in a fast-shifting world. Agile leaders align themselves with new social
technologies that can create networks of leaders throughout the organization. Era 3
and Era 4 leadership is what much of this book is about.

1-5 LEADERSHIP CAN BE LEARNED

Many leaders are caught in the transition between the practices and principles that
defined the industrial era and the new reality of the twenty-first century. Attempts to
achieve collaboration, empowerment, and diversity in organizations may fail
because the beliefs and thought processes of leaders as well as employees are stuck
in an old paradigm that values control, stability, and homogeneity. It is difficult for
many leaders to let go of methods and practices that have made them and their
organizations successful in the past. Yet leaders can make the leap to a new para-
digm by intentionally practicing and applying new paradigm principles.

1-5a Leader Fatal Flaws

One of the most important aspects of shifting to the new paradigm of leadership is
intentionally using soft, interpersonal skills to build a culture of performance, trust,
and collaboration. A few clues about the importance of acquiring new leadership
skills are brought to light by studies that look at what causes managers to “derail”
in their careers. Derailment refers to a phenomenon in organizations in which a
manager with an impressive track record reaches a certain level but goes off track
and can’t advance because of a mismatch between job needs and the manager’s
personal skills and qualities.** Studies conducted in numerous organizations in
different countries indicate that managers fail more frequently because they are
deficient with soft, human skills rather than a lack of hard work or technical skills.*®
Derailed managers are successful people who excelled in a functional area and
were expected to go far, but they reached a plateau, were fired, or were forced to
retire early.

Researchers at the Center for Creative Leadership in Greensboro, North Caro-
lina, have been looking at what causes manager derailment for two decades.*” They
conclude that there are five top flaws that cause managers to derail, as shown in
Exhibit 1.5. Note that many of these flaws relate to the lack of human skills. Unsuc-
cessful managers fail to meet business objectives because they spend too much time
promoting themselves rather than working. They are overly ambitious and selfish
and may not follow through on promises. They are often insensitive and critical, not
trustworthy, do not learn from feedback and mistakes, can’t build and develop the
right teams, and are unable to see the big picture when promoted into a general
management position. Additional studies confirm that the biggest leader mistakes
are people mistakes rather than technical ones.*®
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ACTION MEMO

Leader’s Self-Insight 1.3 gives
you a chance to test your
people skills and see if there
are areas you need to work on.

Derailment

a phenomenon in which a
manager with an impressive
track record reaches a
certain level but goes off
track and can't advance
because of a mismatch
between job needs and
personal skills and qualities
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LEADER’S SELF-INSIGHT 1.3

Instructions: Many people on the fast track toward positions of
leadership find themselves suddenly derailed and don’t know
why. Many times, a lack of people skills is to blame. To help you
determine whether you need to work on your people skills, take
the following quiz, answering each item as Mostly False or
Mostly True. Think about a job or volunteer position you have
now or have held in the past as you answer the following items.

Mostly Mostly

People Skills False True

1. Other people describe me as very
good with people.

2. | often smile and laugh with
teammates or classmates.

3. | often reach out to engage people,
even strangers.

4. | often express appreciation to
other people.

Mostly Mostly

Dealing with Authority False True

1. | quickly speak out in meetings
when leaders ask for comments or
ideas.

2. If I see a leader making a decision
that seems harmful, | speak up.

3. | experience no tension when
interacting with senior managers,
either inside or outside the
organization.

4. | have an easy time asserting myself
toward people in authority.

Are You on a Fast Track to Nowhere?

Mostly Mostly

Networking False True

1. | spend part of each week
networking with colleagues in other
departments.

2. | have joined multiple organizations
for the purpose of making
professional contacts.

3. | often use lunches to meet and
network with new people.

4. | actively maintain contact with
peers from previous organizations.

Scoring and Interpretation
Tally the number of “Mostly Trues” checked for each set of
questions.

People Skills:
Networking:

Dealing with Authority:

If you scored 4 in an area, you're right on track. Con-
tinue to act in the same way.

If your score is 2 — 3, you can fine-tune your skills in that
area. Review the questions where you said Mostly False and
work to add those abilities to your leadership skill set.

A score of 0 — 1 indicates that you may end up danger-
ously close to derailment. You should take the time to do an
in-depth self-assessment and find ways to expand your inter-
personal skills.

EXHIBIT 1.5 Five Fatal Flaws That Cause Derailment

3. Difficulty
Changing

5. Too Narrow Manage-
ment Experience

2. Problems with
Relationships

4. Difficulty Building
and Leading a Team

1. Performance
Problems

Poor management of
direct reports; inability

to get work done through
others; not identifying

and hiring the right people.

Inability to work
effectively or collaborate
outside their current
function; failing to see
big picture when moved
into general management
position over several
functions.

Not learning from
feedback and mistakes
to change old behaviors;
defensive, unable to
handle pressure, unable
to change management
style to meet new
demands.

Failing to meet business
objectives because of
too much time promoting

Being insensitive,
manipulative, critical,
and not trustworthy in
relationships with
peers, direct reports,
customers, and others.

themselves and playing
politics, a failure to fulfill
promises, or a lack of
attention to priorities.

Source: Based on Yi Zhang, Jean Brittain Leslie, and Kelly M. Hannum, “Trouble Ahead: Derailment Is Alive and Well,” Thunderbird International Business Review 55,
no. 1 (January-February 2013), pp. 95-102.
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1-5b Leader Good Behaviors

The best leaders, at all levels, are those who are genuinely interested in other people
and find ways to bring out the best in them.*” Successful organizations, such as
Google, pay attention to developing leaders in the soft skills needed to effectively
lead technical people in a changing environment.

Google

In 2015, Google was named the best company to work for by Fortune magazine for the sixth
year in a row. Being a great place to work didn't happen by accident. Google’s human
resources department, called People Operations—or POPS for short—monitors employees’
happiness and well-being to an incredible degree, using data to track everything and learn
where improvements are needed.

One thing it discovered is that good leaders make a tremendous difference. Google
looked at what successful leaders—those who have lower attrition rates and get better
performance from their teams—do that makes them different from less successful ones.
Analyzing performance reviews and feedback surveys, Google executives used the findings to
help make bad leaders better. Even in a company that depends on technical expertise, Google
found that soft, human skills are essential. Technical expertise ranked dead last among eight
desirable leader qualities, as shown in “Google’s Eight Rules for Good Leader Behavior.”

Google discovered that employees want leaders who listen to them, build positive and
productive relationships, and show an interest in their lives and careers. Google incorporates
these eight desirable leader behaviors into leadership performance and evaluation systems
as well as into feedback and training programs. When the company targeted unsuccessful
leaders and coached them to develop soft skills and display these eight behaviors, the
managerial ranks improved, with collective feedback scores going up every year since 2009.>°

Google’s Eight Rules for Good Leader Behavior
Be a good coach.
Empower your team and don't micromanage.
Express interest in team members' success and personal well-being.
Don't be a sissy. Be productive and results-oriented.
Be a good communicator and listen to your team.
Help your employees with career development.
Have a clear vision and strategy for the team.
Have key technical skills so you can help advise the team.”’

N U AW =

The skills on Google’s list of desirable behaviors can help leaders avoid the fatal
flaws that derail careers. In addition, today’s successful leaders intentionally value
change over stability, empowerment over control, collaboration over competition,
diversity over uniformity, and integrity over self-interest, as discussed earlier. The
industry of executive coaching emerged partly to help people through the transition
to a new paradigm of leadership. Executive coaches encourage leaders to confront
their own flaws and hang-ups that inhibit effective leadership, and then help them
develop stronger emotional and interpersonal skills.
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As a leader, you can cultivate
your people skills to avoid
executive derailment. You can
treat others with kindness,
interest, and respect and avoid
overmanaging by selecting
good followers and delegating
effectively.
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1-6 MASTERING THE ART AND SCIENCE OF LEADERSHIP

There’s an age-old question: Are leaders born or made? In one survey, 19 percent of
top executives said leaders are born, 52 percent said they are made, and 29 percent
said they are both born and made.’* It may be true that some inborn qualities and
personality characteristics can provide a foundation for being a good leader, but
most people can learn to be good leaders no matter their innate characteristics.
Interestingly, in the above-mentioned survey, both those who thought leaders are
born and those who thought they are made mention learning from experience as a
key to becoming a good leader.

Leadership can be learned, but it is important to remember that leadership is both
an art and a science. It is an art because many leadership skills and qualities cannot
be learned from a textbook. Leadership takes practice and hands-on experience, as
well as intense personal exploration and development. However, leadership is also a
science because a growing body of knowledge and objective facts describes the leader-
ship process and how to use leadership skills to attain organizational goals. This is
where a textbook or a course on leadership can help you to be a better leader.

Knowing about leadership research helps people analyze situations from a vari-
ety of perspectives and learn how to be more effective. By exploring leadership in
both business and society, students gain an understanding of the importance of lead-
ership to an organization’s success, as well as the difficulties and challenges involved
in being a leader. Studying leadership can also lead to the discovery of abilities you
never knew you had. When students in a leadership seminar at Wharton were asked
to pick one leader to represent the class, one woman was surprised when she out-
polled all other students. Her leadership was drawn out not in the practice of leader-
ship in student government, volunteer activities, or athletics but in a classroom
setting.>® Studying leadership gives you skills you can apply to the practice of lead-
ership in your everyday life. Exhibit 1.6 gives some tips for how you can begin hon-
ing your leadership skills.

Many people have never tried to be leaders because they have no understanding
of what leaders actually do. The chapters in this book are designed to help you gain
a firm knowledge of what leadership means and some of the skills and qualities that
make a good leader. You can build competence in both the art and the science of
leadership by completing the Self-Insight exercises throughout the book, by working
on the activities and cases at the end of each chapter, and by applying the concepts
you learn in class, in your relationships with others, in student groups, at work, and
in voluntary organizations. Although this book and your instructors can guide you
in your development, only you can apply the concepts and principles of leadership
in your daily life. Learning to be a leader starts now, with you. Are you up to the
challenge?

1-7 ORGANIZATION OF THIS BOOK

The plan for this book reflects the shift to a new paradigm summarized in Exhibit 1.2
and the discussion of management versus leadership summarized in Exhibit 1.3. The
framework in Exhibit 1.7 illustrates the organization of the book.

Part 1 introduces leadership, its importance, and the transition to a new leader-
ship paradigm. Part 2 explores basic research perspectives that evolved during a
more stable time when rational management approaches were effective. These basic
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Learning to Be a Leader

Practice acts of
leadership in your
everyday life

Work to develop
personal traits of
empathy and patience

Emulate successful
leaders

Complete a leadership Find a mentor to
course to improve skills provide feedback

S

Source: Based on “Guidelines for the Apprentice Leader,” in Robert J. Allio, “Masterclass: Leaders and Leadership—Many Theories,
But What Advice Is Reliable?” Strategy & Leadership 41, no. 1 (2013), pp. 4-14.

perspectives, including the Great Man and trait theories, behavior theories, and con-
tingency theories, are relevant to dealing with specific tasks and individuals and are
based on a premise that leaders can predict and control various aspects of the envi-
ronment to keep the organization running smoothly.

Parts 3, 4, and 5 focus on leadership perspectives that reflect the paradigm shift
to the turbulent, unpredictable nature of the environment and the need for fresh
leader approaches. Part 3 discusses the personal side of leadership and looks at some
of the qualities and forces that are required to be effective in the new reality. These
chapters emphasize the importance of self-awareness and self-understanding, the
development of one’s own leadership mind and heart, moral leadership and
courage, and appreciating the role of followership. Part 4 is about building effective
relationships, including motivating and empowering others, communicating as a
leader, leading teams, embracing the diversity of today’s world, and using power
and influence.

Part 5 brings together all of these ideas to examine the leader as builder of a
social architecture that can help an organization create a brighter future. These
chapters deal with creating vision and strategic direction, aligning culture and values
to achieve the vision, and leading change.

Taken together, the sections and chapters paint a complete portrait of the lead-
ership experience as it has evolved to the present day and emphasize the new para-
digm skills and qualities that are relevant from today and into the future. This book
blends systematic research evidence with real-world experiences and impact.
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Part 1: Introduction to Leadership
Chapter 1 What Does It Mean to Be a Leader?

Part 2: Research Perspectives on Leadership

Chapter 2 Traits, Behaviors, and Relationships
Chapter 3 Contingency Approaches to Leadership

Part 3: The Personal Side of Leadership Part 4: The Leader as Relationship Builder

Chapter 4 The Leader as an Individual Chapter 8 Motivation and Empowerment

Chapter 5 Leadership Mind and Emotion Chapter 9 Leadership Communication

Chapter 6 Courage and Moral Leadership Chapter 10 Leading Teams

Chapter 7 Followership Chapter 11 Developing Leadership Diversity
Chapter 12 Leadership Power and Influence

Part 5: The Leader as Social Architect

Chapter 13 Creating Vision and Strategic Direction
Chapter 14 Shaping Culture and Values
Chapter 15 Leading Change

LEADERSHIP ESSENTIALS

This chapter introduced the concept of leadership and explained how individu-
als can grow as leaders. Leadership is defined as an influence relationship
among leaders and followers who intend real changes and outcomes that reflect
their shared purposes. Thus leadership involves people in a relationship, influ-
ence, change, a shared purpose, and taking personal responsibility to make
things happen. Most of us are aware of famous leaders, but most leadership
that changes the world starts small and may begin with personal frustrations
about events that prompt people to initiate change and inspire others to follow
them. Your leadership may be expressed in the classroom, at work, or in your
neighborhood, religious community, or volunteer organizations.

Concepts of leadership have evolved over time. Major research approaches
include Great Man theories, trait theories, behavior theories, contingency theo-
ries, influence theories, and relational theories. Elements of all these approaches
are still applicable to the study of leadership.

The biggest challenge facing leaders today is the changing world that wants a new
paradigm of leadership. The new reality involves the shift from stability to change,
from control to empowerment, from competition to collaboration, and from uni-
formity to diversity. In addition, the concept of leader as hero is giving way to that
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of the humble leader who develops others and shares credit for accomplishments.
These dramatic changes suggest that a philosophy based on control and personal
ambition will probably fail in the new era. The challenge for leaders is to evolve to
a new mindset that relies on human skills, integrity, and teamwork.

The “soft” skills of leadership complement the “hard” skills of management,
and both are needed to effectively guide organizations. Although leadership is
often equated with good management, leadership and management are differ-
ent processes. Management strives to maintain stability and improve effi-
ciency. Leadership, on the other hand, is about creating a vision for the
future, designing social architecture that shapes culture and values, inspiring
and motivating followers, developing personal qualities, and creating change
within a culture of integrity. Leadership can be integrated with management
to achieve the greatest possible outcomes. Organizations need to be both man-
aged and led, particularly in today’s turbulent environment. Many managers
already have the qualities needed to be effective leaders, but they may not
have gone through the process needed to bring these qualities to life. Leader-
ship is an intentional act. It is important to remember that most people are
not born with natural leadership skills and qualities, but leadership can be
learned and developed.

DISCUSSION QUESTIONS

1. Look through recent magazines and newspapers and identify one leader who seems to illus-
trate the “leader-as-hero” mindset and one who seems more typical of the humble Level 5
leader described in the text. Describe their differing characteristics. Which was easier to find?

2. What do you consider your own strengths and weaknesses for leadership? Discuss your
answer with another student.

3. Of the elements in the leadership definition as illustrated in Exhibit 1.1, which is the easi-
est for you? Which is hardest? Explain.

4. How might the paradigm shift from competition to collaboration make the job of a
leader more difficult? Could it also make the leader’s job easier? Discuss.

5. Describe the best leader you have known. How did this leader acquire his or her capability?

6. Why do you think there are so few people who succeed at both management and leader-
ship? Is it reasonable to believe someone can be good at both? Discuss.

7. Discuss some recent events and societal changes that might have contributed to a shift “from
hero to humble.” Do you agree or disagree that humility is important for good leadership?

8. “Leadership is more concerned with people than is management.” Do you agree? Discuss.

9. What personal capacities should a person develop to be a good leader versus those devel-
oped to be a good manager?

10. Why is leadership considered both an art and a science?

LEADERSHIP AT WORK

Leadership Right-Wrong

Leader Wrong: Think of a specific situation in which you were working with someone who
was in a leadership position over you and that person was doing something that was wrong
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for you. This person might have been a coach, teacher, team leader, employer, immediate
boss, family member, or anyone who had a leadership position over you. “Wrong for you”
means that person’s behavior reduced your effectiveness, made you or your coworkers less
productive, and was demotivating to you or your colleagues. Write a few words below that
describe what the leader was doing that was wrong for you.

Think of a second situation in which someone in a leadership position did something
wrong for you. Write a few words below that describe what the leader was doing that was
wrong for you.

Leader Right: Think of a specific situation in which you were working with someone
who was in a leadership position over you and that person was doing something that was
right for you. This person might have been a coach, teacher, team leader, employer, immedi-
ate boss, family member, or anyone who had a leadership position over you. “Right for you”
means that person’s behavior made you or your coworkers more productive, highly moti-
vated you or others, and removed barriers to make you more successful. Write a few words
below that describe what the leader was doing that was right for you.

Think of a second situation in which someone in a leadership position did something
right for you. Write a few words below that describe what the leader was doing that was right
for you.

The previous answers are data points that can help you understand the impact of leader
behaviors. Analyze your four incidents—what are the underlying qualities of leadership that
enable you to be an effective performer? Discuss your answers with another student. What
leadership themes are present in the eight combined incidents? What do these responses tell
you about the qualities you want and don’t want in your leaders?

In Class: An interesting way to use this exercise in class is to have students write (five
words maximum) their leader “rights” on one board and their leader “wrongs” on another
board. The instructor can ask small groups to identify underlying themes in the collective set
of leader data points on the boards to specify what makes an effective leader. After students
establish four or five key themes, they can be challenged to identify the one key theme that
distinguishes leaders who are effective from those who are not.

Source: Based on Melvin R. McKnight, “Organizational Behavior as a Phenomenological, Free-Will Centered Science,”
Working Paper, College of Business Administration, Northern Arizona University, 1997.
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LEADERSHIP DEVELOPMENT: CASES FOR ANALYSIS

Sales Engineering Division

When DGL International, a manufacturer of refinery equipment, brought in John Terrill to man-
age its Sales Engineering division, company executives informed him of the urgent situation.
Sales Engineering, with 20 engineers, was the highest-paid, best-educated, and least-productive
division in the company. The instructions to Terrill: Turn it around. Terrill called a meeting of
the engineers. He showed great concern for their personal welfare and asked point blank:
“What'’s the problem? Why can’t we produce? Why does this division have such turnover?”

Without hesitation, employees launched a hail of complaints. “I was hired as an engi-
neer, not a pencil pusher.” “We spend over half of our time writing asinine reports in tripli-
cate for top management, and no one reads the reports.” “We have to account for every
penny, which doesn’t give us time to work with customers or new developments.”

After a two-hour discussion, Terrill began to envision a future in which engineers were
free to work with customers and join self-directed teams for product improvement. Terrill
concluded he had to get top management off the engineers’ backs. He promised the engineers,
“My job is to stay out of your way so you can do your work, and I’ll try to keep top manage-
ment off your backs, too.” He called for the day’s reports and issued an order effective imme-
diately that the originals be turned in daily to his office rather than mailed to headquarters.
For three weeks, technical reports piled up on his desk. By month’s end, the stack was nearly
three feet high. During that time no one called for the reports. When other managers entered
his office and saw the stack, they usually asked, “What’s all this?” Terrill answered, “Techni-
cal reports.” No one asked to read them.

Finally, at month’s end, a secretary from finance called and asked for the monthly travel
and expense report. Terrill responded, ‘“Meet me in the president’s office tomorrow morning.”

The next morning the engineers cheered as Terrill walked through the department push-
ing a cart loaded with the enormous stack of reports. They knew the showdown had come.

Terrill entered the president’s office and placed the stack of reports on his desk. The pres-
ident and the other senior executives looked bewildered.

“This,” Terrill announced, “is the reason for the lack of productivity in the Sales Engi-
neering division. These are the reports your people require every month. The fact that they
sat on my desk all month shows that no one reads this material. I suggest that the engineers’
time could be used in a more productive manner, and that one brief monthly report from my
office will satisfy the needs of the other departments.”

QUESTIONS

1. Does John Terrill’s leadership style fit the definition of leadership in Exhibit 1.1? Is it part
of a leader’s job to manage upward? Explain.

2. With respect to Exhibit 1.4, in what leadership era is Terrill? In what era is headquarters?
Explain.

3. What approach would you have taken in this situation? What do you think the response
of the senior executives will be to Terrill’s action?

The Marshall Plan

Marshall Gordon was recognized by associates and competitors as a man on a mission. One of
four members of the design team for a large chair manufacturing corporation, Marshall’s obses-
sion with the creation of comfortable seating dated to a childhood back injury and a lifetime of
pain. He recognized, more than most in the industry, the importance of designing chairs that
offered some relief to those suffering from debilitating back, hip, and neck pain as well as help-
ing people of all ages to avoid problems with proper posture. In his early days with the com-
pany the staff jokingly called his approach the Marshall Plan, after America’s 1947 initiative
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(named for Secretary of State George Marshall) to rebuild European economies after the war.
Like someone fighting to save the world, Marshall Gordon brought passion and a creative in-
tensity to design meetings as if each drawing, each design tweak would change civilization as
we knew it.

Single and with no apparent family or friendship ties, Marshall was married to his work.
He seemed to thrive on 70-hour work weeks, although as a salaried manager, he received no
overtime pay. Even his “down time” at meals or on weekends was spent sketching, studying
the latest in ergonomics, or reconnoitering each design adjustment by competitors.

“When you visit a furniture store, you fully expect to see Marshall, skulking about in
trench coat and hat, checking to see what the competition is offering,” says fellow team mem-
ber John Craddock. “We all laugh about it. The guy brings—actually brings—chairs to meet-
ings and tears them apart to show us some miniscule discovery.”

This obsession with chairs, pain and gravity, and one-upping the competition has made
Marshall a valuable employee and earned him a reputation in the industry for creative design.
Not since Peter Opsvik’s Gravity Balans ergonomic chair of the 1970s has anyone made such
an impact on the industry. The effect of Marshall’s work on company profits is undeniable.
The fact that competitors are chomping at the bit to lure him away is also undeniable.

But the Marshall Plan comes at a price. Over the 15 years he has worked with the com-
pany, five as leader of the design group, there has been a constant turnover within the design
group as frustrated workers leave the company to “get away from Marshall.”

“Anything you could learn from this brilliant and dedicated man is destroyed by his cold,
calculating attitude,” Craddock complains. “I came to this company excited about the chance
to work with him. But any knowledge he possesses is carefully guarded. His design ideas are
perfect, while ours are picked apart. We all swear he has listening devices scattered around
everywhere, because if the rest of the team huddles in some corner of the world to discuss a
design idea, voila! He walks into the next meeting with our idea. Once when he was a few
minutes late to a meeting, we thought we had beaten him and quickly presented our idea. Just
then, he walks in, and announces, ‘Ideas must be in the air. I have something very similar,’
and throws his completed design on screen. Guess who won.”

Marshall presents a continuing challenge to company management, having both incredible
positive and negative influence on the culture. While his contributions to design and profits far
exceed those of other employees, his negative effect on the culture and his team’s creativity and
morale results in the loss of talented people and a climate of suspicion and discontent. His
threat, “I can take my talents elsewhere,” hangs over top management like a sledge hammer.

Now, Craddock and Leslie Warren, other talented members of the design team, have
approached management with their own ultimatum: Do something about Marshall or we resign.

