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PREFACE

As this ninth edition of Leadership: Theory and Practice goes to
press, the number of confirmed deaths worldwide from the COVID-
19 pandemic is over 1 million. The horrific nature of this pandemic
has challenged societies on a global scale and highlights for all of us
the importance of understanding how leadership works and the value
of leadership in times of crisis. To that end, this edition is written with
the objective of bridging the gap between the often-simplistic popular
approaches to leadership and the more abstract theoretical
approaches. Like the previous editions, this edition reviews and
analyzes a selected number of leadership theories, giving special
attention to how each theoretical approach can be applied in real-
world organizations. In essence, my purpose is to explore how
leadership theory can inform and direct the way leadership is
practiced.



NEW TO THIS EDITION

First and foremost, this edition includes a new chapter on inclusive
leadership, which examines the nature of inclusive leadership, its
underpinnings, and how it functions. Authored by two scholars in the
areas of diversity and inclusion, Donna Chrobot-Mason and Quinetta
Roberson, the chapter presents definitions, a model, and the latest
research and applications of this emerging approach to leadership.
Underscored in the chapter is how inclusion is an integration of two
factors: (1) an individual’'s connectedness to others and (2) a
person’s uniqueness. Finally, this new chapter provides case studies
and leadership instruments to explore how to practice inclusive
leadership in a variety of contexts.

In addition to the discussion of inclusive leadership in Chapter 12,
this edition includes an expanded analysis of leadership and morality
—the “Hitler Question.” It discusses the perplexing question of
whether the process of leadership is inherently a moral process that
is concerned with the common good or whether it is a neutral
process that is not dependent on promoting the common good.

Another new feature in this edition is the inclusion of a real-world
case study in each chapter. Because it is important to acknowledge
and see real leaders exhibiting the behaviors and concepts behind
the leadership approaches discussed in the text, the third case study
in each chapter profiles a leader that epitomizes the chapter’s
concepts. These new real-world case studies include profiles from
across the globe including a mental health program utilizing
grandmothers in Africa, an Italian energy company, and New
Zealand prime minister Jacinda Ardern. In addition, there are profiles
of leaders responding to crisis including closing a college and
battling COVID-19 on a U.S. aircraft carrier.



This edition retains many special features from previous editions but
has been updated to include new research findings, figures and
tables, and everyday applications for many leadership topics
including leader—-member exchange theory, transformational and
authentic leadership, team leadership, the labyrinth of women’s
leadership, and historical definitions of leadership. In addition, it
includes an expanded look at the relationship between emotional
intelligence and leadership. The format of this edition parallels the
format used in earlier editions. As with previous editions, the overall
goal of Leadership: Theory and Practice is to advance our
understanding of the many different approaches to leadership and
ways to practice it more effectively.



SPECIAL FEATURES

Although this text presents and analyzes a wide range of leadership
research, every attempt has been made to present the material in a
clear, concise, and interesting manner. Reviewers of the book have
consistently commented that clarity is one of its major strengths. In
addition to the writing style, several other features of the book help
make it user-friendly.

e Each chapter follows the same format: It is structured to include
first theory and then practice.

» Every chapter contains a discussion of the strengths and
criticisms of the approach under consideration, and assists
readers in determining the relative merits of each approach.

e Each chapter includes an application section that discusses the
practical aspects of the approach and how it could be used in
today’s organizational settings.

o Three case studies are provided in each chapter to illustrate
common leadership issues and dilemmas. Thought-provoking
questions follow each case study, helping readers to interpret
the case.

* A questionnaire is provided in each of the chapters to help
readers apply the approach to their own leadership style or
setting.

» Figures and tables illustrate the content of the theory and make
the ideas more meaningful.



Through these special features, every effort has been made to make
this text substantive, understandable, and practical.



AUDIENCE

This book provides both an in-depth presentation of leadership
theory and a discussion of how it applies to real-life situations. Thus,
it is intended for undergraduate and graduate classes in
management, leadership studies, business, educational leadership,
public administration, nursing and allied health, social work, criminal
justice, industrial and organizational psychology, communication,
religion, agricultural education, political and military science, and
training and development. It can also be utilized outside of academia
by small and large companies, as well as federal government
agencies, to aid in developing the learner’s leadership skills. It is
particularly well suited as a supplementary text for core
organizational behavior courses or as an overview text within MBA
curricula. This book would also be useful as a text in student
activities, continuing education, in-service training, and other
leadership-development programs.



TEACHING RESOURCES

This text includes an array of instructor teaching materials designed
to save you time and to help you keep students engaged. To learn
more, visit sagepub.com or contact your SAGE representative at

In the electronic edition of the book you have purchased,
there are several icons that reference links (videos, journal
articles) to additional content. Though the electronic edition
links are not live, all content referenced may be accessed at .
This URL is referenced at several points throughout your
electronic edition.



http://sagepub.com/
http://sagepub.com/findmyrep
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1 INTRODUCTION

Leadership is a highly sought-after and highly valued commaodity. In the 25 years since the first edition of
this book was published, the public has become increasingly captivated by the idea of leadership.
People continue to ask themselves and others what makes good leaders. As individuals, they seek
more information on how to become effective leaders. As a result, bookstore shelves are filled with
popular books about leaders and how to be a leader. Many people believe that leadership is a way to
improve their personal, social, and professional lives. Corporations seek those with leadership ability
because they believe these individuals bring special assets to their organizations and, ultimately,
improve the bottom line. Academic institutions throughout the country have responded by offering
programs in leadership studies, including at the master’s and doctoral levels.

In addition, leadership has gained the attention of researchers worldwide. Leadership research is
increasing dramatically, and findings underscore that there is a wide variety of different theoretical
approaches to explain the complexities of the leadership process (e.g., Bass, 2008; Bryman, 1992;
Bryman, Collinson, Grint, Jackson, & UhI-Bien, 2011; Day & Antonakis, 2012; Dinh et al., 2014; J.
Gardner, 1990; W. Gardner et al., 2020; Hickman, 2016; Mumford, 2006; Rost, 1991). Some
researchers conceptualize leadership as a trait or as a behavior, whereas others view leadership from
an information-processing perspective or relational standpoint.

Leadership has been studied using both qualitative and quantitative methods in many contexts,
including small groups, therapeutic groups, and large organizations. In recent years, this research has
included experiments designed to explain how leadership influences follower attitudes and performance
(Podsakoff & Podsakoff, 2019) in hopes of increasing the practical usefulness of leadership research.

Collectively, the research findings on leadership provide a picture of a process that is far more
sophisticated and complex than the often-simplistic view presented in some of the popular books on
leadership.

This book treats leadership as a complex process having multiple dimensions. Based on the research
literature, this text provides an in-depth description and application of many different approaches to
leadership. Our emphasis is on how theory can inform the practice of leadership. In this book, we
describe each theory and then explain how the theory can be used in real situations.



LEADERSHIP DEFINED

There are many ways to finish the sentence “Leadership is . . .” In fact, as Stogdill (1974, p. 7) pointed
out in a review of leadership research, there are almost as many different definitions of leadership as
there are people who have tried to define it. It is much like the words democracy, love, and peace.
Although each of us intuitively knows what we mean by such words, the words can have different
meanings for different people. As Box 1.1 shows, scholars and practitioners have attempted to define
leadership for more than a century without universal consensus.

Box 1.1

The Evolution of Leadership Definitions

While many have a gut-level grasp of what leadership is, putting a definition to the term has
proved to be a challenging endeavor for scholars and practitioners alike. More than a century
has lapsed since leadership became a topic of academic introspection, and definitions have
evolved continuously during that period. These definitions have been influenced by many factors,
from world affairs and politics to the perspectives of the discipline in which the topic is being
studied. In a seminal work, Rost (1991) analyzed materials written from 1900 to 1990, finding
more than 200 different definitions for leadership. His analysis provides a succinct history of how
leadership has been defined through the last century:



1900-1929

Definitions of leadership appearing in the first three decades of the 20th century emphasized
control and centralization of power with a common theme of domination. For example, at a
conference on leadership in 1927, leadership was defined as “the ability to impress the will of the
leader on those led and [to] induce obedience, respect, loyalty, and cooperation” (Moore, 1927,

p. 124).



1930s

In the 1930s, traits became the focus of defining leadership, with an emerging view of leadership
as influence rather than domination. Leadership was also identified as the interaction of an
individual’s specific personality traits with those of a group; it was noted that while the attitudes
and activities of the many may be changed by the one, the many may also influence a leader.



1940s

The group approach came into the forefront in the 1940s with leadership being defined as the
behavior of an individual while involved in directing group activities (Hemphill, 1949). At the same
time, leadership by persuasion was distinguished from “drivership” or leadership by coercion

(Copeland, 1942).



1950s

Three themes dominated leadership definitions during the 1950s:

» continuance of group theory, which framed leadership as what leaders do in groups;

» leadership as a relationship that develops shared goals, which defined leadership based on
behavior of the leader; and

« effectiveness, in which leadership was defined by the ability to influence overall group
effectiveness.



1960s

Although a tumultuous time for world affairs, the 1960s saw harmony among leadership scholars.
The prevailing definition of leadership as behavior that influences people toward shared goals
was underscored by Seeman (1960), who described leadership as “acts by persons which
influence other persons in a shared direction” (p. 53).



1970s

In the 1970s, the group focus gave way to the organizational behavior approach, where
leadership became viewed as “initiating and maintaining groups or organizations to accomplish
group or organizational goals” (Rost, 1991, p. 59). Burns’s (1978) definition, however, was the
most important concept of leadership to emerge: “Leadership is the reciprocal process of
mobilizing by persons with certain motives and values, various economic, political, and other
resources, in a context of competition and conflict, in order to realize goals independently or
mutually held by both leaders and followers” (p. 425).



1980s

The 1980s exploded with scholarly and popular works on the nature of leadership, bringing the
topic to the apex of the academic and public consciousness. As a result, the number of
definitions for leadership became a prolific stew with several persevering themes:

* Do as the leader wishes. Leadership definitions still predominantly delivered the message
that leadership is getting followers to do what the leader wants done.

« Influence. Probably the most often used word in leadership definitions of the 1980s,
influence was examined from every angle. To distinguish leadership from management,
however, scholars insisted that leadership is noncoercive influence.

 Traits. Spurred by the national best seller In Search of Excellence (Peters & Waterman,
1982), the leadership-as-excellence movement brought leader traits back to the spotlight. As
a result, many people’s understanding of leadership is based on a trait orientation.

o Transformation. Burns (1978) is credited for initiating a movement defining leadership as a
transformational process, stating that leadership occurs “when one or more persons engage
with others in such a way that leaders and followers raise one another to higher levels of
motivation and morality” (p. 83).



1990s

While debate continued through the 1990s as to whether leadership and management were
separate processes, research emphasized the process of leadership with the focus shifting to
followers. Several approaches emerged that examine how leaders influence a group of
individuals to achieve a common goal, placing particular attention on the role of followers in the
leadership process. Among these leadership approaches were

» servant leadership, which puts the leader in the role of a servant who utilizes “caring
principles” focusing on followers’ needs to help followers become more autonomous,
knowledgeable, and like servants themselves (Graham, 1991);

« followership, which puts a spotlight on followers and the role they play in the leadership
process (Hollander, 1992); and

» adaptive leadership, in which leaders encourage followers to adapt by confronting and
solving problems, challenges, and changes (Heifetz, 1994).



The 21st Century

The turn of the 21st century brought the emergence of moral approaches to leadership, with
authentic and ethical leadership gaining interest from researchers and executives. These new
approaches also include leader humility and spirituality. Leadership theory and research also
highlighted communication between leaders and followers, and as organizational populations
became increasingly diverse, inclusive leadership was introduced. Among these approaches
were

 authentic leadership, in which the authenticity of leaders and their leadership is emphasized
(George, 2003);

« ethical leadership, which draws attention to the appropriate conduct of leaders in their
personal actions and interpersonal relationships, and the promotion of such conduct to
followers (Brown, Trevifio, & Harrison, 2005);

« spiritual leadership, which focuses on leadership that utilizes values and sense of calling
and membership to motivate followers (Fry, 2003);

 discursive leadership, which posits that leadership is created not so much through leader
traits, skills, and behaviors, but through communication practices that are negotiated
between leader and follower (Aritz, Walker, Cardon, & Zhang, 2017; Fairhurst, 2007);

* humble leadership, in which leaders’ humility allows them to show followers how to grow as
a result of work (Owens & Hekman, 2012); and

« inclusive leadership, which focuses on diversity and leader behaviors that facilitate followers’
feeling of belongingness to the group while maintaining their individuality (Shore, Cleveland,
& Sanchez, 2018).

After decades of dissonance, leadership scholars agree on one thing: They can’t come up with a
common definition for leadership. Because of such factors as growing global influences and
generational differences, leadership will continue to have different meanings for different people.
The bottom line is that leadership is a complex concept for which a determined definition may
long be in flux.



Ways of Conceptualizing Leadership

In the past 60 years, as many as 65 different classification systems have been developed to define the
dimensions of leadership (Fleishman et al., 1991). One such classification system, directly related to our
discussion, is the scheme proposed by Bass (2008, pp. 11-20). He suggested that some definitions
view leadership as the focus of group processes. From this perspective, the leader is at the center of
group change and activity and embodies the will of the group. Another set of definitions conceptualizes
leadership from a personality perspective, which suggests that leadership is a combination of special
traits or characteristics that some individuals possess. These traits enable those individuals to induce
others to accomplish tasks. Other approaches to leadership define it as an act or a behavior—the things
leaders do to bring about change in a group.

In addition, some define leadership in terms of the power relationship that exists between leaders and
followers. From this viewpoint, leaders have power that they wield to effect change in others. Others
view leadership as a transformational process that moves followers to accomplish more than is usually
expected of them. Finally, some scholars address leadership from a skills perspective. This viewpoint
stresses the capabilities (knowledge and skills) that make effective leadership possible.