QUESTIONS
1. If you were a top leader, how would you respond to the ultimatum? Be specific. Explain
why.
2. What is Marshall missing with respect to his leadership abilities? How do you explain his
poor leadership behavior?

3. If you were Marshall’s manager, how might you increase Marshall’s awareness of the
negative impact he is having on his team? How would you guide him toward better team
leadership, sharing his knowledge with others, and mentoring his team members?
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YOUR LEADERSHIP CHALLENGE

After reading this chapter, you should be able to:

¢ Outline some personal traits and characteristics that are associated with effective leaders.
e |dentify your own traits that you can transform into strengths and bring to a leadership role.

« Distinguish among various roles leaders play in organizations, including operations roles, collaborative
roles, and advisory roles, and where your strengths might best fit.

Recognize autocratic versus democratic leadership behavior and the impact of each.

Know the distinction between people-oriented and task-oriented leadership behavior and when each
should be used.

Understand how the theory of individualized leadership has broadened the understanding of
relationships between leaders and followers.

Describe some key characteristics of entrepreneurial leaders.

CHAPTER OUTLINE

36 The Trait Approach
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47 Col. Joe D. Dowdy and Maj. Gen. Leader’s Bookshelf

James Mattis, U.S. Marine Corps 35 Giye and Take: A Revolutionary

Denise Morrison, Campbell Soup Approach to Success
43 Behavior A h i ing-

ehavior Approaches Company, and Michael Arring R T
ton, TechCrunch

52 Individualized Leadership 58 Your Ideal Leader Traits

55 Entrepreneurial Traits and Leader’s Self-Insight _
Behaviors 40 Rate Your Optimism Leadership Deve{opment.
. . Cases for Analysis
In the L ’ i
e ed o Wl.1at > Y.our Leadership 58 Consolidated Products
Orientation?

40 Marissa Mayer, Yahoo

45  Warren Buffett, Berkshire 55 Your “LMX” Relationship
Hathaway

60 Transition to Leadership

oon after her husband was elected the first African American president in the

United States, Michelle Obama appeared on “The Tonight Show” wearing a

stylish outfit consisting of a pencil skirt, a yellow and brown tank top, and a
mustard yellow cardigan. When then-host Jay Leno asked about her wardrobe, say-
ing “I'm guessing about 60 grand? Sixty, 70 thousand for that outfit?”” she replied,
“Actually, this is a J. Crew ensemble.” The audience roared. Obama also incorpo-
rated J. Crew items into her inauguration look. The man behind ]J. Crew, Millard S.
(Mickey) Drexler, is a retail legend, known as both a visionary and something of a
control freak. He turned Gap into a global fashion powerhouse in the 1990s, started
Old Navy a decade or so later, and transformed J. Crew into a cult brand in the
early years of the twenty-first century. When he took over as CEO, J. Crew was
deeply in debt and struggling to survive. At the age of 70, Drexler is still going
strong, but his leadership style and tendency to micromanage and focus on every
detail, from vetting every new employee to deciding on the size of pockets or the
look of a label, has recently come under scrutiny. By late 2015, even though J. Crew
was still popular, sales were falling and the magic was fading. Yet owners continued
to support Drexler and give him free rein as CEO. “Call it ‘the great man’ problem,”

35
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Traits

the distinguishing personal
characteristics of a leader,
such as intelligence, hon-
esty, self-confidence, and
appearance

Great Man approach

a leadership perspective that
sought to identify the inher-
ited traits leaders possessed
that distinguished them
from people who were not
leaders

PART 2 RESEARCH PERSPECTIVES ON LEADERSHIP

one New York Times reporter phrased it, questioning whether any company should
be so closely tied to the characteristics, style, and actions of one individual.'

We introduced the idea of “Great Man” leadership in Chapter 1, and the
Mickey Drexler example shows that the concept hasn’t completely died. The earliest
leadership studies proposed that certain people had natural traits and abilities of
power and influence that enabled them to put everything together and influence
others in a way that other people could not. Although few today would argue that
leadership is based on inborn traits, interest in the characteristics that define a good
leader continues. As this example illustrates, current thinking on leadership incorpo-
rates a variety of ideas and concepts from the past.

Personal traits captured the imagination of the earliest leadership researchers,
but if we look at any two successful and effective leaders they will likely share some
traits but have others that are quite dissimilar. Each individual has a unique set of
qualities, characteristics, and strengths to bring to a leadership role. In addition,
leaders can learn to overcome some potentially limiting traits, such as a lack of self-
confidence or a quick temper. Consequently, many researchers have examined the
behavior of leaders to determine what behavioral features comprise leadership style
and how particular behaviors relate to effective leadership.

This chapter first examines the evolution of the trait approach and the impor-
tance of leaders understanding and applying their own unique leadership strengths.
Then we provide an overview of the behavior approach and introduce the theory of
individualized leadership, which looks at behavior between a leader and each indi-
vidual follower, differentiating one-on-one behavior from leader-to-group behavior.
The path illuminated by the research into leader traits and behaviors is a foundation
for the field of leadership studies and still enjoys remarkable dynamism for explain-
ing leader success or failure.

2-1 THE TRAIT APPROACH

Traits are the distinguishing personal characteristics of a leader, such as intelligence,
honesty, self-confidence, and appearance. Research early in the twentieth century
examined leaders who had achieved a level of greatness and hence became known
as the Great Man approach. Fundamental to this theory was the idea that some peo-
ple are born with traits that make them natural leaders. The Great Man approach
sought to identify the traits leaders possessed that distinguished them from people
who were not leaders. Generally, research found only a weak relationship between
personal traits and leader success.” Indeed, the diversity of traits that effective lead-
ers possess indicates that leadership ability is not a genetic endowment.

Nevertheless, with the advancement of the field of psychology during the 1940s
and 1950s, trait approach researchers expanded their examination of personal
attributes by using aptitude and psychological tests. These early studies looked at
personality traits such as creativity and self-confidence, physical traits such as age
and energy level, abilities such as knowledge and fluency of speech, social character-
istics such as popularity and sociability, and work-related characteristics such as the
desire to excel and persistence against obstacles.’

In a 1948 literature review,* Stogdill examined more than 100 studies based on
the trait approach. He uncovered several traits that appeared consistent with effec-
tive leadership, including general intelligence, initiative, interpersonal skills, self-
confidence, drive for responsibility, and personal integrity. Stogdill’s findings also
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indicated, however, that the importance of a particular trait was often relative to the
situation. Initiative, for example, may contribute to the success of a leader in an en-
trepreneurial situation, but it may be irrelevant to a leader in a stable bureaucracy.
Thus, possessing certain personal characteristics is no guarantee of success.

Many researchers discontinued their efforts to identify leadership traits in light
of Stogdill’s 1948 findings and turned their attention to examining leader behavior
and leadership situations. However, others continued with expanded trait lists and
research projects. Stogdill’s subsequent review of 163 trait studies conducted
between 1948 and 1970 concluded that some personal traits do indeed seem to con-
tribute to effective leadership.’ The study identified many of the same traits found in
the 1948 survey, along with several additional characteristics, including aggressive-
ness, independence, and tolerance for stress. However, Stogdill again cautioned that
the value of a particular trait or set of traits varies with the organizational situation.

In recent years, there has been a resurgence of interest in examining leadership traits.
A review by Kirkpatrick and Locke identified a number of personal traits that distinguish
leaders from nonleaders, including some pinpointed by Stogdill.® Other studies have
focused on followers’ perceptions and indicate that certain traits are associated with peo-
ple’s perceptions of who is a leader. For example, one study found that the traits of intelli-
gence, masculinity, and dominance were strongly related to how individuals perceived
leaders.” Others have found that charismatic CEOs are perceived to be more effective
than other leaders, even though there is no evidence showing they actually are.®

In summary, trait research has been an important part of leadership studies
throughout the twentieth century and continues into the twenty-first, as illustrated
by this chapter’s Leader’s Bookshelf, which suggests that a trait of selflessness is the
secret to genuine and lasting leadership success. Several other traits, including opti-
mism and a cheerful attitude, have recently gained attention as important for suc-
cessful leaders. Britain’s Royal Navy takes cheerfulness so seriously that it tracks
how leader cheerfulness affects morale and effectiveness.” As discussed in Chapter
1, humility, including a willingness to admit mistakes and make oneself vulnerable,
has emerged as an important trait in today’s collaborative world.'®

Exhibit 2.1 presents some of the traits and their respective categories that have
been identified through trait research over the years. Many researchers still contend
that some traits are essential to effective leadership, but only in combination with
other factors."" A few traits typically considered highly important for leadership are
optimism, self-confidence, honesty and integrity, and drive.

2-1a Optimism and Self-Confidence

Recent research points to a positive outlook and a cheerful attitude as keys to effec-
tive leadership.'> Optimism refers to a tendency to see the positive side of things and
expect that things will turn out well. Numerous surveys indicate that optimism is
the single characteristic most common to top executives. People rise to the top
because they can see opportunities where others see problems and can instill in
others a sense of hope for the future. Leaders at all levels need some degree of opti-
mism to see possibilities even through the thickest fog and rally people around a
vision for a better tomorrow. Although hundreds of experiments support the notion
that people possess ingrained tendencies toward either optimism or pessimism, lead-
ers can train themselves to deliberately focus on the positive rather than the negative
and interpret situations in more positive, optimistic ways.'?

A related characteristic is having a positive attitude about oneself. Leaders who
know themselves develop self-confidence, which is general assurance in one’s own
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CCwhat Ive really
learned over time
is that optimism is
a very, very
important part of
leadership. . ..
People don't like
to follow
pessimists.))

Robert Iger,
Chairman and CEO of
The Walt Disney
Company

NEW LEADER
ACTION MEMO

People generally prefer to
follow leaders who are
optimistic rather than
pessimistic about the future.
Complete the questionnaire in
Leader's Self-Insight 2.1 to
assess your level of optimism.

Optimism

a tendency to see the posi-
tive side of things and
expect that things will turn
out well

Self-confidence
assurance in one's own
judgments, decision making,
ideas, and capabilities
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LEADER’S BOOKSHELF

Give and Take: A Revolutionary

Approach to Success

Contrary to popular belief, good guys
don't always finish last. In fact, in the
book Give and Take: A Revolutionary
Approach to Success, Adam Grant
asserts that a trait of selflessness can
help leaders be more effective and
more successful. Grant, the youngest
tenured professor ever at the Wharton
School at the University of Pennsylva-
nia, suggests that good leaders are
those who give the most and view their
success as “individual achievements
that have a positive impact on others.”

ARE YOU A GIVER, A TAKER, OR A
MATCHER?

Grant proposes that we all assume one of
three basic approaches toward others—
that of a giver, a taker, or a matcher.

» Givers focus on what others need
and give selflessly. They give time
and energy, or anything else that is
asked of them, without expecting
anything in return. Grant uses the
example of billionaire Jon Huntsman
Sr., founder of Huntsman Chemical,

by Adam Grant

who once left $200 million on the ta-
ble when negotiating with a man
whose wife had just died, simply
because he thought it was the right
thing to do. As leaders, givers more
easily delegate and collaborate with
others, listen to others, give credit
to others, and share power and
responsibility.

Takers put their own interests first.
Takers are selfish people who want
to win, no matter who else loses. As
leaders, they typically try to influence
others by gaining dominance and
control over them. They collaborate
only when it benefits them person-
ally and rarely share credit for suc-
cesses. Takers often win in the short
run but they are much less likely to
build success over the long term.
Matchers strive for a balance of
giving and taking. Matchers try to
achieve an equal balance between
what they give and what they get in
return. As leaders, they network and
collaborate strategically, expecting

something in return that will be of
benefit to them. They play a jug-
gling act in an effort to serve their
individual interests while still being
fair to others.

DOES IT PAY TO BE NICE?

Grant applies scientific research and
weaves in numerous real-life stories to
support his premise that givers end up
being the most successful among the
three groups. His advice is to “focus
attention and energy on making a dif-
ference in the lives of others, and suc-
cess might follow as a by-product.”
Leaders who are givers help a wide
range of people in the organization, de-
velop everyone’s skills to support the
greater good, and strive to bring out
the best in everyone. By investing in
the success of their followers, leaders
who are givers build their own success
and a legacy of enduring greatness.

Source: Give and Take, by Adam Grant, is pub-
lished by Viking.

NEW LEADER
ACTION MEMO

As a leader, you can develop
the personal traits of self-
confidence, integrity, and drive,
which are important for
successful leadership in every
organization and situation. You
can work to keep an optimistic
attitude and be ethical in your
decisions and actions.
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judgments, decision making, ideas, and capabilities. Self-confidence doesn’t mean
being arrogant and prideful but rather knowing and trusting in oneself. Self-confi-
dence is related to self-efficacy, which refers to a person’s strong belief that he or she
can successfully accomplish a specific task or outcome.' A leader who has a posi-
tive self-image and displays certainty about his or her own ability to achieve an out-
come fosters confidence among followers, gains respect and admiration, and creates
motivation and commitment among followers for the mission at hand.

Active leaders need self-confidence and optimism. How many of us willingly fol-
low someone who is jaded and pessimistic, or someone who obviously doesn’t believe
in himself or herself? Leaders initiate change, and they often must make decisions
without adequate information. Without the confidence to move forward and believe
things will be okay, even if an occasional decision is wrong, leaders could be para-
lyzed into inaction. Setbacks have to be overcome. Risks have to be taken. Competing
points of view have to be managed, with some people left unsatisfied. The characteris-
tics of optimism and self-confidence enable a leader to face all these challenges.'”

2-1b Honesty and Integrity

Positive attitudes have to be tempered by strong ethics or leaders can get into trou-
ble. Consider Bernard Madoff, who masterminded the largest financial fraud in his-
tory and was sent to jail on 11 criminal charges, including securities fraud and
perjury. As a leader, Madoff displayed strong self-confidence and optimism, which is



CHAPTER 2 TRAITS, BEHAVIORS, AND RELATIONSHIPS

Some Leader Characteristics

Social Characteristics
Sociability, interpersonal skills
Cooperativeness

Ability to enlist cooperation
Tact, diplomacy
Work-Related Characteristics
Drive, desire to excel
Dependability
Fair-mindedness
Perseverance, tenacity
Social Background
Education

Mobility

Sources: Bass and Stogdill's Handbook of Leadership: Theory, Research, and Management Applications, 3rd ed. (New York : The Free
Press, 1990), pp. 80-81; S. A. Kirkpatrick and E. A. Locke, “Leadership: Do Traits Matter?” Academy of Management Executive 5,

no. 2 (1991), pp. 48-60; and James M. Kouzes and Barry Z. Posner, The Leadership Challenge: How to Get Extraordinary Things
Done in Organizations (San Francisco: Jossey-Bass, 1990).

one reason he was able to attract so many investors. The problem was that he didn’t
have a strong ethical grounding to match. Due to Madoff’s scam, thousands of people
were swindled out of their life’s savings, charities and foundations were ruined, and
pension funds were wiped out, while Madoff and his wife lived in luxury.'®

Effective leaders are ethical leaders. One aspect of being an ethical leader is
being honest with followers, customers, shareholders, and the public, and maintain-
ing one’s integrity. Honesty refers to truthfulness and nondeception. It implies an
openness that followers welcome. Integrity means that a leader’s character is whole,
integrated, and grounded in solid ethical principles, and he or she acts in keeping
with those principles. Leaders who model their ethical convictions through their
daily actions command admiration, respect, and loyalty. Honesty and integrity are
the foundation of trust between leaders and followers.

Sadly, trust is sorely lacking in many organizations following years of corporate
scandals and rampant greed. Leaders need the traits of honesty and integrity to
rebuild trusting and productive relationships. People today are wary of authority and
the deceptive use of power, and they are hungry for leaders who hold high moral
standards. Successful leaders have also been found to be highly consistent, doing
exactly what they say they will do when they say they will do it. Successful leaders
prove themselves trustworthy. They adhere to basic ethical principles and consistently
apply them in their leadership. One survey of 1,500 managers asked the values most
desired in leaders. Honesty and integrity topped the list. The authors concluded:

Honesty is absolutely essential to leadership. After all, if we are willing to follow
someone, whether it be into battle or into the boardroom, we first want to assure
ourselves that the person is worthy of our trust. We want to know that he or she
is being truthful, ethical, and principled. We want to be fully confident in the in-
tegrity of our leaders."”
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Honesty
truthfulness and
nondeception

Integrity

the quality of being whole
and integrated and acting in
accordance with solid ethi-
cal principles
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Rate Your Optimism

Instructions: This questionnaire is designed to assess your
level of optimism as reflected in your hopefulness about the
future. There are no right or wrong answers. Please indicate
your personal feelings about whether each statement is
Mostly False or Mostly True by checking the answer that best

7. If something can go wrong for me,
it usually does.

8. Even in difficult times, | usually
expect the best.

9. | am cheerful and positive most of

describes your attitude or feeling.

the time.
10. | consider myself an optimistic
person.
Mostly Mostly
False True

1. | nearly always expect a lot from life.
2. |try to anticipate when things will

go wrong.

3. lalways see the positive side of

things.

4. | often start out expecting the
worst, although things usually work

out okay.

5. | expect more good things to
happen to me than bad.

6. | often feel concern about how
things will turn out for me.

Drive

high motivation that creates
a high effort level by a
leader
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Scoring and Interpretation

Give yourself one point for checking Mostly True for items 1,
3, 5,8, 9, 10. Also give yourself one point for checking Mostly
False for items 2, 4, 6, 7. Enter your score here: If your
score is 8 or higher, it may mean that you are high on opti-
mism. If your score is 3 or less, your view about the future
may be pessimistic. For the most part, people like to follow a
leader who is optimistic rather than negative about the
future. However, too much optimism may exaggerate
positive expectations that are never fulfilled. If your score is
low, what can you do to view the world through a more
optimistic lens?

Source: These questions were created based on several sources.

2-1c Drive

Another characteristic considered essential for effective leadership is drive. Leaders of-
ten are responsible for initiating new projects as well as guiding projects to successful
completion. Drive refers to high motivation that creates a high effort level by a leader.
Leaders with drive seek achievement, have energy and tenacity, and are often per-
ceived as ambitious. If people don’t strive to achieve something, they rarely do. Ambi-
tion can enable leaders to set challenging goals and take initiative to reach them.'®

A strong drive is also associated with high energy. Leaders work long hours
over many years. They have stamina and are vigorous and full of life in order to
handle the pace, the demands, and the challenges of leadership. During her first two
years at Google, Marissa Mayer says she worked 100 hours a week. That pace
likely didn’t slow in her job at Yahoo.

Marissa Mayer, Yahoo

Marissa Mayer set herself some tough goals as the new president and CEO of Yahoo, but
being tough is part of Mayer's DNA. Mayer is known for being incredibly energetic and
ambitious. She loves hard work and challenge. “She doesn't need any sleep,” said Craig
Silverstein, who worked with her at Google and now develops software for Kahn Academy.
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That's clearly an overstatement, but Mayer has demonstrated that she has almost
superhuman stamina and a strong drive to succeed. In the early years at Google, she
routinely worked 100-hour weeks and occasionally pulled all-nighters. Soon after joining
Yahoo as CEO, Mayer had her first baby and returned to work two weeks after the delivery.

Even in high school, Mayer was known as an overachiever who refused to settle for less
than the best from herself or others. As captain of the pom-pom squad, she scheduled
practices that lasted for hours to make sure everyone was synchronized. It was during her first
management job at Google that she incorporated the idea of pushing beyond her comfort
zone into her career philosophy. She isn't afraid to take risks in the interest of helping the team
and organization succeed. Mayer created a firestorm of criticism when she issued a policy early
in her tenure at Yahoo that employees can no longer work from home, but she stuck by her
decision without regrets or apologies. She believes Yahoo is in a crisis situation and to succeed
needs the creative energy that comes from people working face to face and side by side.
Some people believe she will eventually relax the tough “all hands in the office” policy, since
flexibility is another of her characteristics. However, she won't relax her high standards or the
requirement that employees be as dedicated to Yahoo's success as she is."®

Working 100-hour weeks certainly isn’t necessary for effective leadership, but
all leaders have to display drive and energy to be successful. Clearly, various traits
such as drive, self-confidence, optimism, and honesty have great value for leaders.
One study of 600 executives by Hay Group, a global organizational and human
resources consulting firm, found that 75 percent of the successful executives studied
possessed the characteristics of self-confidence and drive.>°

In Chapter 4, we will further consider individual characteristics and qualities that
play a role in leadership effectiveness. However, good leaders know it isn’t about
identifying specific individual traits but rather understanding one’s own unique set of
strengths and capabilities and learning how to make the most of them.*!

2-2 KNOW YOUR STRENGTHS

Some people tend to think a leader should have a complete set of skills, characteris-
tics, and abilities to handle any problem, challenge, or opportunity that comes
along. This myth of the “complete leader” can cause stress and frustration for lead-
ers and followers, as well as damage to the organization.”” Interdependence is the
key to effective leadership. Sixty percent of leaders in one survey acknowledge that
leaders face challenges that go beyond any individual’s capabilities.*®> Therefore, the
best leaders recognize and hone their strengths while trusting and collaborating with
others to make up for their weak points.

Everyone has strengths, but many leaders fail to recognize and apply them,
often because they are hampered by the idea that they should be good at everything.
Benjamin Franklin referred to wasted strengths as “sundials in the shade.”** Only
when leaders understand their strengths can they use these abilities effectively to
make their best contribution.

2-2a What Are Strengths?

A strength arises from a natural talent that has been supported and reinforced with
knowledge and skills.*® Talents can be thought of as innate traits and naturally
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Strength

a natural talent or ability
that has been supported
and reinforced with learned
knowledge and skills
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Operational role

a vertically oriented leader-
ship role in which an execu-
tive has direct control over
people and resources and
the position power to ac-
complish results

PART 2 RESEARCH PERSPECTIVES ON LEADERSHIP

recurring patterns of thought, feeling, and behavior. One person might be naturally
outgoing and curious, for example; another might have a natural talent for being
organized. Once recognized, talents can be turned into strengths by consciously
developing and enhancing them with learning and practice. Unless they are honed
and strengthened and put to use, talents are merely aspects of one’s potential.

One neat thing about understanding your strengths is the philosophy “concen-
trate on your strengths, not your weaknesses.” You excel in life by maximizing your
strengths, not by fixing your weaknesses. When you live and work from your
strengths, you are more motivated, competent, and satisfied. Strengths are important
because you can focus your life around them, and your energy, enthusiasm, and
effectiveness can be the basis of your leadership. Why devote your energy to trying
to fix your weaknesses or expend much thought and effort performing tasks that
don’t match your strengths? When people use their talents and strengths, they feel
good and enjoy their work without extra effort; hence they are effective and make a
positive contribution.

How does a leader know which traits or behavior patterns can be turned into
strengths? Warren Buffett recommends that people do what fits their natural interests
and abilities, which is reflected in the work they like to do. Buffett says he finds inves-
ting so much fun that he would do it for free. Buffett tried other work early in his
career but found it so unsatisfying that he knew he wouldn’t want to do it for any
amount of money. The legendary self-made billionaire and chairman of Berkshire
Hathaway was the third richest person in the world in 2015. Yet it isn’t the money
that drives him, but the love of the work. His career advice is to find work or a career
that you really enjoy, and it will fit the natural strengths of your mental wiring.*®

2-2b Matching Strengths with Roles

Recent research suggests that different leader strengths might be better suited to dif-
ferent types of leadership roles.”” Exhibit 2.2 illustrates three types of leadership
roles identified in today’s organizations by a team of experts at Hay Group. The
researchers found that, although there is a core set of competencies that all leaders
need, there is significant variation in the personal characteristics, behaviors, and
skills that correlate with success in the different roles.