Definition and Components

Despite the multitude of ways in which leadership has been conceptualized, the following components
can be identified as central to the phenomenon: (a) Leadership is a process, (b) leadership involves
influence, (c) leadership occurs in groups, and (d) leadership involves common goals. Based on these
components, the following definition of leadership is used in this text:

Leadership is a process whereby an individual influences a group of individuals to achieve a
common goal.

Defining leadership as a process means that it is not a trait or characteristic that resides in the leader,
but rather a transactional event that occurs between the leader and the followers. Process implies that a
leader affects and is affected by followers. It emphasizes that leadership is not a linear, one-way event,
but rather an interactive event. When leadership is defined in this manner, it becomes available to
everyone. It is not restricted to the formally designated leader in a group.

Leadership involves influence. It is concerned with how the leader affects followers and the
communication that occurs between leaders and followers (Ruben & Gigliotti, 2017). Influence is the
sine qua non of leadership. Without influence, leadership does not exist.

Leadership occurs in groups. Groups are the context in which leadership takes place. Leadership
involves influencing a group of individuals who have a common purpose. This can be a small task
group, a community group, or a large group encompassing an entire organization. Leadership is about
one individual influencing a group of others to accomplish common goals. Others (a group) are required
for leadership to occur. Leadership training programs that teach people to lead themselves are not
considered a part of leadership within the definition that is set forth in this discussion.

Leadership includes attention to common goals. Leaders direct their energies toward individuals who
are trying to achieve something together. By common, we mean that the leaders and followers have a
mutual purpose. Attention to common goals gives leadership an ethical overtone because it stresses the
need for leaders to work with followers to achieve selected goals. Stressing mutuality lessens the
possibility that leaders might act toward followers in ways that are forced or unethical. It also increases
the possibility that leaders and followers will work together toward a common good (Rost, 1991).

Throughout this text, the people who engage in leadership will be called /leaders, and those toward
whom leadership is directed will be called followers. Both leaders and followers are involved together in
the leadership process. Leaders need followers, and followers need leaders (Burns, 1978; Heller & Van
Til, 1983; Hollander, 1992; Jago, 1982). An extended discussion of followership is provided in Chapter
12. Although leaders and followers are closely linked, it is the leader who often initiates the relationship,
creates the communication linkages, and carries the burden for maintaining the relationship.

In our discussion of leaders and followers, attention will be directed toward follower issues as well as
leader issues. Leaders have an ethical responsibility to attend to the needs and concerns of followers.
As Burns (1978) pointed out, discussions of leadership sometimes are viewed as elitist because of the
implied power and importance often ascribed to leaders in the leader—follower relationship. Leaders are
not above or better than followers. Leaders and followers must be understood in relation to each other
(Hollander, 1992) and collectively (Burns, 1978). They are in the leadership relationship together—and
are two sides of the same coin (Rost, 1991).



LEADERSHIP DESCRIBED

In addition to definitional issues, it is important to discuss several other questions pertaining to the
nature of leadership. In the following section, we will address questions such as how leadership as a
trait differs from leadership as a process; how appointed leadership differs from emergent leadership;
and how the concepts of power, coercion, morality, and management interact with leadership.



Trait Versus Process Leadership

We have all heard statements such as “He is born to be a leader” or “She is a natural leader.” These
statements are commonly expressed by people who take a trait perspective toward leadership. The trait
perspective suggests that certain individuals have special innate or inborn characteristics or qualities
that make them leaders, and that it is these qualities that differentiate them from nonleaders. Some of
the personal qualities used to identify leaders include unique physical factors (e.g., height), personality
features (e.g., extraversion), and other characteristics (e.g., intelligence and fluency; Bryman, 1992). In
Chapter 2, we will discuss a large body of research that has examined these personal qualities.

To describe leadership as a trait is quite different from describing it as a process (Figure 1.1). The trait
viewpoint conceptualizes leadership as a property or set of properties possessed in varying degrees by
different people (Jago, 1982). This suggests that it resides in select people and restricts leadership to
those who are believed to have special, usually inborn, talents.
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Figure 1.1 The Different Views of Leadership

Source: Adapted from A Force for Change: How Leadership Differs From Management (pp. 3-8), by J.
P. Kotter, 1990, New York, NY: Free Press.

The process viewpoint suggests that leadership is a phenomenon that resides in the context of the
interactions between leaders and followers and makes leadership available to everyone. As a process,
leadership can be observed in leader behaviors (Jago, 1982) and can be learned. The process definition
of leadership is consistent with the definition of leadership that we have set forth in this chapter.



Assigned Versus Emergent Leadership

Some people are leaders because of their formal position in an organization, whereas others are
leaders because of the way other group members respond to them. These two common forms of
leadership are called assigned leadership and emergent leadership. Leadership that is based on
occupying a position in an organization is assigned leadership. Team leaders, plant managers,
department heads, directors, and administrators are all examples of assigned leaders.

Yet the person assigned to a leadership position does not always become the real leader in a particular
setting. When others perceive an individual as the most influential member of a group or an
organization, regardless of the individual’s title, the person is exhibiting emergent leadership. The
individual acquires emergent leadership through other people in the organization who support and
accept that individual’s behavior. This type of leadership is not assigned by position; rather, it emerges
over a period through communication. Some of the positive communication behaviors that account for
successful leader emergence include being verbally involved, being informed, seeking others’ opinions,
initiating new ideas, and being firm but not rigid (Ellis & Fisher, 1994).

Researchers have found that, in addition to communication behaviors, personality plays a role in
leadership emergence. For example, Smith and Foti (1998) found that certain personality traits were
related to leadership emergence in a sample of 160 male college students. The individuals who were
more dominant, more intelligent, and more confident about their own performance (general self-efficacy)
were more likely to be identified as leaders by other members of their task group. Although it is
uncertain whether these findings apply to women as well, Smith and Foti suggested that these three
traits could be used to identify individuals perceived to be emergent leaders.

Leadership emergence may also be affected by gender-biased perceptions. In a study of 40 mixed-sex
college groups, Watson and Hoffman (2004) found that women who were urged to persuade their task
groups to adopt high-quality decisions succeeded with the same frequency as men with identical
instructions. Although women were equally influential leaders in their groups, they were rated
significantly lower than comparable men were on leadership. Furthermore, these influential women were
also rated as significantly less likable than comparably influential men were. Another study found that
men who spoke up to promote new ideas in teams were granted higher status compared to women who
did so (McClean, Martin, Emich, & Woodruff, 2018). These results suggest that there continue to be
barriers to women’s emergence as leaders in some settings.

A unique perspective on leadership emergence is provided by social identity theory (Hogg, 2001). From
this perspective, leadership emergence is the degree to which a person fits with the identity of the group
as a whole. As groups develop over time, a group prototype also develops. Individuals emerge as
leaders in the group when they become most like the group prototype. Being similar to the prototype
makes leaders attractive to the group and gives them influence with the group.