The operational role is the closest to a traditional, vertically oriented manage-
ment role, where an executive has direct control over people and resources to

EXHIBIT 2.2 Three Types of Leadership Roles

Operational Role Collaborative Role Advisory Role

Vertical Horizontal Providing

management responsibilities guidance and
positions support

Example: Division President Project Manager Human Resources
Manager
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accomplish results. Operational leaders fill traditional line and general management
positions in a business, for example. They set goals, establish plans, and get things
done primarily through the vertical hierarchy and the use of position power. Opera-
tional leaders are doggedly focused on delivering results. They need high self-
confidence and tend to be assertive, always pushing forward and raising the bar.
Successful operational leaders are typically analytical and knowledgeable, yet they
also have the ability to translate their knowledge into a vision that others can
become passionate about.

The collaborative role is a horizontal role and includes people such as project
managers, matrix managers, and team leaders in today’s more horizontally organ-
ized companies. This role, which has grown tremendously in importance in recent
years, is quite challenging. Leaders in collaborative roles typically don’t have the
strong position power of the operational role. They often work behind the scenes,
using their personal power to influence others and get things done. Collaborative
leaders need excellent people skills in order to network, build relationships, and
obtain agreement through personal influence. They also are highly proactive and te-
nacious, and they exhibit extreme flexibility to cope with the ambiguity and uncer-
tainty associated with the collaborative role.

Leaders in an advisory role provide guidance and support to other people and
departments in the organization. Advisory leadership roles are found, for example,
in departments such as legal, finance, and human resources. These leaders are
responsible for developing broad organizational capabilities rather than accomplish-
ing specific business results. Advisory leaders need great people skills and the ability
to influence others through communication, knowledge, and personal persuasion. In
addition, leaders in advisory roles need exceptionally high levels of honesty and in-
tegrity to build trust and keep the organization on solid ethical ground.

The Hay Group research findings shed new light on the types of roles leaders fill
in today’s organizations and emphasize that an individual’s strengths can influence
how effective a leader might be in a particular role. Leadership success partly
depends on matching leaders with roles where their strengths can be most effective.

2-3 BEHAVIOR APPROACHES

As suggested in the previous discussion, strengths are not just personal traits but
also patterns of behavior. Rather than looking at an individual’s personal traits,
diverse research programs on leadership behavior have sought to uncover the behav-
iors that effective leaders engage in. Behaviors can be learned more readily than
traits, enabling leadership to be accessible to all.

2-3a Autocratic versus Democratic Behaviors

One study that served as a precursor to the behavior approach recognized autocratic
and democratic leadership styles. An autocratic leader is one who tends to centralize
authority and derive power from position, control of rewards, and coercion. A
democratic leader delegates authority to others, encourages participation, relies on
subordinates’ knowledge for completion of tasks, and depends on subordinate
respect for influence.

The first studies on these leadership behaviors were conducted at the University
of Towa by Kurt Lewin and his associates.”® The research included groups of chil-
dren, each with its own designated adult leader who was instructed to act in either
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NEW LEADER
ACTION MEMO

As a leader, you can
understand the type of
leadership role in which your
strengths would be most
effective and satisfying. You
can pursue an operational,
collaborative, or advisory
leadership role depending on
your natural tendencies.

Collaborative role

a horizontal leadership role
(such as team leader) in
which the leader often
works behind the scenes
and uses personal power to
influence others and get
things done.

Advisory role

a leadership role that pro-
vides advice, guidance, and
support to other people and
departments in the organi-
zation

Autocratic

a leader who tends to cen-
tralize authority and derive
power from position, control
of rewards, and coercion

Democratic

a leader who delegates
authority to others, encour-
ages participation, relies on
subordinates’ knowledge for
completion of tasks, and
depends on subordinate
respect for influence
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NEW LEADER
ACTION MEMO

As a leader, you can use a
democratic leadership style to
help followers develop
decision-making skills and
perform well without close
supervision. An autocratic style
might be appropriate when
there is time pressure or
followers have low skill levels.

PART 2 RESEARCH PERSPECTIVES ON LEADERSHIP

an autocratic or a democratic style. These experiments produced some interesting
findings. The groups with autocratic leaders performed highly so long as the leader
was present to supervise them. However, group members were displeased with the
close, autocratic style of leadership, and feelings of hostility frequently arose. The
performance of groups who were assigned democratic leaders was almost as good,
and these groups were characterized by positive feelings rather than hostility. In
addition, under the democratic style of leadership, group members performed well
even when the leader was absent. The participative techniques and majority-rule de-
cision making used by the democratic leader trained and involved the group mem-
bers so that they performed well with or without the leader present. These
characteristics of democratic leadership may partly explain why the empowerment
of employees is a popular trend in companies today. This chapter’s Consider This
box presents the notion that democratic leaders may get better results because they
allow followers to feel their own power and worth.

Minimal Leadership

When the Master governs, the people are hardly aware that he [she] exists.

Next best is a leader who is loved.

Next, one who is feared.

The worst is one who is despised.

If you don't trust the people, you make them untrustworthy.

The Master doesn't talk, he [she] acts.

When his [her] work is done, the people say, “Amazing: we did it all by ourselves.”

Source: From Tao Te Ching, translated by S. Mitchell, (New York: Harper Perennial, 1988), p. 17.

This early work implied that leaders were either autocratic or democratic in
their approach. However, further work by Tannenbaum and Schmidt indicated that
leadership behavior could exist on a continuum reflecting different amounts of em-
ployee participation.”” Thus, one leader might be autocratic (boss-centered), another
democratic (subordinate-centered), and a third a mix of the two styles. Exhibit 2.3
illustrates the leadership continuum.

Tannenbaum and Schmidt also suggested that the extent to which leaders should
be boss-centered or subordinate-centered depended on organizational circumstances
and that leaders might adjust their behaviors to fit the circumstances. For example, if
there is time pressure on a leader, or if it takes too long for subordinates to learn how
to make decisions, the leader will tend to use an autocratic style. When subordinates
are able to learn decision-making skills readily, a democratic style can be used. Also,
the greater the skill difference, the more autocratic the leader approach because it is
difficult to bring subordinates up to the leader’s expertise level.>°
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Leadership Continuum

Boss-Centered — Subordinate-Centered
Leadership — Leadership

Use of authority by manager

Area of freedom for subordinates

Manager makes Manager presents Manager presents Manager permits
decision and ideas and invites problem, gets subordinates to
announces it questions suggestions, function within
makes decision limits defined
by superior
Manager “sells” Manager presents Manager defines
decision tentative decision limits, asks
subject to change group to make
decision

Source: Harvard Business Review. An exhibit from Robert Tannenbaum and Warren Schmidt, “How to Choose a Leadership Pat-
tern” (May-June 1973). Copyright 1973 by the president and Fellows of Harvard College.

Jack Hartnett, former president of D. L. Rogers Corporation and franchise
owner of 54 Sonic drive-in restaurants, provides an example of the autocratic lead-
ership style. He tells workers to “do it the way we tell you to do it,” rather than ask-
ing for their input or suggestions.*" The style works well in the fast-food restaurant
business where turnover is typically high and many employees are young and low
skilled. In contrast, Warren Buffett, introduced earlier, is an excellent example of a
democratic leader.

IN THE LEAD

Warren Buffett, Berkshire Hathaway

He is one of the richest people in the world, but Warren Buffett is also considered one of the
warmest, most humble, and most approachable. Each year, Buffett hosts in his hometown of
Omaha, Nebraska, about 160 business students from universities around the world,
answering questions and listening to their ideas.

Within the numerous companies under his leadership, Buffett also emphasizes
communication, mutual trust, respect, and a nurturing work environment. He places a high
value on interacting and collaborating with employees at all levels. He lets the managers of
the various companies run their own show, believing they are the ones who best know how
to do it. Buffett's democratic leadership style is reflected in an excerpt from a memo he sent
to top managers: “Talk to me about what is going on as little or as much as you wish. Each
of you does a first-class job of running your operation with your own individual style and
you don’t need me to help."*?
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NEW LEADER
ACTION MEMO

Discover your leadership
orientation related to
consideration and initiating
structure by completing the
self-assessment exercise in
Leader’s Self-Insight 2.2.

Consideration
the extent to which a leader
is sensitive to subordinates,

respects their ideas and feel-

ings, and establishes mutual
trust

Initiating structure

the extent to which a leader
is task oriented and directs
subordinates’ work activities
toward goal achievement

PART 2 RESEARCH PERSPECTIVES ON LEADERSHIP

The findings about autocratic and democratic leadership in the original Uni-
versity of Iowa studies indicated that leadership behavior had a definite effect on
outcomes such as follower performance and satisfaction. Equally important was
the recognition that effective leadership was reflected in behavior, not simply by
what personality traits a leader possessed. For example, Stephen McDonnell,
founder and CEO of Applegate Farms, believes the best way to get a company
running smoothly is to give everyone access to relevant information, empower
them with the freedom and responsibility to act on it, and then stay out of the
way. McDonnell doesn’t even go into the office most days, although he is a self-
confessed control-freak boss, full of anxiety and obsessed with meeting goals.
He realized that working mostly from home was the best way to protect the com-
pany from his tendency to micromanage.>® This suggests that leaders can adopt
behaviors that are almost in direct opposition to their natural traits when it is
necessary.

2-3b Ohio State Studies

The idea that leadership is reflected in behavior and not just personal traits provided
a focus for subsequent research. One early series of studies on leadership behavior
was conducted at The Ohio State University. Researchers conducted surveys to iden-
tify specific dimensions of leader behavior. Narrowing a list of nearly 2,000 leader
behaviors into a questionnaire containing 150 examples of definitive leader behav-
iors, they developed the Leader Behavior Description Questionnaire (LBDQ) and
administered it to employees.>* Hundreds of employees responded to various exam-
ples according to the degree to which their leaders engaged in the behaviors. The
analysis of ratings resulted in two wide-ranging categories of leader behavior, later
called consideration and initiating structure.

Consideration describes the extent to which a leader cares about subordi-
nates, respects their ideas and feelings, and establishes mutual trust. Showing
appreciation, listening carefully to problems, and seeking input from subordi-
nates regarding important decisions are all examples of consideration
behaviors.

Initiating structure describes the extent to which a leader is task oriented
and directs subordinates’ work activities toward goal achievement. This type
of leader behavior includes directing tasks, getting people to work hard, plan-
ning, providing explicit schedules for work activities, and ruling with an iron
hand.

Although many leaders fall along a continuum that includes both considera-
tion and initiating structure behaviors, these behavior categories are independent
of one another. In other words, a leader can display a high degree of both behav-
ior types or a low degree of both behavior types. Additionally, a leader might
demonstrate high consideration and low initiating structure, or low consideration
and high initiating structure behavior. Research indicates that all four of these
leader style combinations can be effective.*> The following examples describe two
U.S. Marine leaders who display different types of leadership behavior that corre-
late to the comsideration and initiating structure styles. Sometimes these styles

clash.
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Instructions: The following questions ask about your per-
sonal leadership orientation. Each item describes a specific
kind of behavior but does not ask you to judge whether the
behavior is desirable or undesirable.

Read each item carefully. Think about how often you
engage in the behavior described by the item in a work or
school group. Please indicate whether each statement is
Mostly False or Mostly True by checking the answer that best
describes your behavior.

Mostly Mostly
False True

1. | put into operation suggestions
agreed to by the group.

2. |treat everyone in the group with
respect as my equal.

3. | back up what other people in the
group do.

4. | help others with their personal
problems.

5. | bring up how much work should
be accomplished.

6. | help assign people to specific
tasks.

What's Your Leadership Orientation?

7. | frequently suggest ways to fix
problems.

8. | emphasize deadlines and how to
meet them.

Scoring and Interpretation

Consideration behavior score—count the number of checks
for Mostly True for items 1-4. Enter your consideration score
here: .

A higher score (3 or 4) suggests a relatively strong ori-
entation toward consideration behavior by you as a leader. A
low score (2 or less) suggests a relatively weak consideration
orientation.

Initiating structure behavior score—count the number
of checks for Mostly True for items 5-8. Enter your initiating
structure score here: .

A higher score (3 or 4) suggests a relatively strong ori-
entation toward initiating structure behavior by you as a
leader. A low score (2 or less) suggests a relatively weak ori-
entation toward initiating structure behavior.

Source: Sample items adapted from: Edwin A Fleishman ’s Leadership
Opinion Questionnaire. (Copyright 1960, Science Research Associates, Inc.,
Chicago, IL). This version is based on Jon L. Pierce and John W. Newstrom,
Leaders and the Leadership Process: Readings, Self-Assessments & Applica-
tions, 2nd ed. (Boston: Irwin McGraw-Hill, 2000).

Col. Joe D. Dowdy and Maj. Gen. James Mattis, U.S. Marine Corps

Only a few weeks into the war in Irag, Marine Col. Joe D. Dowdy had both accomplished a
grueling military mission and been removed from his command by Maj. Gen. James Mattis.
The complicated and conflicting tales of why Col. Dowdy was dismissed are beyond the scope
of this text, but one issue that came under examination was the differing styles of Col. Dowdy
and Gen. Mattis, as well as the difficult, age-old wartime tension of “men versus mission.”

Gen. Mattis has been referred to as a “warrior monk,” consumed with the study of battle
tactics and a leader whose own battle plans in Iraq were considered brilliant. Gen. Mattis saw
speed as integral to success in the early days of the Iragi war, pushing for regiments to move
quickly to accomplish a mission despite significant risks. For Col. Dowdy, some risks seemed
too high, and he made decisions that delayed his mission but better protected his marines.
Col. Dowdy was beloved by his followers because he was deeply concerned about their
welfare, paid attention to them as individuals, and treated them as equals, going so far as to
decline certain privileges that were available only to officers.

Despite their different styles, both leaders were highly respected by followers. When
asked about Gen. Mattis, Gunnery Sgt. Robert Kane, who has served under both leaders, says
he would certainly “follow him again.” However, when he learned that Col. Dowdy had been
dismissed, Sgt. Kane says he “wanted to go with him. If [he] had said ‘Get your gear, you're
coming with me,’ | would've gone, even if it meant the end of my career.”*®
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Employee-centered

a leadership behavior that
displays a focus on the
human needs of
subordinates

Job-centered

leadership behavior in which
leaders direct activities to-
ward efficiency, cost-cutting,
and scheduling, with an em-
phasis on goals and work
facilitation
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Gen. Mattis might be considered highly task oriented, reflecting an initiating
structure approach, while Col. Dowdy seems more people oriented, reflecting a con-
sideration behavioral style. Whereas Gen. Mattis typically put the mission first,
combined with a concern for the marines under his command, Col. Dowdy typically
put marines first, even though he also gave his all to accomplish the mission.

Additional studies that correlated these two leader behavior types and impact
on subordinates initially demonstrated that “considerate” supervisors had a more
positive impact on subordinate satisfaction than did “structuring” supervisors.>’
For example, when leader effectiveness was defined by voluntary turnover or
amount of grievances filed by subordinates, considerate leaders generated less turn-
over and fewer grievances. But research that utilized performance criteria, such as
group output and productivity, showed initiating structure behavior was rated more
effective. Other studies involving aircraft commanders and university department
heads revealed that leaders rated effective by subordinates exhibited a high level of
both consideration and initiating structure behaviors, whereas leaders rated less
effective displayed low levels of both behavior styles.>®

2-3¢ University of Michigan Studies

Studies at the University of Michigan took a different approach by directly compar-
ing the behavior of effective and ineffective supervisors.*” The effectiveness of lead-
ers was determined by productivity of the subordinate group. Initial field studies
and interviews at various job sites gave way to a questionnaire not unlike the
LBDQ, called the Survey of Organizations.*’

Over time, the Michigan researchers established two types of leadership behav-
ior, each type consisting of two dimensions.*! First, employee-centered leaders dis-
play a focus on the human needs of their subordinates. Leader support and
interaction facilitation are the two underlying dimensions of employee-centered
behavior. This means that in addition to demonstrating support for their subordi-
nates, employee-centered leaders facilitate positive interaction among followers and
seek to minimize conflict. The employee-centered style of leadership roughly corre-
sponds to the Ohio State concept of consideration.

In contrast to the employee-centered leader, the job-centered leader directs activ-
ities toward scheduling, accomplishing tasks, and achieving efficiency. Goal empha-
sis and work facilitation are dimensions of this leadership behavior. By focusing on
reaching task goals and facilitating the structure of tasks, job-centered behavior
approximates that of initiating structure.

However, unlike the consideration and initiating structure styles defined by the
Ohio State studies, Michigan researchers considered employee-centered leadership
and job-centered leadership to be distinct styles in opposition to one another. A
leader is identifiable by behavior characteristic of one or the other style but not
both. Another hallmark of later Michigan studies is the acknowledgment that often
the behaviors of goal emphasis, work facilitation, support, and interaction facilita-
tion can be meaningfully performed by a subordinate’s peers rather than only by the
designated leader. Other people in the group could supply these behaviors, which
enhanced performance.**

In addition, while leadership behavior was demonstrated to affect the perform-
ance and satisfaction of subordinates, performance was also influenced by other fac-
tors related to the situation within which leaders and subordinates worked. The
importance of situation will be explored in the next chapter.

Copyright 2018 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. WCN 02-200-203
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2-3d The Leadership Grid

Blake and Mouton of the University of Texas proposed a two-dimensional leader-
ship theory called the Leadership Grid that builds on the work of the Ohio State and
Michigan studies.** Based on a week-long seminar, researchers rated leaders on a
scale of one to nine according to two criteria: the concern for people and the con-
cern for production. The scores for these criteria are plotted on a grid with an axis
corresponding to each concern. Exhibit 2.4 depicts the two-dimensional model and
five of the seven major leadership styles.

Team management (9,9) is often considered the most effective style and is rec-
ommended because organization members work together to accomplish tasks.
Country club management (1,9) occurs when primary emphasis is given to people
rather than to work outputs. Authority-compliance management (9,1) occurs when
efficiency in operations is the dominant orientation. Middle-of-the-road manage-
ment (5,5) reflects a moderate amount of concern for both people and production.
Impoverished management (1,1) means the absence of a leadership philosophy;
leaders exert little effort toward interpersonal relationships or work accomplish-
ment. Consider these examples:

The Leadership Grid™ Figure

High
1,9 9,9
Country Club Management Team Management
Thoughtful attention to the Work accomplishment is
needs of people for satisfying from committed people;
relationships leads to a com- interdependence through
fortable, friendly organization a “common stake” in
atmosphere and work tempo. organization purpose
leads to relationships of
o trust and respect.
Y
4 5,5
5 Middle-of-the-Road Management
: Adequate organization performance is
§ possible through balancing the necessity
5 to get out work with maintaining morale of
o people at a satisfactory level. Authority-Compliance
Management
Efficiency in operations
Impoverished Management results from arranging
Exertion of minimum effort conditions of work in
to get required work done such a way that human
is appropriate to sustain elements interfere to a
organization membership. minimum degree.
11 9,1
Low

1 2 3 4 5 6 7 8 9

Low Concern for Results High

Source: The Leadership Grid figure from Leadership Dilemma—Grid Solutions by Robert R. Blake and Anne Adams McCanse (for-
merly the Managerial Grid by Robert R. Blake and Jane S. Mouton). Houston: Gulf Publishing Company, p. 29. Copyright 1991
by Scientific Methods, Inc. Reproduced by permission of the owners.
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The Leadership Grid

a two-dimensional leader-
ship model that describes
major leadership styles
based on measuring both
concern for people and con-
cern for production
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Denise Morrison, Campbell Soup Company, and Michael Arrington, TechCrunch

Douglas Conant, former CEO of Campbell Soup Company, met Denise Morrison in 1995
when he was CEO of Nabisco and she cold-called him looking for a job. He found in
Morrison a kindred spirit in terms of leadership style and hired her; she later followed him to
Campbell in 2003—and into the company’s top executive seat eight years later. Like Conant,
Morrison is a strong proponent of empowerment and employee engagement. She has been
referred to as “tough on the issues but tender on people.” Morrison is known to be patient
and supportive, even though she can make difficult operational decisions without letting her
emotions cloud her judgment.

Compare Morrison’s approach to that of Michael Arrington, founder of TechCrunch, the
company that publishes the influential blog of the same name. Arrington started the blog
because he enjoys the research and writing, and he admits he isn't very good at the “people
management” part of his job. “It's hard to be a coach and a player at the same time,
Arrington says. “Plus, I'm moody.” Arrington says his style is to bust down doors and clean up
the mess later. Recognizing his weak point in being a manager of people, Arrington hired
Heather Harde as CEO of the company, which enabled TechCrunch to grow and allowed
Arrington to focus on what he was best at doing. Both Arrington and Harde have since left
the company after public clashes with Arianna Huffington of The Huffington Post**

The leadership of Denise Morrison is characterized by high concern for people
and moderate concern for tasks and production. Michael Arrington, in contrast, is
very high on concern for production and relatively low on concern for people. In
each case, both concerns shown in The Leadership Grid are present, but they are
integrated in different amounts.

2-3e Theories of a “High-High” Leader

The leadership styles described by the researchers at Ohio State, University of Michi-
gan, and University of Texas pertain to variables that roughly correspond to one
another: consideration and initiating structure; employee-centered and job-centered;
concern for people and concern for production. The research into the behavior
approach culminated in two predominate types of leadership behaviors—people-
oriented and task-oriented. Exhibit 2.5 illustrates how the various studies fall within
these two behavior categories and lists some behaviors that are representative of
each type of leadership.

The findings about two underlying dimensions and the possibility of leaders
rated high on both dimensions raise three questions to think about. The first ques-
tion is whether these two dimensions are the most important behaviors of leader-
ship. Certainly, these two behaviors are important. They capture fundamental,
underlying aspects of human behavior that must be considered for organizations to
succeed. One reason why these two dimensions are compelling is that the findings
are based on empirical research, which means that researchers went into the field to
study real leaders across a variety of settings. When independent streams of field
research reach similar conclusions, they probably represent a fundamental theme in
leadership behavior. A review of 50 years of leadership research, for example, iden-
tified task-oriented behavior and people-oriented behavior as primary categories
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Themes of Leader Behavior Research

Examples of Leader Behaviors

Task-Oriented
Behaviors

« Clarify task objectives
and job responsibilities

People-Oriented
Behaviors

* Acknowledge
accomplishments

* Respect people
* Be positive

* Set performance
expectations

« Give time and ¢ Plan use of resources

encouragement

* Show acceptance and
compassion

¢ Coordinate activities

* Check progress and
quality of work

* Display trust * Evaluate performance

Research Studies Leadership Style

Ohio State University Consideration Initiating Structure
Job-Centered

Concern for Production

University of Michigan

Employee-Centered

University of Texas Concern for People

Sources: Based on Marilyn R. Zuckerman and Lewis J. Hatala, Incredibly American: Releasing the Heart of Quality (Milwaukee, WI:
American Society for Quality, 1992), pp. 141-142; and Mark O'Connell, Gary Yukl, and Thomas Taber, “Leader Behavior and LMX:
A Constructive Replication,” Journal of Managerial Psychology 27, no. 2 (2012), pp. 143-154.

related to effective leadership in numerous studies.*> Concern for tasks and concern
for people must be shown toward followers at some reasonable level, either by the
leader or by other people in the system. Although these are not the only important
behaviors, as we will see throughout this book, they certainly require attention.

The second question is whether people orientation and task orientation exist to-
gether in the same leader, and how. The grid theory argues that yes, both are present
when people work with or through others to accomplish an activity. Although lead-
ers may be high on either style, there is considerable belief that the best leaders are
high on both behaviors. Eddy Cue, senior vice president of Internet Software and
Services at Apple and one of CEO Tim Cook’s trusted advisers, provides an example
of a leader who succeeds on both dimensions. Cue is known as a master strategist
and tactician who focuses people on key goals for new product launches, establishes
plans to reach targets, and may even step in to handle tasks himself to get things
done on time. Yet employees also appreciate his softer, people-oriented side. When
the development of the iCloud service wasn’t going well, Cue stayed calm and told
employees he had confidence in them. He’s respected for being easygoing and
friendly and for being willing to make himself vulnerable with employees by openly
admitting mistakes.*®

The third question concerns whether people can actually change themselves into
leaders high on people or task orientation. In the 1950s and 1960s, when the Ohio
State and Michigan studies were underway, the assumption of researchers was that
the behaviors of effective leaders could be emulated by anyone wishing to become
an effective leader. In general it seems that people can indeed learn new leader
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NEW LEADER
ACTION MEMO

As a leader, you can succeed in
a variety of situations by
showing concern for both tasks
and people. People-oriented
behavior is related to higher
follower satisfaction, and task-
oriented behavior is typically
associated with higher
productivity.
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Individualized
leadership

a theory based on the
notion that a leader devel-
ops a unique relationship
with each subordinate or
group member, which
determines how the leader
behaves toward the mem-
ber and how the member
responds to the leader
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behaviors. Although “high-high” leadership is not the only effective style, research-
ers have looked to this kind of leader as a candidate for success in a wide variety of
situations. However, as we will see in Chapter 3, the next generation of leadership
studies refined the understanding of situations to pinpoint more precisely when each
type of leadership behavior is most effective.

2-4 INDIVIDUALIZED LEADERSHIP

Traditional trait and behavior theories assume that a leader adopts a general leader-
ship style that is used with all group members. A more recent approach to leadership
behavior research, individualized leadership, looks instead at the specific relation-
ship between a leader and each individual follower.*” Individualized leadership is
based on the notion that a leader develops a unique relationship with each subordi-
nate or group member, which determines how the leader behaves toward the mem-
ber and how the member responds to the leader. In this view, leadership is a series
of dyads, or a series of two-person interactions. The dyadic view focuses on the con-
cept of exchange, what each party gives to and receives from the other.*®

The first individualized leadership theory was introduced nearly 40 years ago
and has been steadily revised ever since. Exhibit 2.6 illustrates the development of
research in this area. The first stage was the awareness of a relationship between a
leader and each individual rather than between a leader and a group of followers.
The second stage examined specific attributes of the exchange relationship. The

Stages of Development of Individualized Leadership

1. Vertical Dyad Linkage
Leaders’ behaviors and traits have
different effects across followers,
creating in-groups and out-groups.

2. Leader-Member Exchange
Leadership is individualized for each
subordinate. Each dyad involves a
unique exchange independent of
other dyads.

3. Partnership Building
Leaders can reach out to create
a positive exchange with every
subordinate. Doing so increases
performance.

Sources: Based on Fred Danereau, “A Dyadic Approach to Leadership: Creating and Nurturing This Approach Under Fire,” Leader-
ship Quarterly 6, no. 4 (1995), pp. 479-490, and George B. Graen and Mary Uhl-Bien, “Relationship-Based Approach to Leadership:
Development of Leader-Member Exchange (LMX) Theory of Leadership over 25 Years: Applying a Multi-Level, Multi-Domain
Approach,” Leadership Quarterly 6, no. 2 (1995), pp. 219-247.
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third stage explored whether leaders could intentionally develop partnerships with
each group member.

2-4a Vertical Dyad Linkage Model

The vertical dyad linkage (VDL) model argues for the importance of the dyad formed
by a leader with each member of the group. Initial findings indicated that followers
provided very different descriptions of the same leader. For example, some reported
a leader, and their relationship with the leader, as having a high degree of mutual
trust, respect, and obligation. These high-quality relationships might be character-
ized as high on both people and task orientation. Other followers reported a low-
quality relationship with the same leader, such as having a low degree of trust,
respect, and obligation. These followers perceived the leader as being low on impor-
tant leadership behaviors.

Based on these two extreme behavior patterns, subordinates were found to exist
in either an in-group or an out-group in relation to the leader. Exhibit 2.7 delineates
the differences in leader behavior toward in-group versus out-group members. A
recent survey of 17,000 federal employees found that 28 percent believed their own
supervisor had granted advantages to someone based on personal feelings or rela-
tionships, and 53 percent believed such favoritism had influenced the decisions or
actions of other supervisors in their organization.*” Most of us who have had expe-
rience with any kind of group, whether it be a college class, an athletic team, or a
work group, recognize that some leaders may spend a disproportionate amount of
time with certain people and that these “insiders” are often highly trusted and may
obtain special privileges. In the terminology of the VDL model, these people would
be considered to participate in an in-group relationship with the leader, whereas
other members of the group who did not experience a sense of trust and extra con-
sideration would participate in an out-group relationship. In-group members, those
who rated the leader highly, had developed close relationships with the leader and
often became assistants who played key roles in the functioning of the work unit.
Out-group members were not key players in the work unit.

Leader Behavior toward In-Group versus Out-Group Members

In-Group Subordinates Out-Group Subordinates

e Shows little consideration if employee is having
difficulty with a task

e Gives the employee specific directives for
how to accomplish tasks and attain goals

e Shows little interest in employee’s comments
and suggestions

e (riticizes or punishes mistakes

e Assigns primarily routine jobs and monitors
employee closely

e Usually imposes own views
e Focuses on areas of poor performance

Sources: Based on Jean Frangois Manzoni and Jean-Louis Barsoux, “The Set-Up-to-Fail Syndrome,” Harvard Business Review
(March-April 1988), pp. 110-113; and Mark O'Donnell, Gary Yukl, and Thomas Taber, “Leader Behavior and LMX: A Constructive
Replication,” Journal of Management Psychology 27, no. 2 (2012), pp. 143-154.
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Vertical dyad linkage
(VDL) model

a model of individualized
leadership that argues for
the importance of the dyad
formed by a leader with
each member of the group
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NEW LEADER
ACTION MEMO

Answer the questions in
Leader’s Self-Insight 2.3 to
understand how LMX theory
applies to your own work
experience.

NEW LEADER
ACTION MEMO

As a leader, you can build a
positive, individualized
relationship with each follower
to create an equitable work
environment and provide
greater benefits to yourself,

followers, and the organization.

Leader-member
exchange (LMX)
individualized leadership
model that explores how
leader—member relation-
ships develop over time
and how the quality of
exchange relationships
affects outcomes
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Thus, by focusing on the relationship between a leader and each individual, the
VDL research found great variance of leader style and impact within a group of
followers.

2-4b Leader—-Member Exchange

Stage two in the development of the individualized leadership theory explored the
leader-member exchange (LMX) in more detail, discovering that the impact on out-
comes depends on how the LMX process develops over time. Studies evaluating char-
acteristics of the LMX relationship explored such things as communication
frequency, value agreement, characteristics of followers, job satisfaction, performance,
job climate, and commitment. Leaders typically tend to establish in-group exchange
relationships with individuals who have characteristics similar to those of the leader,
such as similarity in background, interests, and values, and with those who demon-
strate a high level of competence and interest in the job. Overall, studies have found
that the quality of the LMX relationship is substantially higher for in-group members.
LMX theory proposes that this higher-quality relationship will lead to higher per-
formance and greater job satisfaction for in-group members, and research in general
supports this idea.’® High-quality LMX relationships have been found to lead to very
positive outcomes for leaders, followers, work units, and the organization. For fol-
lowers, a high-quality exchange relationship may mean more interesting assignments,
greater responsibility and authority, and tangible rewards such as pay increases and
promotions. Leaders and organizations clearly benefit from the increased effort and
initiative of in-group participants to carry out assignments and tasks successfully.

2-4¢ Partnership Building

In this third phase of research, the focus was on whether leaders could develop posi-
tive relationships with a large number of subordinates. Critics of early LMX theory
pointed out the dangers of leaders establishing sharply differentiated in-group and
out-group relationships, in that this may lead to feelings of resentment or even hos-
tility among out-group participants.’" If leaders are perceived to be granting exces-
sive benefits and advantages to in-group members, members of the out-group may
rebel, which can damage the entire organization. Moreover, some studies have
found that leaders tend to categorize employees into in-groups and out-groups as
early as five days into their relationship.>*

Thus, the third phase of research in this area focused on whether leaders could
develop positive relationships with all followers. In this approach, the leader views
each person independently and may treat each one in a different but positive way.
That is, leaders strive to develop a positive relationship with each subordinate, but
the positive relationship will have a different form for each person. For example,
one person might be treated with “consideration” and another with “initiating
structure,” depending on what followers need to feel involved and to succeed.

In the LMX research study, leaders were trained to offer the opportunity for a
high-quality relationship to all group members, and the followers who responded to
the offer dramatically improved their performance. As these relationships matured,
the entire work group became more productive, and the payoffs were tremendous.
Leaders could count on followers to provide the assistance needed for high perform-
ance, and followers participated in and influenced decisions. The implications of this
finding are that true performance and productivity gains can be achieved by having
the leader develop positive relationships one on one with each subordinate.
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LEADER’S SELF-INSIGHT 2.3

Your “LMX” Relationship

Instructions: What was the quality of your leader’s relation- 7. My supervisor championed my case
ship with you? Think back to a job you held and recall your to others in the organization.
feelings toward your leader, or if currently employed use 8. | respected my supervisor's

your supervisor. Please answer whether each of the follow- management competence.

ing items was Mostly False or Mostly True for you.

Scoring and Interpretation
LMX theory is about the quality of a leader’s relationship with
subordinates. If you scored 6 or more Mostly True, your super-

Mostly Mostly
False True

1. lvery much liked my supervisor as a visor clearly had an excellent relationship with you, which is
person. stage two in Exhibit 2.6. You had a successful dyad. If your

2. My supervisor defended my work to supervisor had an equally good relationship with every subor-
people above him if | made a dinate, that is a stage-three level of development (partnership
mistake. building). If you scored 3 or fewer Mostly True, then your

3. The work | did for my supervisor supervisor was probably at level one, perhaps with different
went well beyond what was relationships with subordinates, some or all of which were
required. unsuccessful. What do you think accounted for the quality of

4. | admired my supervisor’s your and other subordinates’ relationships (positive or nega-
professional knowledge and ability. tive) with your supervisor? Discuss with other students to

5. My supervisor was enjoyable to learn why some supervisors have good LMX relationships.
work with.

Source: Based on Robert C. Liden and John M. Maslyn, “Multidimensionality
of Leader-Member Exchange: An Empirical Assessment through Scale
Development,” Journal of Management 24 (1998), pp. 43-72.

6. |applied extra effort to further the
interests of my work group.

2-5 ENTREPRENEURIAL TRAITS AND BEHAVIORS

Another topic of special concern in today’s fast-changing world is what traits en-
courage entrepreneurship. Entrepreneurship refers to initiating a business venture,
organizing the necessary resources, and assuming the associated risks and
rewards.>® An entrepreneur recognizes a viable idea for a business product or service
and carries it out by finding and assembling the necessary resources—money, peo-
ple, machinery, location—to undertake the business venture.

Entrepreneurial leaders display many of the same characteristics as other lead-
ers, but some traits are particularly important for entrepreneurs. Four characteristics
considered highly important to entrepreneurial leaders are the following:**

Vision and dissatisfaction with the present. To start something new requires
that the entrepreneur be dissatisfied with the way things are now and have a
clear vision for how things should be. For example, in the 1970s Bill Gates had
what at the time was a radical vision that software itself was a business, and he
clearly stated his dissatisfaction that it wasn’t. Gates pursued his vision, encap-
sulated in the idea of a computer in every home and on every desk running
Microsoftware. Entrepreneurs are more concerned with innovation, creativity,
and creating new processes than with maintaining the status quo.

Ability to get people on board. Entrepreneurial leaders have to continually
recruit others to join in, support, and add to the vision. Gates made his vision
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for a software business widely known and actively engaged with hardware mak-
ers like IBM to put the vision into action.

Flexibility, openness to feedback, and ability to learn and adapt. No one has all
the answers, and entrepreneurial leaders must be willing to listen, learn, and
adapt. Clara Shih, who started Hearsay Social, a platform that helps large com-
panies manage their employees’ presence on social media sites, worked hard not
only to raise millions in financing but to gain the support of Facebook COO
Sheryl Sandberg as a mentor to help her learn and adapt to changes in the
industry.”’

Persistence and execution. Entrepreneurial leaders are tenacious in pursuit of
the vision and take active steps in the here and now to bring the future to life. If
one thing doesn’t work out, they try another. They are typically highly self-
motivated and are willing to stretch themselves and take risks to achieve the
vision.

For some leaders, entrepreneurial traits come naturally, but many people can
develop these characteristics, as with other leadership qualities. Entrepreneurial
leaders start new companies, as Bill Gates did with Microsoft and Clara Shih did
with Hearsay Social, but they also exist within established organizations. These
leaders take risks to create novel solutions to competitive challenges confronting a
business, especially the development or enhancement of products and services.
Entrepreneurial leadership is a source of innovation and change for established
companies.

LEADERSHIP ESSENTIALS

The point of this chapter is to understand the importance of traits and behaviors
in the development of leadership theory and research. Some traits associated
with effective leadership include optimism, self-confidence, honesty, and drive.
A large number of personal traits and abilities have been associated with suc-
cessful leaders, but traits themselves are not sufficient to guarantee effective
leadership.

Natural traits and behavior patterns can be developed into strengths. It is im-
portant for leaders to recognize their strengths and acknowledge the interde-
pendence that is a key to effective leadership.

Research suggests that different leader strengths might be better suited to differ-
ent types of leadership roles. The chapter describes three types of roles: opera-
tional roles, collaborative roles, and advisory roles. Leaders can be more
effective when they are in positions that best match their natural tendencies.
The behavior approach explored autocratic versus democratic leadership, con-
sideration versus initiating structure, employee-centered versus job-centered
leadership, and concern for people versus concern for production. The theme of
people versus tasks runs through this research, suggesting these are fundamental
behaviors through which leaders meet followers’ needs. There has been some
disagreement in the research about whether a specific leader is either people- or
task oriented or whether one can be both. Today, the consensus is that leaders
can achieve a “high-high” leadership style.

Another approach is the dyad between a leader and each follower. Followers
have different relationships with the leader, and the ability of the leader to
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develop a positive relationship with each follower contributes to team perform-
ance. The LMX theory says that high-quality relationships have a positive out-
come for leaders, followers, work units, and the organization. Leaders can
attempt to build individualized relationships with each person as a way to meet
needs for both consideration and structure.

The historical development of leadership theory presented in this chapter
introduces some important ideas about leadership. Although certain personal
traits and abilities indicate a greater likelihood for success in a leadership
role, they are not in themselves sufficient to guarantee effective leadership.
Behaviors are equally significant. Therefore, the style of leadership demon-
strated by an individual greatly determines the outcome of the leadership
endeavor. Often, a combination of behavioral styles is most effective.
To wunderstand the effects of leadership on outcomes, the specific
relationship behavior between a leader and each follower is also an important
consideration.

Entrepreneurial leadership is of great concern in today’s turbulent environment
because entrepreneurial leadership is an important source of innovation and
change. Entrepreneurial leaders take risks to bring new organizations into being
or create novel solutions to competitive challenges confronting existing organi-
zations.

DISCUSSION QUESTIONS

1. Why is it important for leaders to know their strengths? Do you think leaders should
spend equal time learning about their weak points?

2. Suggest some personal traits of leaders you have known. What traits do you believe are
most valuable? Why?

3. The chapter suggests that optimism is an important trait for a leader, yet some employees
complain that optimistic leaders create significant stress because they don’t anticipate
problems and expect their subordinates to meet unreasonable goals. Do you agree?
Why?

4. What is the difference between trait theories and behavioral theories of leadership?

5. Would you feel most comfortable using a “consideration” or an “‘initiating-structure”
leadership style? Discuss the reasons for your answer.

6. The vertical dyad linkage model suggests that followers respond individually to the
leader. If this is so, what advice would you give leaders about displaying people-oriented
versus task-oriented behavior?

7. Does it make sense to you that a leader should develop an individualized relationship
with each follower? Explain advantages and disadvantages to this approach.

8. Why would subordinates under a democratic leader perform better in the leader’s
absence than would subordinates under an autocratic leader?

9. Why is an entrepreneurial leader important to an organization? How is this role different
from other leader roles?

10. Pick three traits from the list in Exhibit 2.1 that you think would be most valuable for a
leader in an operational role. Pick three that you think would be most valuable for a
leader in a collaborative role. Explain your choices.
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LEADERSHIP AT WORK

Your Ideal Leader Traits

Spend some time thinking about someone you believe is an ideal leader. For the first part of

the exercise, select an ideal leader you have heard about whom you don’t personally know. It

could be someone like Mother Teresa, Martin Luther King, Abraham Lincoln, or any

national or international figure that you admire. Write the person’s name here:
. Now, in the space below, write down three things you admire about the per-

son, such as what he or she did or the qualities that person possesses.

For the second part of the exercise, select an ideal leader whom you know personally.
This can be anyone from your life experiences. Write the person’s name here:
Now, in the space below, write down three things you admire about the person, such as What
he or she did or the qualities that person possesses.

The first leader you chose represents something of a projective test based on what you’ve
heard or read. You imagine the leader has the qualities you listed. The deeds and qualities
you listed say more about what you admire than about the actual traits of the leader you
chose. This is something like an inkblot test, and it is important because the traits you assign
to the leader are traits you are aware of, have the potential to develop, and indeed can de-
velop as a leader. The qualities or achievements you listed are an indicator of the traits you
likely will express as you develop into the leader you want to become.

The second leader you chose is someone you know, so it is less of a projective test and
represents traits you have had direct experience with. You know these traits work for you
and likely will become the traits you develop and express as a leader.

What is similar about the traits you listed for the two leaders? Different? Interview
another student in class about traits he or she admires. What do the traits tell you about the
person you are interviewing? What are the common themes in your list and the other stu-
dent’s list of traits? To what extent do you display the same traits as the ones on your list?
Will you develop those traits even more in the future?

LEADERSHIP DEVELOPMENT: CASES FOR ANALYSIS

Consolidated Products

Consolidated Products is a medium-sized manufacturer of consumer products with nonunion-
ized production workers. Ben Samuels was a plant manager for Consolidated Products for
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10 years, and he was very well liked by the employees there. They were grateful for the fitness
center he built for employees, and they enjoyed the social activities sponsored by the plant
several times a year, including company picnics and holiday parties. He knew most of the
workers by name, and he spent part of each day walking around the plant to visit with them
and ask about their families or hobbies.

Ben believed that it was important to treat employees properly so they would have a
sense of loyalty to the company. He tried to avoid any layoffs when production demand was
slack, figuring that the company could not afford to lose skilled workers that are so difficult
to replace. The workers knew that if they had a special problem, Ben would try to help them.
For example, when someone was injured but wanted to continue working, Ben found another
job in the plant that the person could do despite having a disability. Ben believed that if you
treat people right, they would do a good job for you without close supervision or prodding.
Ben applied the same principle to his supervisors, and he mostly left them alone to run their
departments as they saw fit. He did not set objectives and standards for the plant, and he
never asked the supervisors to develop plans for improving productivity and product quality.

Under Ben, the plant had the lowest turnover among the company’s five plants, but the sec-
ond worst record for costs and production levels. When the company was acquired by another
firm, Ben was asked to take early retirement, and Phil Jones was brought in to replace him.

Phil had a growing reputation as a manager who could get things done, and he quickly
began making changes. Costs were cut by trimming a number of activities such as the fitness
center at the plant, company picnics and parties, and the human relations training programs
for supervisors. Phil believed that human relations training was a waste of time; if employees
don’t want to do the work, get rid of them and find somebody else who does.

Supervisors were instructed to establish high performance standards for their depart-
ments and insist that people achieve them. A computer monitoring system was introduced so
that the output of each worker could be checked closely against the standards. Phil told his
supervisors to give any worker who had substandard performance one warning, and then if
performance did not improve within two weeks to fire the person. Phil believed that workers
don’t respect a supervisor who is weak and passive. When Phil observed a worker wasting
time or making a mistake, he would reprimand the person right on the spot to set an example.
Phil also checked closely on the performance of his supervisors. Demanding objectives were
set for each department, and weekly meetings were held with each supervisor to review
department performance. Finally, Phil insisted that supervisors check with him first before
taking any significant actions that deviated from established plans and policies.

As another cost-cutting move, Phil reduced the frequency of equipment maintenance,
which required machines to be idled when they could be productive. Since the machines had a
good record of reliable operation, Phil believed that the current maintenance schedule was ex-
cessive and was cutting into production. Finally, when business was slow for one of the prod-
uct lines, Phil laid off workers rather than finding something else for them to do.

By the end of Phil’s first year as plant manager, production costs were reduced by 20 per-
cent and production output was up by 10 percent. However, three of his seven supervisors left
to take other jobs, and turnover was also high among the machine operators. Some of the
turnover was due to workers who were fired, but competent machine operators were also
quitting, and it was becoming increasingly difficult to find any replacements for them. Finally,
there was increasing talk of unionizing among the workers.*®

QUESTIONS
1. Compare the leadership traits and behaviors of Ben Samuels and Phil Jones.

2. Which leader do you think is more effective? Why? Which leader would you prefer to
work for?

3. If you were Phil Jones’s boss, what would you do now?
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Transition to Leadership

My name is Michael Collins. When I was named Southwest Regional Manager of Creighton
Auto Parts, a major parts sales and service corporation, I saw the transition period before and
immediately following my appointment as an exciting new opportunity. With a degree in
automotive engineering and several years’ experience in parts manufacturing (design and
plant management), I came to the new position with strong industry connections and a keen
eye for trends and product innovation.

During the initial stages of the transition, I met with the outgoing regional manager,
receiving his input about ongoing business issues, how current services tallied with the corpo-
ration’s short- and long-term goals, and what he saw as the strengths and weaknesses of the
various stores and personnel within the region. While some of these meetings took place at
his office, I wanted to avoid the appearance of depending on “the old man” for guidance, so I
scheduled most of our meetings off-site to provide more opportunities for frank discussion
covering procedures, products and services, and individual stakeholders from employees and
board members to suppliers and customers.

In addition, I spent a great deal of time making my own assessments. I knew my com-
pany honeymoon period would be limited. My vision and my implementation program had
to be clear with well-defined strategies. As a first step, [ sent a lengthy e-mail message to all
key players on my new leadership team both as introduction and as a prelude to establishing
my vision and transition program.

I traveled around the region meeting with the store managers on my regional team, as
well as holding informal meetings with front-line employees. In so doing, I was surprised to
tap into the rumor mill and find individuals who were eager to talk openly about their goals,
ideas, opinions, and complaints. My questions to front-line workers, in particular, had both
positive and negative aspects. I questioned them about their length of service, what they liked
most about the company, what areas they thought could be improved, how they rated the cul-
ture—things like that. I discovered that for most of them, this was more than just a job. Many
had worked for the company for a number of years and had a great deal of pride in the com-
pany, as well as a deep sense of responsibility toward their customers.

However, I found this portion of my on-site visits the most intrusive on my time, and in
many cases I regretted the amount of time I spent listening to workers. I wondered if the
advance warning of my visit allowed too much time for people to prepare their answers. I
wondered how many were genuine in their responses and how many were just trying to hold
on to their jobs. Worse, I found myself hostage to those who wanted to rant on and on about
workplace issues, their training, their bosses, even their customers. I talked to a few customers
and didn’t get much from that either. As I proceeded through the on-site visits, I found myself
growing impatient, increasingly checking my watch to see how soon I should leave for the
next appointment on a packed schedule. I admit I expected more from this portion of the
transition than I received. However, once I committed to this, I felt obligated to see it
through.