The leadership approaches we discuss in the subsequent chapters of this book apply equally to
assigned leadership and emergent leadership. When a person is engaged in leadership, that person is a
leader, whether leadership was assigned or emerged. This book focuses on the leadership process that
occurs when any individual is engaged in influencing other group members in their efforts to reach a
common goal.



Leadership and Power

The concept of power is related to leadership because it is part of the influence process. Power is the
capacity or potential to influence. People have power when they have the ability to affect others’ beliefs,
attitudes, and courses of action. Judges, doctors, coaches, and teachers are all examples of people
who have the potential to influence us. When they do, they are using their power, the resource they
draw on to effect change in us.

Although there are no explicit theories in the research literature about power and leadership, power is a
concept that people often associate with leadership. It is common for people to view leaders (both good
and bad) and people in positions of leadership as individuals who wield power over others, and as a
result, power is often thought of as synonymous with leadership. In addition, people are often intrigued
by how leaders use their power. Understanding how power is used in leadership is instrumental as well
in understanding the dark side of leadership, where leaders use their leadership to achieve their own
personal ends and lead in toxic and destructive ways (Krasikova, Green, & LeBreton, 2013). Studying
how famous leaders, such as Adolf Hitler or Alexander the Great, use power to effect change in others
is titillating to many people because it underscores that power can indeed effectuate change and maybe
if they had power they too could effectuate change.

In her 2012 book The End of Leadership, Kellerman argues there has been a shift in leadership power
during the last 40 years. Power used to be the domain of leaders, but that is diminishing and shifting to
followers. Changes in culture have meant followers demand more from leaders, and leaders have
responded. Access to technology has empowered followers, given them access to huge amounts of
information, and made leaders more transparent. The result is a decline in respect for leaders and
leaders’ legitimate power. In effect, followers have used information power to level the playing field.
Power is no longer synonymous with leadership, and in the social contract between leaders and
followers, leaders wield less power, according to Kellerman. For example, Posner (2015) examined
volunteer leaders, such as those who sit on boards for nonprofit organizations, and found that while
these individuals did not have positional authority in the organization, they were able to influence
leadership. Volunteer leaders engaged more frequently in leadership behaviors than did paid leaders.

In college courses today, the most widely cited research on power is French and Raven’s (1959) work
on the bases of social power. In their work, they conceptualized power from the framework of a dyadic
relationship that included both the person influencing and the person being influenced. French and
Raven identified five common and important bases of power—referent, expert, legitimate, reward, and
coercive—and Raven (1965) identified a sixth, information power (Table 1.1). Each of these bases of
power increases a leader’s capacity to influence the attitudes, values, or behaviors of others.

Table 1.1 Six Bases of Power



TABLE 1.1 Six Bases of Power

Referent Power

Expert Power

Based on followers’ identification and liking for the
leader. A teacher who is adored by students has
referent power.

Based on followers' perceptions of the leader's
competence. A tour guide who is knowledgeable
about a foreign country has expert power.

Legitimate Power Associated with having status or formal job authority.

A judge who administers sentences in the courtroom
exhibits legitimate power.

Reward Power

Derived from having the capacity to provide rewards
to others. A supervisor who compliments employees
who work hard is using reward power.

Coercive Power

Derived from having the capacity to penalize or
punish others. A coach who sits players on the bench
for being late to practice is using coercive power.

Information Power Derived from possessing knowledge that others want

or need. A boss who has information regarding new
criteria to decide employee promotion eligibility has
information power.

Sources: Adapted from "The Bases of Social Power,” by J. R. French Jr. and B. Raven, 1962,
in D. Cartwright (Ed.), Group Dynamics: Research and Theory (pp. 259-269), New York,
NY: Harper & Row; and "Social Influence and Power,” by B. H. Raven, 1965, in |. D. Steiner &
M. Fishbein (Eds.), Current Studies in Social Psychology (pp. 371-382), New York, NY: Holt,

Rinehart, & Winston.

Referent
Power

Expert
Power

Legitimate
Power

Reward
Power

Coercive
Power

Information
Power

Based on followers’ identification and liking for the leader. A teacher who is adored by
students has referent power.

Based on followers’ perceptions of the leader’s competence. A tour guide who is
knowledgeable about a foreign country has expert power.

Associated with having status or formal job authority. A judge who administers
sentences in the courtroom exhibits legitimate power.

Derived from having the capacity to provide rewards to others. A supervisor who
compliments employees who work hard is using reward power.

Derived from having the capacity to penalize or punish others. A coach who sits
players on the bench for being late to practice is using coercive power.

Derived from possessing knowledge that others want or need. A boss who has
information regarding new criteria to decide employee promotion eligibility has
information power.

Sources: Adapted from “The Bases of Social Power,” by J. R. French Jr. and B. Raven, 1962, in D. Cartwright (Ed.), Group Dynamics:
Research and Theory (pp. 259-269), New York, NY: Harper & Row; and “Social Influence and Power,” by B. H. Raven, 1965, in |. D.
Steiner & M. Fishbein (Eds.), Current Studies in Social Psychology (pp. 371-382), New York, NY: Holt, Rinehart, & Winston.

In organizations, there are two major kinds of power: position power and personal power. Position
power, which includes legitimate, reward, coercive, and information power (Table 1.2), is the power a
person derives from a particular office or rank in a formal organizational system. It is the influence
capacity a leader derives from having higher status than the followers have. Position power allows



leaders to attain central roles in organizations; for example, vice presidents and department heads have
more power than staff personnel do because of the positions they hold in the organization. In addition,
leaders’ informal networks bring them greater social power, which separates leaders from nonleaders
(Chiu, Balkundi, & Weinberg, 2017).

Table 1.2 Types and Bases of Power
TABLE 1.2 Types and Bases of Power

Position Power Personal Power

Legitimate Referent
Reward Expert
Coercive

Information

Source: Adapted from A Force for Change: How Leadership Differs From Management
(pp. 3-8), by J. P. Kotter, 1990, New York, NY: Free Press.

Position Power  Personal Power

Legitimate Referent
Reward Expert
Coercive

Information

Source: Adapted from A Force for Change: How Leadership Differs From Management (pp. 3—-8), by J. P. Kotter, 1990, New York, NY:
Free Press.

Personal power is the influence capacity a leader derives from being seen by followers as likable and
knowledgeable. When leaders act in ways that are important to followers, it gives leaders power. For
example, some managers have power because their followers consider them to be good role models.
Others have power because their followers view them as highly competent or considerate. In both
cases, these managers’ power is ascribed to them by others, based on how they are seen in their
relationships with others. Personal power includes referent and expert power (Table 1.2).

In discussions of leadership, it is not unusual for leaders to be described as wielders of power, as
individuals who dominate others. In these instances, power is conceptualized as a tool that leaders use
to achieve their own ends. Contrary to this view of power, Burns (1978) emphasized power from a
relationship standpoint. For Burns, power is not an entity that leaders use over others to achieve their
own ends; instead, power occurs in relationships. It should be used by leaders and followers to promote
their collective goals.