More rewarding was the time spent with the marketing staff exploring customer satisfac-
tion levels. In focusing on customers, I zeroed in on three research areas: customer com-
plaints, area demographics, and the compounding customer—those return customers who
generate additional sales among their friends and family. Why do customers come? What
makes them return? What are their personal “hot buttons”—needs or breaking points in deal-
ing with service industries? Our market research showed large segments of our population in
four areas: under 30, over 60, Hispanics, and women. We also saw an increasing number of
unemployed and under-employed do-it-yourself customers trying to keep the family vehicle
going just a little longer. I personally love analyzing market data.

My question for regional service, sales, and marketing was ‘“how are we reaching and
retaining these segments of the population?” Do advertising, Web sites, direct mailing, cou-
pon campaigns, and other marketing strategies match these demographics? For example, are
we providing and training Spanish-language sales and service experts and consumer
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information? With large segments of young people, senior citizens, the unemployed, and sin-
gle moms, wouldn’t these large segments of the population offer fabulous compounding
opportunities with focused marketing and price breaks?
As I take the reins, I am excited about the marketing challenges and opportunities ahead.
I am an idea guy, a hands-on manager whose ideal is the Renaissance man capable of doing
many things very well. I like to surround myself with similar kinds of people. I generate ideas
and expect follow-up and accountability. The leadership model I embrace sets the bar high
for me and for everyone who works for me. I look forward to injecting a new vision and new
standards of service throughout the region.

QUESTIONS

1.

What do you see as Michael Collins’s leadership traits? Which of these traits do you con-

sider a strength? A weakness? Explain.

. What do you think of Michael Collins’s approach to leading the region? How would you

characterize his people-oriented versus task-oriented style? Why?

How might an understanding of individualized leadership be useful to Collins with
respect to his relationship with marketing versus store personnel?
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YOUR LEADERSHIP CHALLENGE

After reading this chapter, you should be able to:

¢ Understand how leadership is often contingent on people and situations.
* Apply Hersey and Blanchard’s situational theory of leader style to the level of follower readiness.

¢ Apply Fiedler's contingency model to key relationships among leader style, situational favorability,
and group task performance.

Explain the path-goal theory of leadership.

Use the Vroom-Jago model to identify the correct amount of follower participation in specific
decision situations.

Know how to use the power of situational variables to substitute for or neutralize the need for
leadership.
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few hours after being named only the third CEO in Microsoft’s history,

Satya Nadella held a short impromptu town hall Webcast, near the end of

which he said, “If you have to get back to [something] because it’s more
interesting or important, please . . .” The gesture reflects the style of Nadella, who
previously led the company’s cloud and enterprise businesses, as a quiet, humble
leader who emphasizes listening, helpfulness, and collaboration. Previous CEO
Steve Ballmer, in contrast, had a forceful, driven approach to leadership and was
known for his competitiveness and exuberant displays of emotion.! Yet both leaders
have been successful within the same organization.

This example points to what researchers of leader traits and behaviors
eventually discovered: Many different leadership styles can be effective. What, then,
determines the success of a leadership style?

One factor that affects what leadership approach will be most effective is the
situation in which leadership activities occur. Over the years, researchers have

65
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Contingency
a theory meaning one thing
depends on other things

PART 2 RESEARCH PERSPECTIVES ON LEADERSHIP

observed that leaders frequently behave situationally—that is, they adjust their
leadership style depending on a variety of factors in the situations they face. In this
chapter, we discuss the elements of leader, followers, and the situation, and the
impact each has upon the others. We examine several theories that define how
leadership styles, follower attributes, and organizational characteristics fit together
to enable successful leadership. The important point of this chapter is that the most
effective leadership approach depends on many factors. Understanding the contin-
gency approaches can help a leader adapt his or her approach, although it is impor-
tant to recognize that leaders also develop their ability to adapt through experience
and practice.

3-1 THE CONTINGENCY APPROACH

The failure to find universal leader traits or behaviors that would always determine
effective leadership led researchers in a new direction. Although leader behavior was
still examined, the central focus of the new research was the situation in which
leadership occurred. The basic tenet of this focus was that behavior effective in some
circumstances might be ineffective under different conditions. Thus, the effectiveness
of leader behavior is contingent upon organizational situations. Aptly called contin-
gency approaches, these theories explain the relationship between leadership styles
and effectiveness in specific situations.

In Exhibit 3.1, the universalistic approach as described in Chapter 2 is
compared to the contingency approach described in this chapter. In Chapter 2,
researchers were investigating traits or behaviors that could improve performance
and satisfaction in any or all situations. They sought universal leadership traits and
behaviors. Contingency means that one thing depends on other things, and for a
leader to be effective there must be an appropriate fit between the leader’s behavior

Comparing the Universalistic and Contingency Approaches to Leadership

Universalistic Leadership
Approach Traits/Behaviors

Contingency

Outcomes

— = ) .
(Performance, satisfaction, etc.)

Leader

Style
Traits
Behavior

Outcomes

o ~
Approach Position (Performance, satisfaction, etc.)
Needs Task
Maturity Structure
Followers Training Systems Situation

Cohesion Environment
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LEADER’S BOOKSHELF

Shackleton’s Way: Leadership Lessons from the Great
Antarctic Explorer

“Men wanted for hazardous journey.
Small wages. Bitter cold. Long months
of complete darkness. Constant danger.
Safe return doubtful. Honour and rec-
ognition in case of success.”

Would you sign up for this job?
When Sir Ernest Shackleton set out with
a crew of 27 in 1914 with the goal of
crossing the continent of Antarctica on
foot, he probably didn't understand
how utterly true the wording of his ad
would turn out to be. His boat, the
Endurance, never even touched land
but became stuck in ice in the Weddell
Sea for months and eventually sank.
The men were left drifting on ice floes
1,200 miles from civilization, in danger-
ous cold, with only three lifeboats and
limited provisions. They must have
been terrified, and things didn't get
much better for almost two long, brutal
years. But, amazingly, every member of
Shackleton’s crew survived.

Margot Morrell and Stephanie Cap-
parell analyzed the diaries of Shackleton
and crew members to understand
what brand of leadership enabled their
survival through severe cold, isolation,
near starvation, life-threatening storms,
and all manner of other hardships. Their
book tells a fascinating and inspiring
adventure story but also offers lessons
for today’s leaders about how to lead in
a situation of great stress and hardship.

LESSONS FOR LEADING IN TOUGH
TIMES

Shackleton’s team eventually made it
to a small island and waited while

Shackleton and a few members took a
small boat 800 miles over treacherous
seas to a whaling station, and then
Shackleton took a ship back to rescue
the others. Here are some tips from
Shackleton’s handling of the crew that
apply to leading through any tough
situation.

« Step up immediately. After they
abandoned the sinking ship, Shackle-
ton encouraged people with a sim-
ple speech that acknowledged the
dangers but expressed optimism
and made clear that he was in
charge and he would lead them
through this. “Optimism is true moral
courage,” Shackleton is quoted as
saying. By expressing optimism,
Shackleton reminded crew members
of the faith he had in each of them.

« Keep fairness in mind always.
Shackleton placed great value on
every member of the crew, and he
gained their admiration and respect
by his fair, consistent, and egalitarian
treatment of them. Each member
was expected to do any job on the
ship. One high-ranking crew mem-
ber wrote: “[Slcrubbing the floors . . .
humbles one and knocks out of one
any last remnants of false pride that
one may have left in one and for this
reason | do it voluntarily.”

« Let everyone contribute to success.
When disaster struck, Shackleton
knew the various tasks that had to
be performed if the group were to
survive, and he made sure everyone

by Margot Morrell and Stephanie Capparell

had assignments that let them
contribute to the solution to their
dire predicament. To keep spirits
high, he used humor and other
diversions (one of the few items he
rescued from the sinking ship was a
banjo). He took the most difficult
people into his own tent to win
their support and prevent them
from infecting the rest of the crew
with discouragement.

ADAPTABILITY MAKES IT POSSIBLE
Shackleton always looked ahead and
kept his eye on the big picture, which
enabled him to quickly change course
in the face of the unexpected. Commu-
nication, especially by listening, helped
him see when a new course of action
might be needed. Just before the Endur-
ance sailed, he fired the cook and three
crew members because he learned
through listening and observation that
they could damage the morale and
effectiveness of the crew. “Shackleton’s
optimism was never foolhardy,” the
book points out. He had confidence in
his own abilities and in the abilities of
his crew, and he was able to stay flexible
enough to abandon what wasn't work-
ing and try something new. It's a big
part of the reason the group survived—
and why eight of the crew members
came forward to join Shackleton on his
final expedition some years later.

Source: Shackleton’s Way, by Margot Morrell
and Stephanie Capparell, is published by Viking
Penguin.

and style and the conditions in the situation. A leadership style that works in one sit-
uation might not work in another situation. There is no one best way of leadership.
Contingency means ‘it depends.” Many leaders today look to an early twentieth-
century explorer for inspiration on how to lead through an extreme situation, as
described in this chapter’s Leader’s Bookshelf.

The contingencies most important to leadership as shown in Exhibit 3.1 are the sit-
uation and followers. Research implies that situational variables such as task, structure,
context, and environment are important to leadership style. The nature of followers
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68 PART 2 RESEARCH PERSPECTIVES ON LEADERSHIP

Meta-Categories of Leader Behavior and Four Leader Styles

Low Task-High Relationship High Task-High Relationship
* Participative or supportive style * Coaching toward achievement style
* Provide support and encouragement * Combine task and relationship
¢ Develop followers’ skill and confidence behaviors

¢ Consult followers when making
decisions and solving problems

Low Task-Low Relationship High Task-Low Relationship
* Delegating style * Authoritative style
* Low concern for both tasks and ¢ Plan short-term activities

relationships * Clarify tasks, objectives, and
expectations

* Monitor operations and performance

RELATIONSHIP
BEHAVIOR

Low
Low - TASK BEHAVIOR > High

Sources: Based on Gary Yukl, Angela Gordon, and Tom Taber, “A Hierarchical Taxonomy of Leadership Behavior: Integrating a Half Century of Behavior Research,”
Journal of Leadership and Organization Studies 9, no. 1 (2002), pp. 15-32 and Gary Yukl, “Effective Leadership Behavior: What We Know and What Questions Need
More Attention,” Academy of Management Perspectives (November 2012), pp. 66-81.

has also been identified as a key contingency. Thus, the needs, maturity, and cohesive-
ness of followers make a significant difference to the best style of leadership.

Several models of situational leadership have been developed. The situational
theory of Hersey and Blanchard, the contingency model developed by Fiedler and
his associates, path—goal theory, the Vroom-Jago model of decision participation,
and the substitutes-for-leadership concept will all be described in this chapter. These
contingency approaches seek to delineate the characteristics of situations and fol-
lowers and examine the leadership styles that can be used effectively. Assuming that
a leader can properly diagnose a situation and muster the flexibility to behave
according to the appropriate style, successful outcomes are highly likely.

Two basic leadership behaviors that can be adjusted to address various contin-

NEW LEADER gencies are task bebavior and relationship behavior, introduced in Chapter 2.
ACTION MEMO Research has identified these two meta-categories, or broadly defined behavior

categories, as applicable to leadership in a variety of situations and time periods.>
Complete the questionnaire in A leader can adapt his or her style to be high or low on both task and relationship
I;:::g;oiilfr:gstﬁ:t;:p;gsis behavior. Exhibit 3.2 illustrates the four possible behavior approaches—low task—
on two important categories of high relationship, high task—high relationship, high task-low relationship, and low
leadership behavior. task—low relationship. The exhibit describes typical task and relationship behaviors.

High task behaviors include planning short-term activities, clarifying tasks, objec-
tives, and role expectations, and monitoring operations and performance. High rela-

c°"ti“9f‘“"y tionship behaviors include providing support and recognition, developing followers’
approaches . . . .
a;?;oaches that seek to Skll.IS. and conﬁdepce, and consulting and empowering followers when making
delineate the characteristics decisions and solving problems. Most leaders typically lean toward being stronger
of situations and followers in either task-oriented or relationship-oriented behavior, but most experts suggest
and examine the leadership h bal f f k d £ le i ial for leadershi
Styles that can be used that a balance of concern for tasks and concern for people is crucial for leadership
effectively success over the long term.
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LEADER’S SELF-INSIGHT 3.1

Instructions: The following items describe aspects of leadership
behavior. Assume you are the appointed leader of a student group
and feel the pressure for performance improvements to succeed.
Respond to each item according to the way you would most likely
act in this pressure situation. Indicate whether each item below
is Mostly False or Mostly True for you as a work-group leader.

Mostly
False

Mostly
True

1. I would hold members personally
accountable for their performance.

2. | would assign members to specific
roles and tasks.

3. | would ask the members to work
harder.

4. 1 would check on people to know
how they are doing.

5. | would focus more on execution
than on being pleasant with
members.

6. | would try to make members’ work
more pleasant.

7. | would focus on maintaining a
pleasant atmosphere on the team.

8. | would let members do their work
the way they think best.

9. | would be concerned with people’s
personal feelings and welfare.

10. | would go out of my way to be
helpful to members.

T-P Leadership Questionnaire: An Assessment of Style

Scoring and Interpretation

The T-P Leadership Questionnaire is scored as follows:
Your T score represents task orientation and is the number
of Mostly True answers for questions 1-5. Your P score
represents your people or relationship orientation and is
the number of Mostly True answers for questions 6-10.
A score of 4 or 5 would be considered high for either T
or P. A score of 0 or 1 would be considered low. T =
P=___

Some leaders focus on people needs, leaving task
concerns to followers. Other leaders focus on task details
with the expectation that followers will carry out instruc-
tions. Depending on the situation, both approaches may
be effective. The important issue is the ability to identify
relevant dimensions of the situation and behave accord-
ingly. Through this questionnaire, you can identify your
relative emphasis on the two dimensions of task orienta-
tion (T) and people orientation (P). These are not opposite
approaches, and an individual can rate high or low on
either or both.

What is your leadership orientation? Compare your
results from this assignment to your result from the quiz in
Leader’s Self-Insight 2.2 in Chapter 2. What would you con-
sider an ideal leader situation for your style?

Source: Based on the T-P Leadership Questionnaire as published in
“Toward a Particularistic Approach to Leadership Style: Some Find-
ings,” by T. J. Sergiovanni, R. Metzcus, and L. Burden, American Educa-
tional Research Journal 6, no. 1 (1969), pp. 62-79.

Both Hersey and Blanchard’s situational theory and Fiedler’s contingency

model, discussed in the following sections, use these meta-categories of leadership
behavior but apply them based on different sets of contingencies.

3-2 HERSEY AND BLANCHARD’S SITUATIONAL THEORY

The situational theory developed by Hersey and Blanchard is an interesting extension
of the Leadership Grid outlined in Chapter 2. This approach focuses on the charac-
teristics of followers as the most important element of the situation and conse-
quently of determining effective leader behavior. The point of Hersey and
Blanchard’s theory is that subordinates vary in readiness level. People low in task
readiness, because of little ability or training, or insecurity, need a different leader-
ship style than those who are high in readiness and have good ability, skills, confi-
dence, and willingness to work.*

Situational theory
Hersey and Blanchard's
extension of the Leadership
Grid focusing on the charac-
teristics of followers as the
important element of the
situation, and consequently,
of determining effective
leader behavior
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3-2a Leader Style

According to the situational theory, a leader can adopt one of four leadership styles,
based on a combination of relationship (concern for people) and task (concern for pro-
duction) behavior. The appropriate style depends on the readiness level of followers.
Exhibit 3.3 summarizes the relationship between leader style and follower readi-
ness. The upper part of the exhibit indicates the style of the leader, which is based on
a combination of concern for people and concern for production tasks. The bell-
shaped curve is called a prescriptive curve because it indicates when each style should
be used. The four styles are telling, selling, participating, and delegating. The zelling
style (S1) is a very directive approach that reflects a high concern for tasks and a low
concern for people and relationships, as shown in the exhibit. The leader provides
detailed objectives and explicit instructions about how tasks should be accomplished.
The selling style (S2) is based on a high concern for both relationships and tasks.
With this approach, the leader provides task instruction and personal support, explains

The Situational Model of Leadership

LEADER STYLE

Share ideas Explain

and facilitate decisions

in decision and
provide
opportunity
for
clarification

Provide
Turn over specific
responsibility instructions
for decisions and closely
and supervise
implementation performance

(Supportive Behavior)
~<—— RELATIONSHIP BEHAVIOR —> (HIGH)

(L

o

W) <——  TASK BEHAVIOR ———— > (HIGH)
(Guidance)
FOLLOWER READINESS

HIGH MODERATE LOW

R4 R3 R2 R1
Able and Able but Unable but  Unable and

Willing Unwilling Willing Unwilling
or or or or
Confident Insecure Confident Insecure

Y Y
FOLLOWER LEADER
DIRECTED DIRECTED

Source: Adapted from The Hersey and Blanchard Situational Leadership Model / The Center for Leadership Studies, Inc.
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CHAPTER 3 CONTINGENCY APPROACHES TO LEADERSHIP

decisions, and gives followers a chance to ask questions and gain clarity about work
tasks. The participating style (S3) is characterized by high relationship and low task
behavior. The leader encourages participation, consults with followers, and facilitates
decision making. The fourth style, the delegating style (S4), reflects a low concern for
both tasks and relationships. This leader provides little direction or support because com-
plete responsibility for decisions and their implementation is turned over to followers.

3-2b Follower Readiness

The appropriate style depends on the readiness level of followers, indicated in the
lower part of Exhibit 3.3. R1 represents low readiness and R4 represents high
follower readiness. The essence of Hersey and Blanchard’s situational theory is for
the leader to diagnose a follower’s readiness and select a style that is appropriate for
the readiness level, such as the follower’s degree of education and skills, experience,
self-confidence, and work attitudes.

R1 Low Readiness When one or more followers exhibit very low levels of readiness,
the leader has to use a telling style, telling followers exactly what to do, directing
them in how to do it, and specifying timelines. For example, Phil Hagans owns two
McDonald’s franchises in northeast Houston and gives many young workers their
first job. He uses a telling style regarding everything from how to dress to the correct
way to clean the grill, giving young workers the strong direction they need to de-
velop to higher levels of skill and self-confidence.’

R2 Moderate Readiness A selling leadership style works well when followers lack
some skills or experience for the job but demonstrate confidence, ability, and willing-
ness to learn. With a selling style, the leader gives some direction but also explains deci-
sions and clarifies tasks for followers rather than merely instructing how tasks should
be performed. Sheryl Sandberg uses a selling style as chief operating officer at Face-
book. Many Facebook employees are fresh out of college with little experience, but
they are energetic, enthusiastic, and committed. Sandberg’s style combines decisive
leadership with persuasion and consensus building. She uses logic and data to explain
her decisions, but she also seeks input and feedback from employees. She describes her-
self as a leader who tends to “mentor and demand at the same time.”®

R3 High Readiness A participating style can be effective when followers have the
necessary education, skills, and experience but might be insecure in their abilities
and need some encouragement from the leader. The leader can guide followers’
development and act as a resource for advice and assistance. An example of the
participating style is Eric Brevig, a visual-effects supervisor with Industrial Light and
Magic, who maximizes the creativity of artists and animators by encouraging partic-
ipation. Rather than telling people how to do their jobs, Brevig presents them with a
challenge and works with them to figure out the best way to meet it.”

R4 Very High Readiness The delegating style of leadership can be effectively used
when followers have very high levels of ability, experience, confidence, and willing-
ness to accept responsibility for their own task behavior. The leader provides a
general goal and sufficient authority to do the tasks as followers see fit. Highly edu-
cated professionals such as lawyers, college professors, and social workers would
typically fall into this category. There are followers in almost every organization
who demonstrate very high readiness.

71

NEW LEADER
ACTION MEMO

As a leader, you can tell
followers how to perform their
tasks if they have few skills,
little experience, or low self-
confidence. If followers have
a moderate degree of skill
and show enthusiasm and
willingness to learn, provide
direction but seek followers’
input and explain your
decisions.
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NEW LEADER
ACTION MEMO

As a leader, you can act as a
resource to provide advice and
guidance when followers have
a high level of skill, experience,
and responsibility. Delegate
responsibility for decisions and
their implementation to
followers who have very high
levels of skill and positive
attitudes.

PART 2 RESEARCH PERSPECTIVES ON LEADERSHIP

In summary, the telling style (S1) works best for followers who demonstrate
very low levels of readiness to take responsibility for their own task behavior, the
selling style (S2) is effective for followers with moderate readiness, the participating
style (S3) works well for followers with high readiness, and the delegating style (S4)
is appropriate for followers with very high readiness. In today’s multigenerational
workplace, with people of widely different ages and readiness levels working side by
side, many leaders find that they have to use multiple styles. Aaron Brown super-
vises a team at IBM that includes employees who span four decades in age, have
work experience of between 3 and 30 years, and have varied attitudes, expectations,
and ways of working.® For Brown, getting the best performance out of employees
who differ so widely is as challenging—and as energizing—as coping with today’s
faster, more competitive business landscape.

Hersey and Blanchard’s contingency model focuses only on the characteristics
of followers, not those of the larger situation. The leader should evaluate subordi-
nates and adopt whichever style is needed. Using an inappropriate style can hurt
morale and performance, as illustrated by the following example.

Laura Smith, Yola

When 26-year-old Laura Smith opened a yogurt and coffee shop in Washington, D.C. in 2010,
she thought she had a winning formula with D.C's only fresh yogurt bar. Less than two years
later, Yola closed its doors and Smith was looking for a new career. There were several
reasons Yola didn‘t make it, not least of all the very high rent cost. Yet Smith also
acknowledges that an incorrect leadership style hurt the business.

Smith says that if she could have a “do-over,” she would provide more structure, more
rules, and more boundaries for her employees, something that is needed in a business
where most employees are young and have little work experience. Smith wanted to run
her business by allowing employees to have the freedom to express their personal
creativity, and she hated the idea of “telling grown adults when they can take breaks,
exactly how to slice a scone out of a baking sheet, and exactly how many minutes late
they can be.” However, she soon found that her business became characterized by an
attitude of permissiveness, where many employees showed up late, performed sloppy
work, or did as little as possible while they were on the clock. No one was happy with the
work environment.

Smith realized that her employees needed and even wanted to be told what and how
to do things. “It's the thing | wish | could go back and do over—not because it would have
saved my business but because everyone, myself included, would have been so much
happier,” she says.”

Laura Smith tried to use a selling or participating style because these approaches
fit with her idea of what a “good” leader should be. She failed to realize that many
of her employees were at a low readiness level and needed a telling style, with the
leader providing clear instructions and specific rules regarding activities and work
behavior.

In the Hersey-Blanchard model, leaders can tailor their approach to individual
subordinates, similar to the leader-member exchange theory described in Chapter 2.
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LEADER’S SELF-INSIGHT 3.2

Are You Ready?

Instructions: A leader’s style can be contingent upon the 8. lam involved in “extra-work”
readiness level of followers. Think of yourself working in your activities such as committees.
current or former job. Answer the following questions based 9. | prioritize my work and manage

on how you are on that job. Please answer whether each
item is Mostly False or Mostly True for you in that job.

my time well.

Scoring and Interpretation

In the situational theory of leadership, the higher the
follower's readiness, the more participative and delegat-
ing the leader can be. Give yourself one point for each
Mostly False answer to items 1-3 and one point for
each Mostly True answer to items 4-9. A score of 8-9 points
would suggest a “very high” readiness level. A score of
7-8 points would indicate a “high” readiness level. A score
of 4-6 points would suggest “moderate” readiness, and
0-3 points would indicate “low” readiness. What is the
appropriate leadership style for your readiness level? What
leadership style did your supervisor use with you? What do
you think accounted for your supervisor's style? Discuss
your results with other students to explore which leader-
ship styles are actually used with subordinates who are at
different readiness levels.

Mostly Mostly
False True

1. |typically do the exact work
required of me, nothing more
or less.

2. | am often bored and uninterested
in the tasks | have to perform.

3. | take extended breaks whenever
| can.

4. | have great interest and
enthusiasm for the job.

5. | am recognized as an expert by
colleagues and coworkers.

6. | have a need to perform to the
best of my ability.

7. | have a great deal of relevant
education and experience for
this type of work.

If one follower is at a low readiness level, the leader must be very specific, telling the
employee exactly what to do, how to do it, and when. For a follower high in readi-
ness, the leader provides a general goal and sufficient authority to do the task as the
follower sees fit. Leaders can carefully diagnose the readiness level of followers and
then apply the appropriate style.

NEW LEADER
ACTION MEMO

Answer the questions in

3-3 FIEDLER’S CONTINGENCY MODEL

Fiedler and his associates developed a model that takes not only followers but
other elements of the situation into consideration.'® Although the model is some-
what complicated, the basic idea is simple: Match the leader’s style with the
situation most favorable for his or her success. Fiedler’s contingency model was
designed to enable leaders to diagnose both leadership style and organizational
situation.

3-3a Leadership Style

The cornerstone of Fiedler’s theory is the extent to which the leader’s style is
relationship-oriented or task-oriented. A relationship-oriented leader is concerned
with people. As with the consideration style described in Chapter 2, a relationship-
oriented leader establishes mutual trust and respect and listens to employees’ needs.

Leader's Self-Insight 3.2

to determine your own
readiness level and the style
of leadership that would be
most appropriate for you as
a follower.

Fiedler’s contingency
model

a model designed to diag-
nose whether a leader is
task-oriented or relation-
ship-oriented and match
leader style to the situation
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A task-oriented leader is primarily motivated by task accomplishment. Similar to
the initiating structure style described in Chapter 2, a task-oriented leader provides
clear directions and sets performance standards.

Leadership style was measured with a questionnaire known as the least
preferred coworker (LPC) scale. The LPC scale has a set of 16 bipolar adjectives
along an eight-point scale. Examples of the bipolar adjectives used by Fiedler on the
LPC scale follow:

open guarded
quarrelsome harmonious
efficient inefficient
self-assured hesitant
gloomy cheerful

If the leader describes the least preferred coworker using positive concepts, he
or she is considered relationship-oriented, that is, a leader who cares about and is
sensitive to other people’s feelings. Conversely, if a leader uses negative concepts to
describe the least preferred coworker, he or she is considered task-oriented, that is, a
leader who sees other people in negative terms and places greater value on task
activities than on people.

3-3b Situation

Fiedler’s model presents the leadership situation in terms of three key elements that
can be either favorable or unfavorable to a leader: the quality of leader-member
relations, task structure, and position power.

Leader-member relations refers to group atmosphere and members’ attitudes
toward and acceptance of the leader. When subordinates trust, respect, and have
confidence in the leader, leader-member relations are considered good. When sub-
ordinates distrust, do not respect, and have little confidence in the leader, leader-
member relations are poor.

Task structure refers to the extent to which tasks performed by the group are
defined, involve specific procedures, and have clear, explicit goals. Routine, well-
defined tasks, such as those of assembly-line workers, have a high degree of struc-
ture. Creative, ill-defined tasks, such as research and development or strategic
planning, have a low degree of task structure. When task structure is high, the
situation is considered favorable to the leader; when low, the situation is less
favorable.

Position power is the extent to which the leader has formal authority over sub-
ordinates. Position power is high when the leader has the power to plan and direct
the work of subordinates, evaluate it, and reward or punish them. Position power is
low when the leader has little authority over subordinates and cannot evaluate their
work or reward them. When position power is high, the situation is considered
favorable for the leader; when low, the situation is unfavorable.

When leader—-member relations are good, task structure is high, and position
power is strong, the situation is considered highly favorable to the leader. When
leader—-member relations are poor, task structure is low, and leader position power
is weak, the situation is considered highly unfavorable to the leader. The situation
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EXHIBIT 3.4 Fiedler's Classification: How Leader Style Fits the Situation

Highly Favorable Situation Moderately Favorable Situation Highly Unfavorable Situation

Task-Oriented Leader Relationship-Oriented Leader Task-Oriented Leader
is More Effective is More Effective is More Effective

Source: Based on Fred E. Fiedler, “The Effects of Leadership Training and Experience: A Contingency Model Interpretation,”
Administrative Science Quarterly 17 (1972), p. 455.

would be considered moderately favorable when some of the three elements are high
and others low. That is, a leader might have strong position power but tasks are
unstructured and leader—-member relations are poor. Or, leader-member relations
might be good, but position power is weak and tasks are unstructured. There can be
various levels of moderate favorability based on various combinations of the three
key elements.

3-3¢ Contingency Theory

When Fiedler examined the relationships among leadership style, situational favor-
ability, and group task performance, he found the pattern shown in Exhibit 3.4.
Task-oriented leaders are more effective when the situation is either highly favorable
or highly unfavorable. Relationship-oriented leaders are more effective in situations
of moderate favorability.

The task-oriented leader excels in the highly favorable situation because
everyone gets along, the task is clear, and the leader has power; all that is needed
is for someone to take charge and provide direction. Similarly, if the situation is
highly unfavorable to the leader, a great deal of structure and task direction are
needed. A strong leader defines task structure and can establish authority over
subordinates. Because leader—-member relations are poor anyway, a strong task
orientation will make no difference to the leader’s popularity. Consider how

Sergio Marchionne’s task-oriented leadership style fit the situation he found at
Chrysler.

Sergio Marchionne, Fiat Chrysler Automobiles

The fate of the smallest of the Big Three U.S. automakers rests in the hands of Italian-born
Sergio Marchionne, who rescued Fiat from the brink of collapse a few years ago with his
close attention to detail. Marchionne is a strong task-oriented leader. Rather than settling
into the top-floor executive suite at Chrysler's Auburn Hills, Michigan, headquarters,
Marchionne chose an office in the fourth-floor engineering center. He carries six
smartphones and keeps tabs on the smallest details, down to a faulty door handle on the
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As a leader, you can effectively
use a task-oriented style when
the organizational situation is
either highly unfavorable or
highly favorable to you as a
leader. Use a relationship-
oriented style in situations of
moderate favorability because
human relations skills can
create a positive atmosphere.
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new Dodge Charger. “If you really want to run the business,” he says, “you need to get
involved at this level.”

Marchionne came into a highly unfavorable situation at Chrysler. Like General Motors,
Chrysler had to be rescued by a federal bailout several years ago, and Marchionne took
charge just after the company emerged from bankruptcy and Fiat assumed part ownership.
Sales were slumping, Chrysler's image was tarnished, morale and motivation were low,
costs were high, and operational problems plagued the company. Marchionne became
known at Fiat for working long hours, seven days a week, and he told his top executives at
Chrysler to plan on doing the same for the foreseeable future. He meets with managers
regularly and gives them specific orders for what he wants to see accomplished. Managers
who were committed to staying stuck in the old way of doing things were fired.

Chrysler has been slower to bounce back than GM, but Marchionne's task-oriented
leadership is having a positive effect. Sales are improving, and operational problems have
been brought under control. In addition, Marchionne’s hard-hitting approach has brought a
refreshing energy into the organization, giving employees a greater sense of hope and
motivation."’

Sergio Marchionne’s task-oriented style is appropriate for the difficult situation
he found at Chrysler. Researchers at the University of Chicago looked at CEOs
of companies in turnaround situations—where companies typically have high debt
loads and a need to improve results in a hurry—and found that tough-minded, task-
focused characteristics such as analytical skills, a focus on efficiency, and setting
high standards were more valuable leader qualities than were relationship skills such
as good communication, listening, and teamwork.'?

The relationship-oriented leader performs better in situations of moderate
favorability because human relations skills are important in achieving high group
performance. In these situations, the leader may be moderately well liked, have
some power, and supervise jobs that contain some ambiguity. A leader with good
interpersonal skills can create a positive group atmosphere that will improve rela-
tionships, clarify task structure, and establish position power.

A leader, then, needs to know two things in order to use Fiedler’s contingency
theory. First, the leader should know whether he or she has a relationship- or task-
oriented style. Second, the leader should diagnose the situation and determine
whether leader-member relations, task structure, and position power are favorable
or unfavorable.

An important contribution of Fiedler’s research is that it goes beyond the notion
of leadership styles to try to show how styles fit the situation. Many studies have
been conducted to test Fiedler’s model, and the research in general provides some
support for the model.'> However, Fiedler’s model has also been criticized.'* Using
the LPC score as a measure of relationship- or task-oriented behavior seems simplis-
tic to some researchers, and the weights used to determine situation favorability
seem to have been determined in an arbitrary manner. In addition, some observers
argue that the empirical support for the model is weak because it is based on
correlational results that fail to achieve statistical significance in the majority of
cases. The model also isn’t clear about how the model works over time. For
instance, if a task-oriented leader such as Sergio Marchionne is matched with an
unfavorable situation and is successful, the organizational situation is likely to improve,
thus becoming a situation more appropriate for a relationship-oriented leader.
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Will Marchionne’s task-oriented style continue to be effective under more favorable
circumstances at Chrysler? Can or should he try to shift to a more relationship-oriented
leader style? Fiedler’s model doesn’t address this issue.

Finally, Fiedler’s model and much of the subsequent research fail to consider
medium LPC leaders, who some studies indicate are more effective than either high
or low LPC leaders in a majority of situations.'® Leaders who score in the mid-range
on the LPC scale presumably balance the concern for relationships with a concern
for task achievement more effectively than high or low LPC leaders, making them
more adaptable to a variety of situations.

New research has continued to improve Fiedler’s model, ® and it is still consid-
ered an important contribution to leadership studies. However, its major impact
may have been to stir other researchers to consider situational factors more seri-
ously. A number of other situational theories have been developed in the years since
Fiedler’s original research.

16
L,

3-4 PATH-GOAL THEORY

According to the path-goal theory, the leader’s responsibility is to increase subor-
dinates’ motivation to attain personal and organizational goals.'” As illustrated
in Exhibit 3.5, the leader increases follower motivation by either (1) clarifying the
follower’s path to the rewards that are available or (2) increasing the rewards that
the follower values and desires. Path clarification means that the leader works
with subordinates to help them identify and learn the behaviors that will lead to
successful task accomplishment and organizational rewards. Increasing rewards
means that the leader talks with subordinates to learn which rewards are impor-
tant to them—that is, whether they desire intrinsic rewards from the work itself
or extrinsic rewards such as raises or promotions. The leader’s job is to increase
personal payoffs to subordinates for goal attainment and to make the paths to
these payoffs clear and easy to travel.'®

This model is called a contingency theory because it consists of three sets of
contingencies—leader style, followers and situation, and the rewards to meet fol-
lowers’ needs.'” Whereas the Fiedler theory made the assumption that new leaders
could take over as situations change, in the path-goal theory, leaders change their
behaviors to match the situation.

3-4a Leader Behavior

The path—goal theory suggests a fourfold classification of leader behaviors.?® These
classifications are the types of behavior the leader can adopt and include supportive,
directive, achievement-oriented, and participative styles.

Supportive leadership shows concern for subordinates’ well-being and personal
needs. Leadership behavior is open, friendly, and approachable, and the leader
creates a team climate and treats subordinates as equals. Supportive leadership
is similar to the consideration or people-oriented leadership described earlier.
An example is Jay Goltz, an entrepreneur who owns five small businesses in
Chicago, who has always used supportive leadership. He has loaned money to
employees, guaranteed car loans, helped several employees buy houses, and even
bailed a couple of employees out of jail '
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As a leader, you can increase
follower motivation,
satisfaction, and performance
by adopting a leadership
behavior that will darify the
follower’s path to receiving
available rewards or increase
the availability of rewards the
follower desires.

Path-goal theory

a contingency approach to
leadership in which the
leader’s responsibility is to
increase subordinates’ moti-
vation by clarifying the
behaviors necessary for task
accomplishment and
rewards
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CCThe boss drives
people; the leader
coaches them. The
boss depends on
authority; the
leader on good
will. The boss
inspires fear; the
leader inspires
enthusiasm.??

H. Gordon Selfridge
(1864-1947), founder
of British retailer
Selfridges.
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Leader Roles in the Path-Goal Model

Clarify Path

Increase Rewards

Leader defines what follower Leader learns follower’s needs

must do to attain work outcomes

Leader matches follower’s needs
to rewards if work outcomes are
accomplished

Leader clarifies follower’s
work role

Leader increases value of work
outcomes for follower

Follower has increased knowledge

and confidence to accomplish
outcomes

Follower displays increased
effort and motivation

Organizational work out-
comes are accomplished

Source: Reprinted from Organizational Dynamics, 13 (Winter 1985), Bernard M. Bass, “Leadership: Good, Better, Best,” pp. 26-40,
Copyright 1985, with permission from Elsevier.

Directive leadership tells subordinates exactly what they are supposed to do.
Leader behavior includes planning, making schedules, setting performance goals
and behavior standards, and stressing adherence to rules and regulations. Directive
leadership behavior is similar to the initiating structure or task-oriented leadership
style described earlier.

Participative leadership consults with subordinates about decisions. Leader
behavior includes asking for opinions and suggestions, encouraging participation in
decision making, and meeting with subordinates in their workplaces. The participa-
tive leader encourages group discussion and suggestions, similar to the coaching or
supporting style in the Hersey and Blanchard model.

Achievement-oriented leadership sets clear and challenging goals for subordi-
nates. Leader behavior stresses high-quality performance and improvement over
current performance. Achievement-oriented leaders also show confidence in subor-
dinates and assist them in learning how to achieve high goals.

The four types of leader behavior are not considered ingrained personality traits
as in the earlier trait theories; rather, they reflect types of behavior that every leader
is able to adopt, depending on the situation. Here’s how Alan Robbins, founder of
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Plastic Lumber Company, shifted from a participative to a directive style and got
better results from his employees.

Alan Robbins, Plastic Lumber Company

Alan Robbins started Plastic Lumber Company because he saw a way to both help the
planet and make money by converting plastic milk and soda bottles into fake lumber. He
also had definite ideas about how to run a company. Robbins wanted to be both a boss
and a friend to his employees. His leadership style stressed teamwork and participation, and
Robbins spent a lot of time running ideas by workers on the factory floor. However, he soon
learned that most of his low-skilled workers didn't really want a chance to participate; they
just wanted clear direction and consistent standards so that people knew what was expected
of them.

The degree of freedom Robbins allowed with his participative style actually led to some
serious problems. Some workers were frequently absent or late without calling, showed up
under the influence of alcohol or drugs, and started fights on the factory floor. Letting
employees participate in decision making weakened Robbins's authority in many employees’
eyes. Those who genuinely wanted to do a good job were frustrated by the lack of order
and the fact that some employees seemed to get away with anything.

Even though Robbins had a natural tendency to be a participative leader, he shifted
to a directive leadership style to try to restore some order. With a comprehensive rules
and policy manual, drug testing for all workers, and clear standards of behavior, the work
environment and employee performance at Plastic Lumber improved significantly.””

Alan Robbins had believed his participative style would be appreciated by
employees. However, employee satisfaction increased when he began using a directive
style and specifying what was expected and what behaviors would not be tolerated.
The directive style enabled people to focus on meeting performance standards by
following clear procedures and guidelines. Thus, although Robbins would prefer to
be participative, he realized it was not the best approach for the situation. The Con-
sider This box provides an interesting perspective on the disadvantages of persisting
in a behavior style despite the processes of change.

3-4b Situational Contingencies

The two important situational contingencies in the path-goal theory are (1) the per-
sonal characteristics of group members and (2) the work environment. Personal
characteristics of followers are similar to Hersey and Blanchard’s readiness level
and include such factors as ability, skills, needs, and motivations. For example, if an
employee has a low level of ability or skill, the leader may need to provide addi-
tional training or coaching in order for the worker to improve performance. If a
subordinate is self-centered, the leader may use monetary rewards to motivate him
or her. Subordinates who want or need clear direction and authority require a direc-
tive leader to tell them exactly what to do. Craft workers and professionals, how-
ever, may want more freedom and autonomy and work best under a participative
leadership style.
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The phrase “too much of a good thing” is relevant in leadership. Behavior that becomes over-
bearing can be a disadvantage by ultimately resulting in the opposite of what the individual is
hoping to achieve.

Polarities
All behavior consists of opposites or polarities. If | do anything more and more, over and over,
its polarity will appear. For example, striving to be beautiful makes a person ugly, and trying too
hard to be kind is a form of selfishness.

Any overdetermined behavior produces its opposite:

» An obsession with living suggests worry about dying.
o True simplicity is not easy.

o Is it along time or a short time since we last met?

» The braggart probably feels small and insecure.

o Who would be first ends up last.

Knowing how polarities work, the wise leader does not push to make things happen but
allows a process to unfold on its own.

Source: John Heider, The Tao of Leadership: Leadership Strategies for a New Age (New York: Bantam Books, 1986),
p. 3. Copyright 1985 Humanic Ltd., Atlanta, GA. Used with permission.

The work environment contingencies include the degree of task structure, the
nature of the formal authority system, and the work group itself. The task structure
is similar to the same concept described in Fiedler’s contingency theory; it includes
the extent to which tasks are defined and have explicit job descriptions and work
procedures. The formal authority system includes the amount of legitimate power
used by leaders and the extent to which policies and rules constrain employees’
behavior. Work-group characteristics consist of the educational level of subordi-
nates and the quality of relationships among them.

3-4¢ Use of Rewards

Recall that the leader’s responsibility is to clarify the path to rewards for followers
or to increase the amount or type of rewards to enhance satisfaction and job per-
formance. In some situations, the leader works with subordinates to help them
acquire the skills and confidence needed to perform tasks and achieve rewards
already available. In others, the leader may develop new rewards to meet the specific
needs of subordinates.

Exhibit 3.6 illustrates four examples of how leadership behavior is tailored to
the situation. In the first situation, the subordinate lacks confidence; thus, the sup-
portive leadership style provides the social support with which to encourage the sub-
ordinate to undertake the behavior needed to do the work and receive the rewards.
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EXHIBIT 3.6 Path-Goal Situations and Preferred Leader Behaviors

Situation Leader Behavior Impact on Follower Outcome

Follower lacks Supportive Lgcgi?‘f:\; ‘z;grfl'(dence

self-confidence ’ Leadership *

outcome
P - Directive Clarifies path
mbiguous jo » Leadership to reward Increased
effort;
improved
satisfaction
. and

Lack of job Sets and strives performance

challenge for high goals

Incorrect Participative Clarifies followers’

reward Leadership * needs to change

rewards

In the second situation, the job is ambiguous, and the employee is not performing
effectively. Directive leadership behavior is used to give instructions and clarify the
task so that the follower will know how to accomplish it and receive rewards. In the
third situation, the subordinate is unchallenged by the task; thus, an achievement-
oriented behavior is used to set higher goals. This clarifies the path to rewards for
the employee. In the fourth situation, an incorrect reward is given to a subordinate,
and the participative leadership style is used to change this. By discussing the sub-
ordinate’s needs, the leader is able to identify the correct reward for task accom-
plishment. In all four cases, the outcome of fitting the leadership behavior to the
situation produces greater employee effort by either clarifying how subordinates can
receive rewards or changing the rewards to fit their needs.

Path—goal theorizing can be complex, but much of the research on it has been
encouraging.”” Using the model to specify precise relationships and make exact
predictions about employee outcomes may be difficult, but the four types of leader
behavior and the ideas for fitting them to situational contingencies provide a useful
way for leaders to think about motivating subordinates.

3-5 THE VROOM-JAGO CONTINGENCY MODEL

The Vroom-Jago contingency model shares some basic principles with the previous
models, yet it differs in significant ways as well. This model focuses specifically on
varying degrees of participative leadership and how each level of participation influ-
ences the quality and accountability of decisions. A number of situational factors
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Vroom-Jago
contingency model

a contingency model that
focuses on varying degrees
of participative leadership
and how each level of
participation influences the
quality and accountability of
decisions
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shape the likelihood that either a participative or autocratic approach will produce
the best outcome.

This model starts with the idea that a leader faces a problem that requires a
solution. Decisions to solve the problem might be made by a leader alone or by the
inclusion of a number of followers.

The Vroom-Jago model is very applied, which means that it tells the leader
precisely the correct amount of participation by subordinates to use in making a
particular decision.”* The model has three major components: leader participation
styles, a set of diagnostic questions with which to analyze a decision situation, and a
series of decision rules.

3-5a Leader Participation Styles

The model employs five levels of subordinate participation in decision making, rang-
ing from highly autocratic (leader decides alone) to highly democratic (leader dele-
gates to group), as illustrated in Exhibit 3.7.%° The exhibit shows five decision
styles, starting with the leader making the decision alone (Decide); presenting the
problem to subordinates individually for their suggestions and then making the deci-
sion (Consult Individually); presenting the problem to subordinates as a group,

EXHIBIT 3.7 Five Leader Decision Styles

Source: Reprinted from Organizational Dynamics, 28, no. 4, Victor H. Vroom, “Leadership and the Decision-Making Process,” pp. 82-94, Copyright 2000, with

Decide

You make the
decision alone
and either
announce or
“sell” it to the
group. You may
use your
expertise in
collecting
information
that you deem
relevant to the
problem from
the group or
others.

permission from Elsevier.

Area of Influence by Leader

Consult

Individually
You present the
problem to the
group members
individually, get
their suggestions,
and make the
decision.

Consult Group

You present the
problem to the
group members
in a meeting, get
their
suggestions,
and then make
the decision.

Facilitate

You present the
problem to the

group in a meeting.

You act as
facilitator, defining
the problem to be
solved and the
boundaries within
which the decision
must be made.
Your objective is to
get concurrence on
a decision. Above
all, you take care
to show that your
ideas are not given
any greater weight
than those of
others simply
because of your
position.

Delegate

You permit the group
to make the decision
within prescribed
limits. The group
undertakes the
identification and
diagnosis of the
problem, develops
alternative procedures
for solving it, and
decides on one or
more alternative
solutions. While you
play no direct role in
the group’s
deliberations unless
explicitly asked, your
role is an important
one behind the
scenes, providing
needed resources and
encouragement.
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collectively obtaining their ideas and suggestions, then making the decision (Consult
Group); sharing the problem with subordinates as a group and acting as a facilitator
to help the group arrive at a decision (Facilitate); or delegating the problem and
permitting the group to make the decision within prescribed limits (Delegate). The
five styles fall along a continuum, and the leader should select one depending on the
situation.

3-5b Diagnostic Questions

How does a leader decide which of the five decision styles to use? The appropriate
degree of decision participation depends on a number of situational factors, such as
the required level of decision quality, the level of leader or subordinate expertise,
and the importance of having subordinates commit to the decision. Leaders can ana-
lyze the appropriate degree of participation by answering seven diagnostic questions.

1. Decision significance: How significant is this decision for the project or
organization? If the decision is highly important and a high-quality decision is
needed for the success of the project or organization, the leader has to be actively
involved.

2. Importance of commitment: How important is subordinate commitment to
carrying out the decision? If implementation requires a high level of commitment
to the decision, leaders should involve subordinates in the decision process.

3. Leader expertise: What is the level of the leader’s expertise in relation to the
problem? If the leader does not have a high amount of information, knowledge,
or expertise, the leader should involve subordinates to obtain it.

4. Likelihood of commitment: If the leader were to make the decision alone, would
subordinates have high or low commitment to the decision? If subordinates
typically go along with whatever the leader decides, their involvement in the
decision-making process will be less important.