In this text, our discussions of leadership treat power as a relational concern for both leaders and
followers. We pay attention to how leaders work with followers to reach common goals.



Leadership and Coercion

Coercive power is one of the specific kinds of power available to leaders. Coercion involves the use of
force to effect change. To coerce means to influence others to do something against their will and may
include manipulating penalties and rewards in their work environment. Coercion often involves the use
of threats, punishment, and negative reward schedules and is most often seen as a characteristic of the
dark side of leadership. Classic examples of coercive leaders are Adolf Hitler in Germany, the Taliban
leaders in Afghanistan, Jim Jones in Guyana, and Philippine president Rodrigo Duterte, each of whom
used power and restraint to force followers to engage in extreme behaviors. At an extreme, coercion
combines with other bullying and tyrannical behaviors known as abusive supervision (Tepper, 2007).

It is important to distinguish between coercion and leadership because it allows us to separate out from
our examples of leadership the behaviors of individuals such as Hitler, the Taliban, and Jones. In our
discussions of leadership, coercive people are not used as models of ideal leadership. Our definition
suggests that leadership is reserved for those who influence a group of individuals toward a common
goal. Leaders who use coercion are interested in their own goals and seldom are interested in the wants
and needs of followers. Using coercion runs counter to working with followers to achieve a common
goal.



Leadership and Morality

In considering the relationship of leadership and morality, let’s start with a simple question: Do you
agree or disagree with the following statement:

Hitler’s rule in Germany could be considered a good example of leadership.

Throughout the United States and around the world, in classroom discussions of leadership, the
question about whether or not Adolf Hitler was a “great” leader inevitably comes up. Your response to
this statement is intended to bring out whether your conceptualization of leadership includes a moral
dimension or if you think that leadership is a neutral concept that treats leadership as amoral.

If you answered agree to the statement, you probably come down on the side of thinking the
phenomenon of leadership is neutral, or amoral. You might think it is obvious that Hitler was a leader
because he was very charismatic and persuasive and his actions had a huge impact on Germany and
the world. On the other hand, if you answered disagree, you most likely do not think of Hitler’s
leadership as being in any way positive and that the notion of Hitler as a model of leadership is
repugnant because you reserve the concept of leadership for nondestructive leaders who create change
for the common good. That is, you believe leadership cannot be divorced from values; it is a moral
phenomenon and has a moral component.

For as long as leadership has been studied, the debate of whether or not leadership has a moral
dimension has been a focus of leadership scholars. It is an important debate because it gets at the core
of what we think the phenomenon of leadership actually entails. How we define leadership is central to
how we talk about leadership, how we develop the components of leadership, how we research it, and
how we teach it.

There are two consistent trains of thought regarding the relationship of leadership and morality: Either
leadership is a neutral process that is not guided or dependent on a value system that advances the
common good, or leadership is a moral process that is guided and dependent on values promotive of
the common good.

Leadership Is a Neutral Process

It is common for people to think of leadership as a neutral concept—one that is not tied to morality. From
this perspective, leadership can be used for good ends or bad, and can be employed both by individuals
who have worthy intentions and by those who do not. For example, moral leaders like Mother Teresa,
Nelson Mandela, and Martin Luther King Jr. used leadership for good. On the other hand, Adolf Hitler,
Pol Pot, and Idi Amin used leadership destructively. Common to all of these examples is that these
leaders used leadership to influence followers to move toward and accomplish certain goals. The only
difference is that some leaders used leadership in laudatory ways while others used leadership in highly
destructive ways.

A classic historical example of treating leadership as an amoral concept can be found in Niccold
Machiavelli’s The Prince (c. 1505; Nederman, 2019). In this book, Machiavelli philosophizes that moral
values need not play a role in decision making; instead, leaders should concentrate on using power to
achieve their goals. Their focus should be on the ends, or consequences, of their leadership and need
not be about the means. Machiavelli endorsed leaders’ use of fear and deception, if necessary, to
accomplish tasks; he was concerned with the pragmatics of what leaders do and not the rightness or
wrongness of a leader’s actions (Nederman, 2019).



There are an abundance of definitions of leadership, and most of these treat the concept of morality in a
neutral fashion (e.g., Rost’'s 1991 analysis of 221 definitions of leadership). These definitions do not
require that leadership result in only positive outcomes. To use a specific example, Padilla (2013)
defines leadership as “an organized group process with associated goals resulting in a set of outcomes”
(p. 12), which involves a leader, followers, and contexts. From his perspective, leadership is value-
neutral and can be used for constructive or destructive ends. Padilla argues that Hitler should be
considered a leader even though the outcome of his leadership was horrendously destructive.

Leadership Is a Moral Process

In contrast to describing leadership as a neutral process, some in the field of leadership argue (as we do
in this chapter) that leadership has a value dimension—it is about influencing others to make changes to
achieve a common good. From this perspective, Hitler, who thwarted the common good, cannot be
considered a “great” leader.

One of the first scholars to conceptualize leadership as a moral process was James MacGregor Burns
in his book Leadership (1978). For Burns, leadership is about raising the motivations and moral levels of
followers. He argued it is the responsibility of a leader to help followers assess their own values and
needs in order to raise them to a higher level of functioning, to a level that will stress values such as
liberty, justice, and equality (Ciulla, 2014). Burns (2003) argued that values are central to what leaders
do.

Expanding on Burns, Bass (1985) developed a model of leadership (see Chapter 8, “Transformational
Leadership”) that delineated transforming leadership, a kind of leadership that affects the level of values
of followers. Because it is difficult to use the term transformational leadership when describing a leader
such as Adolf Hitler, the term pseudotransformational leadership was coined by Bass to refer to leaders
who focus on their own personal goals over the common good and are self-consumed, exploitive, and
power-oriented, with warped moral values (Bass & Riggio, 2006; Bass & Steidlmeier, 1999). In contrast
to pseudotransformational leadership, “real” or “ideal” transformational leadership is described as
socialized leadership—Ileadership that is concerned with the collective good. Socialized leaders
transcend their own interests for the sake of others (Howell & Avolio, 1993).

Additionally, morals have a central role in two established leadership theories, authentic leadership and
servant leadership. Authentic leadership (see Chapter 9) is an extension of transformational leadership,
stressing that leaders do what is “right” and “good” for their followers and society. They understand their
own values, place followers’ needs above their own, and work with followers to align their interests in
order to create a greater common good. Similarly, servant leadership has a strong moral dimension. It
makes altruism the central component of the leadership process and frames leadership around the
principle of caring for others. Within this paradigm, leaders are urged to not dominate, direct, or control
others; they are urged to give up control rather than seek control.

Referring back to the question about whether you agree or disagree that Hitler is an example of
leadership, your answer has to be predicated on what you think leadership is. If you think leadership is a
neutral process that does not have a moral requirement, then Hitler is an example of leadership. On the
other hand, if you think leadership includes ethical considerations such as elevating the morals, values,
and goals of followers to make more principled judgments (Burns, 1978), then Hitler is not an example
of leadership. In this view, he was nothing more than a despotic, Machiavellian autocrat and an evil
dictator responsible for the imprisonment, abuse, and execution of millions of innocent people and the
unprovoked origin of World War ll—the deadliest armed conflict in history.



Leadership and Management

Leadership is a process that is similar to management in many ways. Leadership involves influence, as
does management. Leadership entails working with people, which management entails as well.
Leadership is concerned with effective goal accomplishment, and so is management. In general, many
of the functions of management are activities that are consistent with the definition of leadership we set
forth at the beginning of this chapter.

But leadership is also different from management. Whereas the study of leadership can be traced back
to Aristotle, management emerged around the turn of the 20th century with the advent of our
industrialized society. Management was created as a way to reduce chaos in organizations, to make
them run more effectively and efficiently. The primary functions of management, as first identified by
Fayol (1916), were planning, organizing, staffing, and controlling. These functions are still representative
of the field of management today.

In a book that compared the functions of management with the functions of leadership, Kotter (1990)
argued that they are quite dissimilar (Eigure 1.2). The overriding function of management is to provide
order and consistency to organizations, whereas the primary function of leadership is to produce change
and movement. Management is about seeking order and stability; leadership is about seeking adaptive
and constructive change.

As illustrated in Figure 1.2, the major activities of management are played out differently than the
activities of leadership. Although they are different in scope, Kotter (1990, pp. 7-8) contended that both
management and leadership are essential if an organization is to prosper. For example, if an
organization has strong management without leadership, the outcome can be stifling and bureaucratic.
Conversely, if an organization has strong leadership without management, the outcome can be
meaningless or misdirected change for change’s sake. To be effective, organizations need to nourish
both competent management and skilled leadership.

Management Produces Order Leadership Produces Change
and Consistency and Movement

Planning and Budgeting Establishing Direction
Establish agendas Create a vision

Set timetables Clarify the big picture
Allocate resources Set strategies
Organizing and Staffing Aligning People
Provide structure Communicate goals
Make job placements Seek commitment
Establish rules and procedures Build teams and coalitions
Controlling and Problem Sclving Motivating and Inspiring
Develop incentives Inspire and energize
Generate creative solutions Empower followers
Take corrective action Satisfy unmet needs

Figure 1.2 Functions of Management and Leadership

Source: Adapted from A Force for Change: How Leadership Differs From Management (pp. 3-8), by J.
P. Kotter, 1990, New York, NY: Free Press.

Many scholars, in addition to Kotter (1990), argue that leadership and management are distinct
constructs. For example, Bennis and Nanus (2007) maintained that there is a significant difference
between the two. To manage means to accomplish activities and master routines, whereas fo lead



means to influence others and create visions for change. Bennis and Nanus made the distinction very
clear in their frequently quoted sentence, “Managers are people who do things right and leaders are
people who do the right thing” (p. 221).

Rost (1991) has also been a proponent of distinguishing between leadership and management. He
contended that leadership is a multidirectional influence relationship and management is a unidirectional
authority relationship. Whereas leadership is concerned with the process of developing mutual
purposes, management is directed toward coordinating activities to get a job done. Leaders and
followers work together to create real change, whereas managers and subordinates join forces to sell
goods and services (Rost, 1991, pp. 149-152).

In a recent study, Simonet and Tett (2012) explored how best to conceptualize leadership and
management by having 43 experts identify the overlap and differences between leadership and
management in regard to 63 different competencies. They found a large number of competencies (22)
descriptive of both leadership and management (e.g., productivity, customer focus, professionalism, and
goal setting), but they also found several unique descriptors for each. Specifically, they found leadership
was distinguished by motivating intrinsically, creative thinking, strategic planning, tolerance of ambiguity,
and being able to read people, and management was distinguished by rule orientation, short-term
planning, motivating extrinsically, orderliness, safety concerns, and timeliness.

Approaching the issue from a narrower viewpoint, Zaleznik (1977) went so far as to argue that leaders
and managers themselves are distinct, and that they are basically different types of people. He
contended that managers are reactive and prefer to work with people to solve problems but do so with
low emotional involvement. They act to limit choices. Zaleznik suggested that leaders, on the other
hand, are emotionally active and involved. They seek to shape ideas instead of responding to them and
act to expand the available options to solve long-standing problems. Leaders change the way people
think about what is possible.

Although there are clear differences between management and leadership, the two constructs overlap.
When managers are involved in influencing a group to meet its goals, they are involved in leadership.
When leaders are involved in planning, organizing, staffing, and controlling, they are involved in
management. Both processes involve influencing a group of individuals toward goal attainment. For
purposes of our discussion in this book, we focus on the leadership process. In our examples and case
studies, we treat the roles of managers and leaders similarly and do not emphasize the differences
between them.



PLAN OF THE BOOK

This book is user-friendly. It is based on substantive theories but is written to emphasize practice and
application. Each chapter in the book follows the same format. The first section of each chapter briefly
describes the leadership approach and discusses various research studies applicable to the approach.
The second section of each chapter evaluates the approach and how it works, highlighting its strengths
and criticisms. Special attention is given to how the approach contributes or fails to contribute to an
overall understanding of the leadership process. Finally, beginning with Chapter 2, each chapter has an
application section with case studies and a leadership questionnaire that measures the reader’s
leadership style to prompt discussion of how the approach can be applied in ongoing organizations.
Each chapter ends with a summary and references.




Case Study

Case 1.1 is provided to illustrate different dimensions of leadership as well as allow you to examine your
own perspective on what defines a leader and leadership. At the end of the case, you will find questions
that will help in analyzing the case.

Case 1.1 Open Mouth . ..

When asked by a sports editor for the Lanthorn, Grand Valley State University’s student publication,
what three historical figures he would most like to have dinner with, Morris Berger, the newly announced
offensive coordinator for the GVSU Lakers football team, responded Adolf Hitler, John F. Kennedy, and
Christopher Columbus.

“This is probably not going to get a good review,” he said, “but I'm going to say Adolf Hitler. It was
obviously very sad and he had bad motives, but the way he was able to lead was second-to-none. How
he rallied a group and a following, | want to know how he did that. Bad intentions of course, but you
can’t deny he wasn’t a great leader” (Voss, 2020).

When the article ran, it caused a stir. Shortly after, the writer, Kellen Voss, was asked by someone in the
university’s athletics department to alter the online story to remove those comments. The Lanthorn
initially complied, but then changed course and added the full interview back in. Once the Lanthorn
republished the quote, the story went viral. It was covered in the Washington Post, on ESPN, and in
Sports lllustrated and even ended up in the monologue of The Tonight Show Starring Jimmy Fallon
(Boatner, 2020).

In addition to public dismay, GVSU’s Hillel chapter, a Jewish campus organization, spoke out strongly
against Coach Berger after his comments were made public. “It is unfortunate to see a member of our
Grand Valley community glorify the Holocaust, a period that brought such destruction and travesty to the
world,” the group posted to its Facebook page. “We appreciate the university’s swift response and we
will continue to partner with them to educate our campus community and provide a safe and inclusive
environment for all students” (Colf, 2020).