5. Group support for goals: What is the degree of subordinate support for the
team’s or organization’s objectives at stake in this decision? If subordinates have
low support for the goals of the organization, the leader should not allow the
group to make the decision alone.

6. Goal expertise: What is the level of group members’ knowledge and expertise in
relation to the problem? 1If subordinates have a high level of expertise in relation
to the problem, more responsibility for the decision can be delegated to them.

7. Team competence: How skilled and committed are group members to working
together as a team to solve problems? When subordinates have high skills and
high desire to work together cooperatively to solve problems, more responsibility
for the decision making can be delegated to them.

These questions seem detailed, but considering these seven situational factors can
quickly narrow the options and point to the appropriate level of group participation
in decision making.

3-5¢ Selecting a Decision Style

Further development of the Vroom—Jago model added concern for time constraints
and concern for follower development as explicit criteria for determining the level of
participation. That is, a leader considers the relative importance of time versus fol-
lower development in selecting a decision style. This led to the development of two
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As a leader, you can use the
Vroom-Jago model to
determine the appropriate
amount of follower
participation to use in making
a decision. You can follow the
time-based guidelines when
time is of the essence but use
development-based guidelines
when cultivating followers'
decision-making skills is also
important.
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decision matrixes, a time-based model to be used if time is critical, for example if
the organization is facing a crisis and a decision must be made immediately, and a
development-based model to be used if time and efficiency are less important
criteria than the opportunity to develop the thinking and decision-making skills of
followers.

Consider the example of a small auto parts manufacturer, which owns only one
machine for performing welds on mufflers. If the machine has broken down and
production has come to a standstill, a decision concerning the purchase of a new
machine is critical and has to be made immediately to get the production line mov-
ing again. In this case, a leader would follow the time-based model for selecting
the decision style. However, if the machine is scheduled for routine replacement in
three months, time is not a critical factor. The leader is then free to consider the
importance of involving production workers in the decision making to develop their
skills. Thus, the leader may follow the development-based model because time is not
a critical concern.

Exhibit 3.8 and 3.9 illustrate the two decision matrixes—a timesaving-based
model and an employee development—based model—that enable leaders to adopt a
participation style by answering the diagnostic questions in sequence. Returning to
the example of the welding machine, if the machine has broken down and must be
replaced immediately, the leader would follow the timesaving-based model in
Exhibit 3.8. The leader enters the matrix at the left side, at Problem Statement.
The matrix acts as a funnel as you move left to right, responding to the situational
questions across the top, answering high (H) or low (L) to each one, and avoiding
crossing any horizontal lines.

The first question (decision significance) would be: How significant is this
decision for the project or organization? If the answer is High, the leader proceeds
to importance of commitment: How important is subordinate commitment to carry-
ing out the decision? If the answer is High, the next question pertains to leader
expertise: What is the level of the leader’s expertise in relation to the problem? 1f the
leader’s knowledge and expertise are High, the leader next considers likelihood
of commitment: If the leader were to make the decision alone, how likely is it that
subordinates would be committed to the decision? If there is a high likelihood
that subordinates would be committed, the decision matrix leads directly to the
Decide style of decision making, in which the leader makes the decision alone and
presents it to the group.

As noted earlier, this matrix assumes that time and efficiency are the most im-
portant criteria. However, consider how the selection of a decision style would differ
if the leader had several months to replace the welding machine and considered
follower development of high importance and time of little concern. In this case, the
leader would follow the employee development—driven decision matrix in Exhibit 3.9.
Beginning again at the left side of the matrix: How significant is this decision for
the project or organization? If the answer is High, proceed to importance of com-
mitment: How important is subordinate commitment? If high, the next question
concerns likelihood of commitment (leader expertise is not considered because the
development model is focused on involving subordinates, even if the leader has
knowledge and expertise): If the leader were to make the decision alone, how likely
is it that subordinates would be committed to the decision? If there is a high
likelihood, the leader next considers group support: What is the degree of subordi-
nate support for the team’s or organization’s objectives at stake in this decision?
If the degree of support for goals is low, the leader proceeds directly to the Group

Copyright 2018 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. WCN 02-200-203



CHAPTER 3 CONTINGENCY APPROACHES TO LEADERSHIP 85

Timesaving-Based Model for Determining an Appropriate Decision-Making
Style—Group Problems

1. Decision
Significance?

2. Importance of
Commitment?

3. Leader
Expertise?

4. Likelihood of
Commitment?

5. Group
Support?

6. Group
Expertise?

7. Team
Competence?

ac
1
I
|

Decide

Delegate

Consult (Group)

Facilitate

Consult (Individually)

Facilitate

Consult (Group)

Decide

Facilitate

—AzZzmZm-d>-Ww

Consult (Individually)

Decide
Delegate
Facilitate

Decide

Source: Reprinted from Organizational Dynamics, 28, no. 4, Victor H. Vroom, “Leadership and the Decision-Making Process,”
pp. 82-94, Copyright 2000, with permission from Elsevier.

Consult decision style. However, if the degree of support for goals is high, the leader
then asks: What is the level of group members’ knowledge and expertise in relation
to the problem? An answer of High would take the leader to the question: How skilled
and committed are group members to working together as a team to solve problems?
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Employee Development-Based Model for Determining an Appropriate

Decision-Making Style—Group Problems

1. Decision
Significance?

2. Importance of
Commitment?

3. Leader
Expertise?

4. Likelinood of
Commitment?

5. Group
Support?

6. Group
Expertise?

Delegate

Facilitate

Consult (Group)

Delegate

Facilitate

Consult (Group)
Delegate

Facilitate

Consult (Group)

A zmzm-A>-0

Decide
Delegate

Decide

Source: Victor H. Vroom, “Leadership and the Decision-Making Process,” Organizational Dynamics 28, no. 4 (Spring 2000),
pp. 82-94. This is Vroom'’s adaptation of Tannenbaum and Schmidt's Taxonomy.

An answer of High would lead to the Delegate style, in which the leader allows the
group to make the decision within certain limits.

Note that the timesaving-driven model takes the leader to the first decision
style that preserves decision quality and follower acceptance, whereas the employee
development—driven model takes other considerations into account. It takes less
time to make an autocratic decision (Decide) than to involve subordinates by using
a Facilitate or Delegate style. However, in many cases, time and efficiency are less
important than the opportunity to foster subordinate development. In many of
today’s organizations, where knowledge sharing and widespread participation are
considered critical to organizational success, leaders are placing greater emphasis on
follower development when time is not a critical issue.
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Leaders can quickly learn to use the model to adapt their styles to fit the situa-
tion. However, researchers have also developed a computer-based program that
allows for greater complexity and precision in the Vroom-Jago model and incorpo-
rates the value of time and value of follower development as situational factors
rather than portraying them in separate decision matrixes.

The Vroom-Jago model has been criticized as being less than perfect,*® but it is
useful to decision makers, and the model is supported by research.?” Leaders can
learn to use the model to make timely, high-quality decisions. Let’s try applying the
model to the following problem.

Art Weinstein, Whitlock Manufacturing

When Whitlock Manufacturing won a contract from a large auto manufacturer to produce an
engine to power its flagship sports car, Art Weinstein was thrilled to be selected as project
manager. The engine, of Japanese design and extremely complex, has gotten rave reviews in the
automotive press. This project has dramatically enhanced the reputation of Whitlock Manufacturing,
which was previously known primarily as a producer of outboard engines for marine use.

Weinstein and his team of engineers have taken great pride in their work on the project,
but their excitement was dashed by a recent report of serious engine problems in cars
delivered to customers. Fourteen owners of cars produced during the first month had
experienced engine seizures. Taking quick action, the auto manufacturer suspended sales of the
sports car, halted current production, and notified owners of the current model not to drive the
car. Everyone involved knows this is a disaster. Unless the engine problem is solved quickly,
Whitlock Manufacturing could be exposed to extended litigation. In addition, Whitlock's valued
relationship with one of the world's largest auto manufacturers would probably be lost forever.

As the person most knowledgeable about the engine, Weinstein has spent two weeks
in the field inspecting the seized engines and the auto plant where they were installed.
In addition, he has carefully examined the operations and practices in Whitlock's plant where
the engine is manufactured. Based on this extensive research, Weinstein is convinced that
he knows what the problem is and the best way to solve it. However, his natural inclination
is to involve other team members as much as possible in making decisions and solving
problems. He not only values their input, but he also thinks that by encouraging greater
participation he strengthens the thinking skills of team members, helping them grow and
contribute more to the team and the organization. Therefore, Weinstein chooses to consult
with his team before making his final decision.

The group meets for several hours that afternoon, discussing the problem in detail and
sharing their varied perspectives, including the information Weinstein has gathered during
his research. Following the group session, Weinstein makes his decision. He will present the
decision at the team meeting the following morning, after which testing and correction of
the engine problem will begin.?®

In the Whitlock Manufacturing case, either a timesaving-based or an employee
development-based model can be used to select a decision style. Although timeliness
is important, the leader’s desire to involve subordinates can be considered equally
important. Do you think Weinstein used the correct leader decision style? Let’s
examine the problem using the employee development-based decision tree since
Weinstein is concerned about involving other team members. Moving from left to

Copyright 2018 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. WCN 02-200-203

87



88

Substitute

a situational variable that
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right in Exhibit 3.9, the questions and answers are as follows: How significant is
this decision for the organization? Definitely High. Quality of the decision is of
critical importance. The company’s future may be at stake. How important is sub-
ordinate commitment to carrying out the decision? Also High. The team members
must support and implement Weinstein’s solution. Question 3 (leader expertise) is
not considered in the employee development—driven model, as shown in Exhibit 3.9.
The next question would be If Weinstein makes the decision on his own, will team
members have high or low commitment to it? The answer to this question is prob-
ably also High. Team members respect Weinstein, and they are likely to accept his
analysis of the problem. This leads to the question What is the degree of subordinate
support for the team’s or organization’s objectives at stake in this decision? The
answer, definitely High, leads to the question What is the level of group members’
knowledge and expertise in relation to the problem? The answer to this question is
probably Low, which leads to the Consult Group decision style. Thus, Weinstein
used the style that would be recommended by the Vroom-Jago model.

Now, assume that Weinstein chose to place more emphasis on efficient use of
time than on employee involvement and development. Using the timesaving-based
decision matrix in Exhibit 3.8, answer the questions across the top of the matrix
based on the information just provided (rate Weinstein’s level of expertise in ques-
tion 3 as high). Remember to avoid crossing any horizontal lines. What decision
style is recommended? Is it the same as or different from that recommended by the
employee development-based tree?

3-6 SUBSTITUTES FOR LEADERSHIP

The contingency leadership approaches considered so far have focused on the lead-
er’s style, the followers’ nature, and the situation’s characteristics. The final contin-
gency approach suggests that situational variables can be so powerful that they
actually substitute for or neutralize the need for leadership.?’ This approach outlines
those organizational settings in which task-oriented and people-oriented leadership
styles are unimportant or unnecessary.

Exhibit 3.10 shows the situational variables that tend to substitute for or neu-
tralize leadership characteristics. A substitute for leadership makes the leadership

Substitutes and Neutralizers for Leadership

Task-Oriented People-Oriented

Variable Leadership Leadership
Organizational variables  Group cohesiveness Substitutes for Substitutes for

Formalization Substitutes for No effect on

Inflexibility Neutralizes No effect on

Low position power Neutralizes Neutralizes
Follower characteristics ~ Professionalism Substitutes for Substitutes for

Training/experience Substitutes for No effect on

Low value of rewards Neutralizes Neutralizes
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style unnecessary or redundant. For example, highly educated, professional subordi-
nates who know how to do their tasks do not need a leader who initiates structure
for them and tells them what to do. In addition, long-term education often develops
autonomous, self-motivated individuals. Thus, task-oriented and people-oriented
leadership is substituted by professional education and socialization.*°

Daniel Snyder, owner of the Washington Redskins football team, discovered
that his strong task-oriented approach with his professional, talented coaches was
counterproductive.

Daniel Snyder, Washington Redskins

For many of Daniel Snyder’s 15 or so years as owner of the Washington Redskins, he had a
reputation as a meddlesome, overbearing boss who got in the way of people doing their
jobs. He got involved in every detail of the team, even making big decisions on player
acquisition himself.

But Snyder has proven that leaders can change. “He's stepped back from it,” one insider
says. “And he's having more fun because of it.” Some associates say Snyder finally was able
to step back because he got tired of all the losses the team racked up—and the criticism he
got from fans and the media because of them.

When Snyder started staying in the background, the team seemed to get better. In
2012, the Redskins won their first NFC East division title since 1999, Snyder’s first season as
owner. “| think he deserves a lot of credit,” said former general manager Charley Casserly,
whom Snyder fired in 1999. “He’s allowed them to do their jobs. They've turned the franchise
around and made it a winner again.”*'

At the Washington Redskins, the skills, training, experience, and professional-
ism of coaches substituted for a task-oriented leadership style of the owner and also
made a people-oriented style less important. Daniel Snyder decided to stay on the
sidelines and let his coaches and players make the decisions on the field.

Unlike a substitute, a neutralizer counteracts the leadership style and prevents
the leader from displaying certain behaviors. For example, if a leader is physically
removed from subordinates, the leader’s ability to give directions to subordinates is
greatly reduced. FedEx Office (formerly Kinko’s) provides an example. With numer-
ous locations widely scattered across regions, regional managers have very limited
personal interaction with store managers and employees. Thus, their ability to both
support and direct is neutralized.

Situational variables in Exhibit 3.10 include characteristics of the followers, the
task, and the organization itself. For example, when subordinates are highly profes-
sional, such as research scientists in companies like Merck or Monsanto, both lead-
ership styles are less important. The employees do not need either direction or
support. With respect to task characteristics, highly structured tasks substitute for a
task-oriented style, and a satisfying task substitutes for a people-oriented style.

When a task is highly structured and routine, like auditing cash, the leader
should provide personal consideration and support that is not provided by the task.
Satisfied people don’t need as much consideration. Likewise, with respect to the or-
ganization itself, group cohesiveness substitutes for both leader styles. For example,
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NEW LEADER
ACTION MEMO

As a leader, you can avoid
leadership overkill. Adopt a
style that is complementary to
the organizational situation to
ensure that both task needs
and people needs are met.

Neutralizer

a situational characteristic
that counteracts the leader-
ship style and prevents the
leader from displaying cer-
tain behaviors
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Instructions: Think about your current job or a job you
have held in the past. Please answer whether each of the
following items is Mostly False or Mostly True for you in

Measuring Substitutes for Leadership

9. Itis hard to imagine that anyone
could enjoy performing the tasks |
have performed on my job.

that job.

10. My job satisfaction depends
primarily on the nature of the
tasks and activities | perform.

Mostly Mostly

False True Scoring and Interpretation

1. Because of the nature of the tasks |
perform, there is little doubt about
the best way to do them.

2. My job duties are so simple that
almost anyone could perform them
well after a little instruction.

3. Itis difficult to figure out the best
way to do many of my tasks and

activities.

4. There is really only one correct way
to perform most of the tasks | do.

5. After I've completed a task, | can tell
right away from the results | get
whether | have performed it

correctly.

6. My job is the kind where you can
finish a task and not know if you've
made a mistake or error.

7. Because of the nature of the tasks |

For your task structure score, give yourself one point
for Mostly True answers to items 1, 2, and 4, and for a
Mostly False answer to item 3. This is your score for Task
Structure: __

For your task feedback score, give yourself one point
for Mostly True answers to items 5 and 7, and for a
Mostly False answer to item 6. This is your score for Task
Feedback:

For your intrinsic satisfaction score, score one point for
Mostly True answers to items 8 and 10, and for a Mostly
False answer to item 9. This is your score for Intrinsic Satis-
faction:

A high score (3 or 4) for Task Structure or Task Feed-
back indicates a high potential for those elements to act as a
substitute for task-oriented leadership. A high score (3) for
Intrinsic Satisfaction indicates the potential to be a substitute
for people-oriented leadership. Does your leader adopt a style
that is complementary to the task situation, or is the leader
guilty of leadership overkill? How can you apply this under-
standing to your own actions as a leader?

do, it is easy for me to see when |
have done something exceptionally

well.

8. | get lots of satisfaction from the

work | do.

NEW LEADER
ACTION MEMO

Measure how the task
characteristics of your job or a
job you've held in the past
might act as substitutes for
leadership by answering the
questions in Leader's Self-
Insight 3.3.

20

Source: Based on “Questionnaire Items for the Measurement of Substi-
tutes for Leadership,” Table 2 in Steven Kerr and John M. Jermier, “Substi-
tutes for Leadership: Their Meaning and Measurement,” Organizational
Behavior and Human Performance 22 (1978), pp. 375-403.

the relationship that develops among air traffic controllers and jet fighter pilots is
characterized by high-stress interactions and continuous peer training. This
cohesiveness provides support and direction that substitute for formal leadership.??
Formalized rules and procedures substitute for leader task orientation because the
rules tell people what to do. Physical separation of leader and subordinate neutral-
izes both leadership styles.

The value of the situations described in Exhibit 3.10 is that they help leaders
avoid leadership overkill. Leaders should adopt a style with which to complement
the organizational situation. For example, the work situation for bank tellers pro-
vides a high level of formalization, little flexibility, and a highly structured task. The
head teller should not adopt a task-oriented style because the organization already
provides structure and direction. The head teller should concentrate on a people-
oriented style. In other organizations, if group cohesiveness or previous training
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meets employee social needs, the leader is free to concentrate on task-oriented
behaviors. The leader can adopt a style complementary to the organizational situa-
tion to ensure that both task needs and people needs of followers are met.

Studies have examined how substitutes (the situation) can be designed to have
more impact than leader behaviors on outcomes such as subordinate satisfac-
tion.>*> The impetus behind this research is the idea that substitutes for leadership
can be designed into organizations in ways to complement existing leadership, act
in the absence of leadership, and otherwise provide more comprehensive leader-
ship alternatives. For example, Paul Reeves, a foreman at Harmon Auto Parts,
shared half-days with his subordinates during which they helped him perform his
leader tasks. After Reeves’s promotion to middle management, his group no longer
required a foreman. Followers were trained to act on their own.>* Thus, a situa-
tion in which follower ability and training were highly developed created a substi-
tute for leadership.

The ability to use substitutes to fill leadership “gaps” is often advantageous to
organizations. Indeed, the fundamental assumption of substitutes-for-leadership
researchers is that effective leadership is the ability to recognize and provide the
support and direction not already provided by task, group, and organization.
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NEW LEADER
ACTION MEMO

As a leader, you can use a
people-oriented style when
tasks are highly structured and
followers are bound by formal
rules and procedures. You can
adopt a task-oriented style if
group cohesiveness and
followers" intrinsic job
satisfaction meet their social
and emotional needs.

LEADERSHIP ESSENTIALS

The most important point in this chapter is that situational variables affect
leadership outcomes. The contingency approaches were developed to system-
atically address the relationship between a leader and the organization. The
contingency approaches focus on how the components of leadership style, sub-
ordinate characteristics, and situational elements affect one another. Hersey
and Blanchard’s situational theory, Fiedler’s contingency model, the path—goal
theory, the Vroom-Jago model, and the substitutes-for-leadership concept
each examine how different situations call for different styles of leadership
behavior.

Hersey and Blanchard contend that leaders can adjust their task or relation-
ship style to accommodate the readiness level of their subordinates. According
to Fiedler, leaders can determine whether their leadership style is suitable for
the situation. Task-oriented leaders tend to do better in very favorable or very
unfavorable situations, whereas relationship-oriented leaders do best in situa-
tions of intermediate favorability. The path—goal theory states that leaders can
use a style that appropriately clarifies the path to desired rewards. The
Vroom-Jago model indicates that leaders can choose a participative decision
style based on contingencies such as quality requirement, commitment require-
ment, or the leader’s knowledge and expertise. In addition, concern for time
(the need for a fast decision) versus concern for follower development is taken
into account. Finally, the substitutes-for-leadership concept recommends that
leaders adjust their style to provide resources not otherwise provided in the
organizational situation.

By discerning the characteristics of tasks, subordinates, and organizations, lead-
ers can determine the style that increases the likelihood of successful leadership
outcomes. Therefore, effective leadership depends partly on developing diagnos-
tic skills and being flexible in your leadership behavior.

NEW LEADER
ACTION MEMO

As a leader, you can provide
minimal task direction and
personal support to highly
trained employees; followers’
professionalism and intrinsic
satisfaction substitute for both
task- and people-oriented
leadership.
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DISCUSSION QUESTIONS

1. Consider Fiedler’s theory as illustrated in Exhibit 3.4. How often do you think very favor-
able, intermediate, or very unfavorable situations occur to leaders in real life? Discuss.

2. Do you think leadership style is fixed and unchangeable, or can leaders be flexible and
adaptable with respect to style? Why?

3. Consider the leadership position of the managing partner in a law firm. What task, subordi-
nate, and organizational factors might serve as substitutes for leadership in this situation?

4. Compare Fiedler’s contingency model with the path—goal theory. What are the similar-
ities and differences? Which do you prefer?

5. If you were a first-level supervisor of a team of telemarketers, how would you go about
assessing the readiness level of your subordinates? Do you think most leaders can easily
shift their leadership style to suit the readiness level of followers?

6. Think back to teachers you have had, and identify one each who fits a supportive style,
directive style, participative style, and achievement-oriented style according to the path—
goal theory. Which style did you find most effective? Why?

7. Do you think leaders should decide on a participative style based on the most efficient way
to reach the decision? Should leaders sometimes let people participate for other reasons?

8. Consider the situational characteristics of group cohesiveness, organizational formaliza-
tion, and physical separation. How might each of these substitute for or neutralize task-
oriented or people-oriented leadership? Explain.

LEADERSHIP AT WORK

Task versus Relationship Role Play

You are the new distribution manager for French Grains Bakery. Five drivers who deliver
French Grains baked goods to grocery stores in the metropolitan area report to you. The drivers
are expected to complete the delivery report to keep track of actual deliveries and any changes
that occur. The delivery report is a key element in inventory control and provides the data for
French Grains invoicing of grocery stores. Errors become excessive when drivers fail to com-
plete the report each day, especially when store managers request different inventory when the
driver arrives. As a result, French Grains may not be paid for several loaves of bread a day for
each mistake in the delivery report. The result is lost revenue and poor inventory control.

One of the drivers accounts for about 60 percent of the errors in the delivery reports.
This driver is a nice person and generally reliable, although he is occasionally late for work.
His major problem is that he falls behind in his paperwork. A second driver accounts for
about 30 percent of the errors, and a third driver for about 10 percent of the errors. The other
two drivers turn in virtually error-free delivery reports.

You are a high task-oriented (and low relationship-oriented) leader and have decided to
talk to the drivers about doing a more complete and accurate job with the delivery reports.
Write below exactly how you will go about correcting this problem as a task-oriented leader.
Will you meet with drivers individually or in a group? When and where will you meet with
them? Exactly what will you say, and how will you get them to listen?
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Now adopt the role of a high relationship-oriented (and low task-oriented) leader. Write
below exactly what you will do and say as a relationship-oriented distribution manager. Will
you meet with the drivers individually or in a group? What will you say, and how will you
get them to listen?

In Class: The instructor can ask students to volunteer to play the roles of the distribution
manager and the drivers. A few students can take turns role-playing the distribution manager
in front of the class to show how they would handle the drivers as task- and relationship-
oriented leaders. The instructor can ask other students for feedback on the leader’s effective-
ness and on which approach seems more effective for this situation and why.

Source: Based on K. J. Keleman, J. E. Garcia, and K. J. Lovelace, Management Incidents: Role Plays for Management
Development (Dubuque, IA: Kendall Hunt Publishing Company, 1990), pp. 69-72.