Seven days after the article appeared, GVSU announced that Coach Berger, who had been suspended
by the university, had resigned. Matt Mitchell, the team’s head coach, gave a statement: “Nothing in our
background and reference checks revealed anything that would have suggested the unfortunate
controversy that has unfolded,” Coach Mitchell said. “This has been a difficult time for everyone. |
accepted Coach Berger’s resignation in an effort for him to move on and for us to focus on the team and
our 2020 season” (Wallner, 2020).

In another statement, Coach Berger said he was disappointed to leave, but added, “l do not want to be
a distraction to these kids, this great university, or Coach Mitchell as they begin preparations for the
upcoming season” (Wallner, 2020).

Coach Berger also issued a more personal apology in a Twitter post:

| failed myself, my parents, and this university—the answer | attempted to give does not align
with the values instilled in me by my parents, nor [does it] represent what | stand for or believe
in—I mishandled the answer, and fell way short of the mark.

For the last 11-years, | worked tirelessly for each and every opportunity and was excited to be
a Laker.



Throughout my life, | have taken great pride in that responsibility—as a teacher, mentor, coach,
role-model, and member of the community.

It is my hope that you will consider accepting my apology.
| recognize that | cannot undo the hurt and the embarrassment | have caused.

But | can control the way | choose to positively learn from my mistake moving forward—as |
work to regain the trust and respect of everyone that | have let down. (Berger, 2020)

A few weeks later, GVSU announced that it would increase its curriculum around the Holocaust and
Native American history. “We will use this moment to work diligently toward institutional systemic change

that creates a healthier campus climate for all,” the university’s president, Philomena Mantella, said
(Colf, 2020).



Questions

1.
2.
3. What is your reaction to Coach Berger resigning one week after signing a contract to coach at

[©20Né)]

Who are the leaders in this situation? How would you describe their actions as leaders based on
the definition of leadership in this chapter?
Do you think it was wrong for Coach Berger to cite Hitler as a “great leader™?

GVSuU?

. Based on our discussion of morality and leadership in this chapter, would you say Coach Berger’s

comments are based on leadership as a neutral process or on leadership as a process that has a
moral dimension? Why?

. What does the university’s response suggest regarding how the university views leadership?
. If you were the president of the university and you were asked to define leadership, how would you

define it?

. Bobby Knight was a coach who was known to use questionable leadership tactics. Do you think

Coach Berger would have been safe to ask Coach Knight to dinner? Why?



Leadership Instrument

The meaning of leadership is complex and includes many dimensions. For some people, leadership is a
trait or an ability, for others it is a skill or a behavior, and for still others it is a relationship or a process. In
reality, leadership probably includes components of all of these dimensions. Each dimension explains a
facet of leadership.

Which dimension seems closest to how you think of leadership? How would you define leadership?
Answers to these questions are important because how you think about leadership will strongly
influence how you practice leadership. In this section, the Conceptualizing Leadership Questionnaire is
provided as an example of a measure that can be used to assess how you define and view leadership.

Conceptualizing Leadership Questionnaire

Purpose: To identify how you view leadership and to explore your perceptions of different
aspects of leadership

Instructions: Using the scale below, indicate the extent to which you agree or disagree with the
following statements about leadership.

Key: 1 = Strongly disagree 2 =Disagree 3 = Neutral 4 =Agree 5 = Strongly agree
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When | think of leadership, | think of a person with special 12345
personality traits.
Much like playing the piano or tennis, leadership is a learned 12345
ability.
Leadership requires knowledge and know-how. 12345
Leadership is about what people do rather than who theyare,. 12 345
Followers can influence the leadership process as much as 12345
leaders.
Leadership is about the process of influencing others. 1234565
Some people are born to be leaders. 12345
Some people have the natural ability to be leaders. 12345
The key to successful leadership is having the right skills. 12345
Leadership is best described by what leaders do. 12345
Leaders and followers share in the leadership process. 12345
Leadership is a series of actions directed toward positiveends. 12 345
A person needs to have certain traits to be an effective leader. 12 245
Everyone has the capacity to be a leader. 12345
Effective leaders are competent in their roles. 12345
The essence of leadership is performing tasks and dealing 12345
with people.
Leadership is about the common purposes of leaders and 12345
followers.
Leadership does not rely on the leader alone but is a process 12345
involving the leader, followers, and the situation,
People become great leaders because of their traits. 12345
. People can develop the ability to lead. 12345
Effective leaders have competence and knowledge, 12345
. Leadership is about how leaders work with people to 123245
accomplish goals.
Effective leadership is best explained by the leader-follower 12345
relationship.
Leaders influence and are influenced by followers. 12345

When | think of leadership, | think of a person with special personality
traits.

Much like playing the piano or tennis, leadership is a learned ability.

Leadership requires knowledge and know-how.

Leadership is about what people do rather than who they are.

Followers can influence the leadership process as much as leaders.

Leadership is about the process of influencing others.

Some people are born to be leaders.
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Some people have the natural ability to be leaders.

The key to successful leadership is having the right skills.

Leadership is best described by what leaders do.

Leaders and followers share in the leadership process.

Leadership is a series of actions directed toward positive ends.

A person needs to have certain traits to be an effective leader.

Everyone has the capacity to be a leader.

Effective leaders are competent in their roles.

The essence of leadership is performing tasks and dealing with people.

Leadership is about the common purposes of leaders and followers.

Leadership does not rely on the leader alone but is a process involving
the leader, followers, and the situation.

People become great leaders because of their traits.

People can develop the ability to lead.

Effective leaders have competence and knowledge.

Leadership is about how leaders work with people to accomplish goals.

Effective leadership is best explained by the leader—follower relationship.

Leaders influence and are influenced by followers.

1



Scoring

1. Sum scores on items 1, 7, 13, and 19 (trait emphasis)

2. Sum scores on items 2, 8, 14, and 20 (ability emphasis)

3. Sum scores on items 3, 9, 15, and 21 (skill emphasis)

4. Sum scores on items 4, 10, 16, and 22 (behavior emphasis)

5. Sum scores on items 5, 11, 17, and 23 (relationship emphasis)
6. Sum scores on items 6, 12, 18, and 24 (process emphasis)



Total Scores

1. Trait emphasis:

2. Ability emphasis:

3. Skill emphasis:

4. Behavior emphasis:

5. Relationship emphasis:

6. Process emphasis:




Scoring Interpretation

The scores you received on this questionnaire provide information about how you define and
view leadership. The emphasis you give to the various dimensions of leadership has implications
for how you approach the leadership process. For example, if your highest score is for trait
emphasis, it suggests that you emphasize the role of the leader and the leader’s special gifts in
the leadership process. However, if your highest score is for relationship emphasis, it indicates
that you think leadership is centered on the communication between leaders and followers,
rather than on the unique qualities of the leader. By comparing your scores, you can gain an
understanding of the aspects of leadership that you find most important and least important. The
way you think about leadership will influence how you practice leadership.