LEADERSHIP DEVELOPMENT: CASES FOR ANALYSIS

Alvis Corporation

Kevin McCarthy is the manager of a production department in Alvis Corporation, a firm that
manufactures office equipment. After reading an article that stressed the benefits of participative
management, Kevin believes that these benefits could be realized in his department if the work-
ers are allowed to participate in making some decisions that affect them. The workers are not
unionized. Kevin selected two decisions for his experiment in participative management.

The first decision involved vacation schedules. Each summer the workers are given two
weeks’ vacation, but no more than two workers can go on vacation at the same time. In prior
years, Kevin made this decision himself. He would first ask the workers to indicate their pre-
ferred dates, and he considered how the work would be affected if different people were out
at the same time. It was important to plan a vacation schedule that would ensure adequate
staffing for all of the essential operations performed by the department. When more than two
workers wanted the same time period and they had similar skills, he usually gave preference
to the workers with the highest productivity.

The second decision involved production standards. Sales had been increasing steadily
over the past few years, and the company recently installed some new equipment to increase
productivity. The new equipment would allow Kevin’s department to produce more with the
same number of workers. The company had a pay incentive system in which workers received
a piece rate for each unit produced above a standard amount. Separate standards existed for
each type of product, based on an industrial engineering study conducted a few years earlier.
Top management wanted to readjust the production standards to reflect the fact that the new
equipment made it possible for the workers to earn more without working any harder. The
savings from higher productivity were needed to help pay for the new equipment.

Kevin called a meeting of his 15 workers an hour before the end of the workday. He
explained that he wanted them to discuss the two issues and make recommendations. Kevin
figured that the workers might be inhibited about participating in the discussion if he were
present, so he left them alone to discuss the issues. Besides, Kevin had an appointment to meet
with the quality control manager. Quality problems had increased after the new equipment
was installed, and the industrial engineers were studying the problem in an attempt to deter-
mine why quality had gotten worse rather than better.

When Kevin returned to his department just at quitting time, he was surprised to learn
that the workers recommended keeping the standards the same. He had assumed they knew
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the pay incentives were no longer fair and would set a higher standard. The spokesman
for the group explained that their base pay had not kept up with inflation and the higher
incentive pay restored their real income to its prior level.

On the vacation issue, the group was deadlocked. Several of the workers wanted to take
their vacations during the same two-week period and could not agree on who should go.
Some workers argued that they should have priority because they had more seniority, whereas
others argued that priority should be based on productivity, as in the past. Since it was quit-
ting time, the group concluded that Kevin would have to resolve the dispute himself. After all,
wasn’t that what he was being paid for?*’

QUESTIONS

1. Analyze this situation using the Hersey—Blanchard model and the Vroom-Jago model.
What do these models suggest as the appropriate leadership or decision style? Explain.

2. Evaluate Kevin McCarthy’s leadership style before and during his experiment in partici-
pative management.

3. If you were Kevin McCarthy, what would you do now? Why?

An Impossible Dream?

What’s wrong with the team? What's wrong with the team? Zequine Mansell’s words
repeated over and over in Allen Block’s head as he boarded the plane from Los Angeles to
Chicago.

Block was responsible for the technical implementation of the new customer relationship
management (CRM) software being installed for western and eastern sales offices in both
cities. The software was badly needed to improve follow-up sales for his company, Exert
Systems. Exert sold exercise equipment to high schools and colleges, as well as to small and
midsized businesses for recreation centers, through a national force of 310 salespeople. The
company’s low prices won a lot of sales; however, follow-up service was uneven, and the new
CRM system promised to resolve those problems with historical data, inquiries, reminders,
and updates going to sales reps daily. The CEO of Exert ordered the CRM system installed
with all possible haste.

Block pulled a yellow pad and pen from the side pocket of his carry-on bag and tossed it
in the seat beside the window, stashed the bag in the overhead compartment, and sat down as
other passengers filed past. In an effort to shut out his thoughts, he closed his eyes and con-
centrated on the muffled voices and low whooshing sound of the air vents. An image
appeared in his mind of his promotion to Mansell’s job when she retired in two years. He
blocked that thought and started doodling on the pad as a way of focusing his thoughts.

He wrote what’s wrong with the team three times and began drawing arrows to circles
bearing the names of his team members: Barry Livingston and Max Wojohowski in Los
Angeles and Bob Finley, Lynne Johnston, and Sally Phillips in Chicago. He marked through
Sally’s name. She had jumped ship recently, taking her less-than-stellar but much-needed
talents with her to another company. It was on a previous LA-Chicago flight that Sally
had pumped him for feedback on her future with Exert. She had informed him that she had
another job offer. She admitted it was less money, but she was feeling under pressure as a
member of the team and she wanted more “quality of life.” Block told Sally bluntly that her
technical expertise, on which he placed top importance, was slightly below that of her peers,
so future promotion was less likely despite her impressive people and team skills.

He wrote “quality of life,” circled it, and then crossed it out and wrote “what the
hell?”” Why should she get quality of life? he mused. I've barely seen my wife and kids since
this project started. Block’s team was under a great deal of pressure, and he had needed
Sally to stick it out. He told her so, but the plane had barely touched down when she went
directly to the office and quit, leaving the team short-handed and too close to deadline to
add another body.
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What'’s wrong with the team? Block furiously scribbled as his thoughts raced: (1) The
deadline is ridiculously short. Mansell had scheduled a 10-week completion deadline for the
new CRM software, including installation and training for both cities.

He was interrupted by the stewardess. “Would you care for a drink, sir?”

“Yes. Just water.”

Block took a sip and continued to write. (2) Thank God for LA. From the outset, Barry
and Max had worked feverishly while avoiding the whining and complaining that seemed to
overwhelm members of the Chicago team. The atmosphere was different. Although the pro-
ject moved forward, meeting deadlines, there appeared to be less stress. The LA guys focused
tirelessly on work, with no families to consider, alternating intense work with joking around.
“Those are my kind of people,” he thought. (3) But there is Chicago, he wrote. Earlier in the
day Sam Matheny from sales had e-mailed, then called Block to tell him the two remaining
members of the Chicago team appeared to be alternating between bickering and avoiding one
another. Apparently this had been going on for some time. What’s with that? Block won-
dered. And why did Sam know and 1 didn’t? So that morning, before his flight, Block had to
make time to call and text both Finley and Johnston. Finley admitted he had overreacted to
Johnston.
“Look, man. I'm tired and stressed out. We’ve been working non-stop. My wife is not

happy.”
“Just get along until this project is completed,” Block ordered.

“When will zhat be?”” Finley asked before hanging up.

Block thought about Mansell’s persistent complaints to him that the team appeared
to have a lack of passion, and she admonished him to “get your people to understand the
urgency of this project.” Her complaints only added to his own stress level. He had long con-
sidered himself the frontrunner for Mansell’s job when she retired in two years. But had his
team ruined that dream? The sense of urgency could be measured now in the level of stress
and the long hours they had all endured. He admitted his team members were unenthusiastic,
but they seemed committed.
Is it too late to turn around and restore the level of teamwork? He tore off the sheet
from the pad, crumpled it in his hand, and stared out the window.

QUESTIONS

1.

How would you characterize Block’s leadership approach (task versus people)? What

approach do you think is correct for this situation? Why?

. What would you do now if you were Block? How might you awaken more enthusiasm

in your team for completing this project on time? Specify the steps you would take.

Mansell in two years? Be specific.

. How would you suggest that Block modify his leadership style if he wants to succeed
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YOUR LEADERSHIP CHALLENGE

After reading this chapter, you should be able to:

¢ Understand the importance of self-awareness and how to recognize your blind spots.

* |dentify major personality dimensions and understand how personality influences leadership and
relationships within organizations.

Clarify your instrumental and end values and recognize how values guide thoughts and behavior.
Define attitudes and explain their relationship to leader behavior.
Explain attributions and recognize how perception affects the leader-follower relationship.

Recognize individual differences in cognitive style and broaden your own thinking style to expand
leadership potential.

Understand how to lead and work with people with varied personality traits.
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ancy Dubec’s first formal leadership job was as head of development at
cable network A&E. Now that she’s CEO of A&E Networks, which
encompasses A&E, Lifetime, HISTORY, FYI and H2, as well as a number

of other divisions, she still applies some of the lessons she learned in that job. “T sud-
denly had eight people reporting to me, and I had to let some of them go,” Dubec
says. Dubec realized she had a natural competitive streak and an instinctive drive to
win and create. She also realized that some people thrive in that type of environment
and some don’t. The ability to look at each person as an individual with different
needs, interests, personalities, skills, and styles helped Dubec rise to the top and have
a big impact at A&E. She thinks building the best team requires a mix of styles and
skills. “IPm a big believer in the idea that people tend to fall into one of three
groups—you’re either a thinker, a doer, or a feeler,” she says, pointing out that the
right balance of the three is essential for high team performance. Dubec says she is
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Self-awareness

being conscious of the inter-

nal aspects of one’s nature,
such as personality traits,
emotions, values, attitudes,

and perceptions, and appre-

ciating how your patterns
affect other people

PART 3 THE PERSONAL SIDE OF LEADERSHIP

more of a doer so she is careful to make sure she has thinkers and feelers on her
team and respects their approaches. “When you put the different kinds of people
together in the right way, that can be very powerful,” she says. “You never want
that out of balance.”"

Leaders’ ability to understand their own personalities and attitudes, as well
as their ability to understand individual differences among employees, can pro-
foundly affect leadership effectiveness. Many of today’s organizations use per-
sonality and other psychometric tests as a way to help people better understand
themselves and relate to one another. In Chapter 2, we examined some traits,
individual qualities, and behaviors that are thought to be consistent with effec-
tive leadership. Chapter 3 examined contingency theories of leadership, which
consider the relationship between leader activities and the situations in which
they occur, including followers and the environment. Clearly, organizational
leadership is both an individual and an organizational phenomenon. In this
chapter, we explore individual differences in more depth and examine how varia-
tions in personality, attitudes, values, and so forth influence the leader—follower
relationship.

We begin by considering the importance of leaders knowing themselves, and
we look at some potential blind spots leaders may have that limit their under-
standing and effectiveness. Next, we examine personality and some leader-related
personality dimensions. Then the chapter considers how values affect leadership
and the ways in which a leader’s attitudes influence behavior. We also explore the
role of perception, discuss attributions, and look at cognitive differences, includ-
ing a discussion of thinking and decision-making styles and the concept of brain
dominance. Finally, the chapter considers a few techniques for working with
different personality types.

4-1 THE SECRET INGREDIENT FOR LEADERSHIP SUCCESS

A survey of 75 members of the Stanford Graduate School of Business’s Advisory
Council revealed the nearly unanimous answer to a question about the most impor-
tant capability for leaders to develop: self-awareness.” Self-awareness means being
aware of the internal aspects of one’s nature, such as personality traits, emotions,
values, attitudes, and perceptions, and appreciating how your patterns affect other
people.

4-1a The Importance of Self-Awareness

Most leadership experts agree that a primary characteristic of effective leaders is
that they know who they are and what they stand for.> When leaders deeply under-
stand themselves, they remain grounded and constant, so that people know what to
expect from them.

Yet being self-aware is easier said than done. When Charlotte Beers, former
chairwoman and CEO of Ogilvy & Mather Worldwide, first became a management
supervisor, she considered herself to be a friendly, approachable, easy-going leader.
She was shocked when a friend told her that one of her colleagues described her
management style as “menacing.” That comment was devastating to Beers because
it was the exact opposite of the way she thought of herself.* Many of us, like Char-
lotte Beers, have blind spots that hinder us from seeing who we really are and the

Copyright 2018 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. WCN 02-200-203



CHAPTER 4 THE LEADER AS AN INDIVIDUAL

effect our patterns of thought and behavior have on others. Beers now conducts
seminars for women leaders, and one thing she tells them is the importance of
clearly understanding themselves. The authors of a recent book profiling high
achievers found that they all shared a similar characteristic:c: When faced with
obstacles and failures, they underwent a ruthless self-examination to challenge
their beliefs, biases, and assumptions.> A careful self-reflection is essential for most
people to recognize their blind spots.

4-1b Leader Blind Spots

Doug Rauch, retired president of Trader Joe’s, almost strangled the life out of his
company as it grew because of his tendency to, as he puts it, “happily microman-
age.” Rauch recognized his zeal to control everything was hurting the company only
when a brave senior buyer pulled him aside and said, “You’re driving us crazy.
You’ve got to back off.” Rauch was surprised, but the comment helped him see his
blind spot. He went to the team and admitted his problem, told them he was a
“recovering controlaholic,” and asked people to give him regular feedback so he
didn’t fall off the wagon.®

Many leaders have blind spots—things they are not aware of or don’t recognize
as problems—that limit their effectiveness and hinder their career success.” One
particularly damaging blind spot is displaying an aggressive, confrontational style,
otherwise known as being a jerk. Lars Dalgaard, founder and former CEO of soft-
ware company SuccessFactors (now part of SAP), says he never realized he acted
like a jerk until a leadership coach helped him see that he ran roughshod over
people’s feelings. The coach helped Dalgaard make a conscious effort to build good
relationships with employees and help others be more emotionally aware as well.
SuccessFactors, which has an official “no jerks rule,” has twice been voted one of
the best places to work in the San Francisco Bay area.®

Stanford professor Robert Sutton argues that jerks not only hurt the people they
work with but also damage organizational performance. Sutton distinguishes
between people who are perpetual jerks and those who only occasionally act that
way. Perpetual jerks are those leaders who bully, humiliate, and emotionally abuse
others, particularly people in less powerful positions.” Even people who aren’t
perpetual jerks can suffer this blind spot. As leaders move up the hierarchy, people
skills become more and more important, and leaders who have succeeded at lower
levels often don’t see that their approach is less effective as they advance in their
careers. Jack Welch, the long-time former CEO of General Electric (GE), had to
learn this lesson. When he was vying for the CEO position, his brashness and blunt
approach almost cost him the job. GE’s board knew Welch could generate profits,
but they needed him to show them that he could act like a CEO, which meant recog-
nizing and toning down his jerk qualities.'”

Another blind spot some leaders have is being too nice. Leaders who are con-
stantly trying to please everyone can’t lead. They often make poor decisions
because they can’t tolerate even a mild degree of conflict."! When asked about her
greatest weakness, Sue Murray, former executive director of the George Founda-
tion, said, “I can be too nice when tough decisions need to be made, which is not
helpful to anyone. It just prolongs the inevitable.”'* Unlike Murray, many “people
pleasers” have a blind spot that prevents them from seeing that they are damaging
their relationships and careers by being overly concerned with what others think
of them.
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NEW LEADER

ACTION MEMO

As a leader, strive for self-
awareness so that you know
who you are and what you
stand for. Undergo ruthless
self-examination and seek
feedback from others to avoid
being derailed by blind spots.

CCThe challenge
for leadership is to
be strong, but not
rude; be kind, but
not weak; be bold,
but not bully; be
thoughtful, but
not lazy; be
humble, but not
timid; be proud,
but not arrogant;
have humor, but
without folly.9?

Jim Rohn (1930-2009),
entrepreneur, author,
and motivational
speaker

Blind spots

characteristics or habits that
people are not aware of or
don't recognize as problems
but which limit their effec-
tiveness and hinder their
career success
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Personality

the set of unseen characteris-
tics and processes that under-
lie a relatively stable pattern
of behavior in response to
ideas, objects, and people in
the environment

Big Five personality
dimensions

five general dimensions that
describe personality: extro-
version, agreeableness, con-
scientiousness, emotional
stability, and openness to
experience
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4-2 PERSONALITY AND LEADERSHIP

When a leader understands himself or herself and overcomes blind spots, it becomes
easier to understand and interact effectively with others. Understanding personality
differences is one aspect of knowing how to maximize your own effectiveness and
that of the people you lead. Personality is the set of unseen characteristics and
processes that underlie a relatively stable pattern of behavior in response to ideas,
objects, or people in the environment. Lois Braverman, CEO of the Ackerman Insti-
tute for the Family, believes understanding and accepting individual personalities
is essential for effective leadership.

Lois Braverman, Ackerman Institute for the Family

If Lois Braverman could ask only a couple of questions to decide whether to hire a job
candidate, one of them would be, “In terms of your personality and temperament, what will you
bring that will be helpful to [this organization]?” Braverman'’s background as a psychotherapist
makes her aware of how people’s personality characteristics, as well as other individual
differences, influence the workplace. She says she learned early on as a leader that her judgment
in hiring could be skewed by “a great conversation.” Someone who is likable and charming
might be fun to interview, but it doesn’‘t necessarily mean they are responsible and trustworthy,
or that they have the personality traits and qualities needed for the job, she points out.

Another leadership benefit Braverman credits to her therapy background is an
understanding that “reality is all about perception.” Conflicts can arise in any organization,
she says, because people genuinely perceive some aspect of the world differently. As a
leader, Braverman helps people “make room for the differences” so that conflicts don't
escalate and damage morale and performance. She also applies the rule to herself. “There's
an administrative reality and there's a front line reality,” she says, “and those realities are
rarely the same.” Making sure everyone feels that “their perception of reality at least has a
chance to be heard” is one of the primary jobs of a leader."?

The following sections discuss personality in more detail. Later in the chapter,
we take a closer look at the topic of perception in connection with leadership.

4-2a A Model of Personality

Most people think of personality in terms of traits. As we discussed in Chapter 2,
researchers have investigated whether any traits stand up to scientific scrutiny,
and we looked at some traits associated with effective leadership. Although
investigators have examined thousands of traits over the years, their findings have
been distilled into five general dimensions that describe personality. These often
are called the Big Five personality dimensions, which describe an individual’s extro-
version, agreeableness, conscientiousness, emotional stability, and openness to
experience.'* Each dimension contains a wide range of specific traits—for exam-
ple, all of the personality traits that you would use to describe a teacher, friend,
or boss could be categorized into one of the Big Five dimensions. These factors
represent a continuum, in that a person may have a low, moderate, or high degree
of each of the dimensions.
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The Big Five Personality Dimensions

Instructions: Each individual’s collection of personality traits is different; it is what makes us unique. But, although each
collection of traits varies, we all share many common traits. The following phrases describe various traits and behaviors.
Rate how accurately each statement describes you, based on a scale of 1 to 5, with 1 being very inaccurate and 5 very
accurate. Describe yourself as you are now, not as you wish to be. There are no right or wrong answers.

1 2 3 4 5
Very Inaccurate Very Accurate

Extroversion Openness to New Experiences

| love large parties. 1 2 3 4 5 | am imaginative. 1 2 3 4 5
| feel comfortable around people. 1 2 3 4 5 | see beauty in many things. 1 2 3 4 5
| talk to a lot of different people at I really like art. 1 2 3 4 5
social gatherings. 1 2 3 4 5 | love to learn new things. 1 2 3 4 5
| like being the center of attention. 1 2 3 4 5 L
Conscientiousness
Neuroticism (Low Emotional Stability) I am systematic and efficient. 1 2 3 4 5
| often feel critical of myself. 1 2 3 4 5 I pay attention to details. T2 3 45
I often envy others. 1 2 3 4 5§ | am always prepared for class. 1 2 3 4 5
| am temperamental. 1 2 3 4 5§ | put things back where they belong. 1 2 3 4 5
| am easily bothered by things. 1 2 3 4 5
Agreeableness
I am kind and sympathetic. 1 2 3 4 5
| have a good word for everyone. 1 2 3 4 5
| never insult people. 1 2 3 4 5
| put others first. 1 2 3 4 5
Which are your most prominent traits? For fun and discussion, compare your responses with those of classmates.

Source: These questions were adapted from a variety of sources.
Extroversion is made up of traits and characteristics that influence behavior in

group settings. Extroversion refers to the degree to which a person is outgoing,

sociable, talkative, and comfortable meeting and talking to new people. Someone low NEW LEADER

on extroversion may come across as quiet, withdrawn, and socially unassertive. This ACTION MEMO

dimension also includes the characteristic of dominance. A person with a high degree
of dominance likes to be in control and have influence over others. These people often
are quite self-confident, seek out positions of authority, and are competitive and asser-
tive. They like to be in charge of others or have responsibility for others. It is obvious
that both dominance and extroversion could be valuable for a leader. However, not
all effective leaders necessarily have a high degree of these characteristics.

For example, many successful top leaders, including Larry Page of Google;
Warren Buffett of Berkshire Hathaway; Brenda Barnes, former CEO of Sara Lee;
and Tim Cook, CEO of Apple, are introverts, people who become drained by social
encounters and need time alone to reflect and recharge their batteries. One study
found that 4 in 10 top executives test out to be introverts.'” Thus, the quality of
extroversion is not as significant as is often presumed. In addition, a high degree of

See where you fall on the Big
Five scale for extroversion,
agreeableness, conscientious-
ness, emotional stability, and
openness to experience by
answering the questions in
Leader’s Self-Insight 4.1.

Extroversion

the degree to which a per-
son is outgoing, sociable,
talkative, and comfortable
meeting and talking to new
people
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Agreeableness

the degree to which a per-
son is able to get along with
others by being good-
natured, cooperative, forgiv-
ing, compassionate, under-
standing, and trusting

Conscientiousness

the degree to which a per-
son is responsible, dependa-
ble, persistent, and
achievement oriented

Emotional stability
the degree to which a per-
son is well adjusted, calm,
and secure

PART 3 THE PERSONAL SIDE OF LEADERSHIP

dominance could even be detrimental to effective leadership if not tempered by other
qualities, such as agreeableness or emotional stability.

Agreeableness refers to the degree to which a person is able to get along with
others by being good-natured, cooperative, forgiving, compassionate, under-
standing, and trusting. A leader who scores high on agreeableness seems warm
and approachable, whereas one who is low on this dimension may seem cold,
distant, and insensitive. Studies show that people who score high on agreeable-
ness are more likely to get jobs and keep them than are less agreeable people.'®
Although there is also some evidence that people who are overly agreeable tend
to be promoted less often and earn less money, the days are over when leaders
can expect to succeed by running roughshod over others and looking out only
for themselves.

Today’s successful leaders are not the tough guys of the past but those men
and women who know how to get people to like and trust them.'” Leaders are mak-
ing a concerted effort to present a friendlier face to employees, the public, and share-
holders after years of headlines exposing white-collar crime, CEO arrogance, and
complaints over exorbitant pay. Lee Raymond, the former CEO of ExxonMobil,
made plenty of money for investors but was described by some shareholders
as “stubborn, self-important, [and] rude.” In contrast, Raymond’s successor, Rex
Tillerson, was publicly thanked at one annual meeting for his “friendliness, humor,
and candor.”"®

The next personality dimension, conscientiousness, refers to the degree to which
a person is responsible, dependable, persistent, and achievement oriented. A consci-
entious person is focused on a few goals, which he or she pursues in a purposeful
way, whereas a less conscientious person tends to be easily distracted and impul-
sive. Recent research suggests that traits of conscientiousness are also more impor-
tant than those of extroversion for effective leadership. A study at the Stanford
Graduate School of Business found a link between how guilty people feel when
they make serious mistakes and how well they perform as leaders.'” Guilt can be a
positive emotion for a leader because it is associated with a heightened sense of
responsibility to others.

Consider former International Monetary Fund leader Dominique Strauss-Kahn,
who was likely on his way to the French presidency before he was arrested in New
York and charged with the sexual assault of a hotel housekeeper, with further
allegations from other women later coming to light.?° Strauss-Kahn displays a low
level of conscientiousness, whereas a leader like Anne Mulcahy, former CEO of
Xerox, reflects a high degree of this characteristic. Mulcahy felt a strong sense of
responsibility to employees and shareholders when she was named CEO of Xerox
in 2001.The company was in a free fall, with the stock price plummeting and its
c