Summary

Leadership is a topic with universal appeal; in the popular press and academic research literature, much
has been written about leadership. Despite the abundance of writing on the topic, leadership has
presented a major challenge to practitioners and researchers interested in understanding the nature of
leadership. It is a highly valued phenomenon that is very complex.

Through the years, leadership has been defined and conceptualized in many ways. The component
common to nearly all classifications is that leadership is an influence process that assists groups of
individuals toward goal attainment. Specifically, in this book leadership is defined as a process whereby
an individual influences a group of individuals to achieve a common goal.

Because both leaders and followers are part of the leadership process, it is important to address issues
that confront followers as well as issues that confront leaders. Leaders and followers should be
understood in relation to each other.

In prior research, many studies have focused on leadership as a trait. The trait perspective suggests
that certain people in our society have special inborn qualities that make them leaders. This view
restricts leadership to those who are believed to have special characteristics. In contrast, the approach
in this text suggests that leadership is a process that can be learned, and that it is available to everyone.

Two common forms of leadership are assigned and emergent. Assigned leadership is based on a formal
title or position in an organization. Emergent leadership results from what one does and how one
acquires support from followers. Leadership, as a process, applies to individuals in both assigned roles
and emergent roles.

Related to leadership is the concept of power, the potential to influence. There are two major kinds of
power: position and personal. Position power, which is much like assigned leadership, is the power an
individual derives from having a title in a formal organizational system. It includes legitimate, reward,
information, and coercive power. Personal power comes from followers and includes referent and expert
power. Followers give it to leaders because followers believe leaders have something of value. Treating
power as a shared resource is important because it de-emphasizes the idea that leaders are power
wielders.

While coercion has been a common power brought to bear by many individuals in charge, it should not
be viewed as ideal leadership. Our definition of leadership stresses using influence to bring individuals
toward a common goal, while coercion involves the use of threats and punishment to induce change in
followers for the sake of the leaders. Coercion runs counter to leadership because it does not treat
leadership as a process that emphasizes working with followers to achieve shared objectives.

There are two trains of thought regarding leadership and morality. Some argue that leadership is a
neutral process that can be used by leaders for good and bad ends and treats Hitler as an example of
strong leadership. Others contend that leadership is a moral process that involves influencing others to
achieve a common good. From this perspective Hitler would not be an example of leadership.

Leadership and management are different concepts that overlap. They are different in that management
traditionally focuses on the activities of planning, organizing, staffing, and controlling, whereas
leadership emphasizes the general influence process. According to some researchers, management is
concerned with creating order and stability, whereas leadership is about adaptation and constructive
change. Other researchers go so far as to argue that managers and leaders are different types of
people, with managers being more reactive and less emotionally involved and leaders being more
proactive and more emotionally involved. The overlap between leadership and management is centered
on how both involve influencing a group of individuals in goal attainment.



In this book, we discuss leadership as a complex process. Based on the research literature, we describe
selected approaches to leadership and assess how they can be used to improve leadership in real
situations.



Descriptions of Images and Figures
Back to Figure

Trait definition of leadership: Leadership is defined by the traits such as height, intelligence,
extraversion, fluency, and other traits that a leader with followers possesses.

Process definition of leadership: Leadership is defined as the interaction between leader and followers.






2 TRAIT APPROACH

The trait approach has its roots in leadership theory that suggested that certain people were born with
special traits that made them great leaders.



DESCRIPTION

Of interest to scholars throughout the 20th century, the trait approach was one of the first systematic
attempts to study leadership. In the early 20th century, leadership traits were studied to determine what
made certain people great leaders. The theories that were developed were called “great man” theories
because they focused on identifying the innate qualities and characteristics possessed by great social,
political, and military leaders (e.g., Catherine the Great, Mohandas Gandhi, Indira Gandhi, Abraham
Lincoln, Joan of Arc, and Napoleon Bonaparte). It was believed that people were born with these traits,
and that only the “great” people possessed them. During this time, research concentrated on
determining the specific traits that clearly differentiated leaders from followers (Bass, 2008; Jago, 1982).

In the mid-20th century, the trait approach was challenged by research that questioned the universality
of leadership traits. In a major review, Stogdill (1948) suggested that no consistent set of traits
differentiated leaders from nonleaders across a variety of situations. An individual with leadership traits
who was a leader in one situation might not be a leader in another situation. Rather than being a quality
that individuals possess, leadership was reconceptualized as a relationship between people in a social
situation. Personal factors related to leadership continued to be important, but researchers contended
that these factors were to be considered as relative to the requirements of the situation.

The trait approach has generated much interest among researchers for its explanation of how traits
influence leadership (Bryman, 1992). For example, Kirkpatrick and Locke (1991) went so far as to claim
that effective leaders are actually distinct types of people. Lord, DeVader, and Alliger (1986) found that
traits were strongly associated with individuals’ perceptions of leadership. More recently, Dinh and Lord
(2012) examined the relationship between leadership effectiveness and followers’ perception of
leadership traits.

The trait approach has earned new interest through the current emphasis given by many researchers to
visionary and charismatic leadership (see Bass, 2008; Bennis & Nanus, 2007; Jacquart & Antonakis,
2015; Nadler & Tushman, 2012; Zaccaro, 2007; Zaleznik, 1977). Charismatic leadership catapulted to
the forefront of public attention with the 2008 election of the United States’ first African American
president, Barack Obama, who is perceived by many to be charismatic, among many other attributes. In
a study to determine what distinguishes charismatic leaders from others, Jung and Sosik (2006) found
that charismatic leaders consistently possess traits of self-monitoring, engagement in impression
management, motivation to attain social power, and motivation to attain self-actualization. In short, the
trait approach is alive and well. It began with an emphasis on identifying the qualities of great persons,
shifted to include the impact of situations on leadership, and, currently, has shifted back to reemphasize
the critical role of traits in effective leadership.

When discussing the trait approach, it is important to define what is meant by traits. Traits refer to a set
of distinctive characteristics, qualities, or attributes that describe a person. They are inherent and
relatively unchanging over time. Taken together, traits are the internal factors that comprise our
personality and make us unique. Because traits are derived from our personality and are fundamentally
fixed, this chapter will not emphasize how people can use this approach to develop or change their
leadership. Instead, the focus of the chapter will be on identifying leaders’ traits and overall role of traits
in leadership.

While research on traits spanned the entire 20th century, a good overview of the approach is found in
two surveys completed by Stogdill (1948, 1974). In his first survey, Stogdill analyzed and synthesized
more than 124 trait studies conducted between 1904 and 1947. In his second study, he analyzed
another 163 studies completed between 1948 and 1970. By taking a closer look at each of these
reviews, we can obtain a clearer picture of how individuals’ traits contribute to the leadership process.



Stogdill’s first survey identified a group of important leadership traits that were related to how individuals
in various groups became leaders. His results showed that an average individual in a leadership role is
different from an average group member with regard to the following eight traits: intelligence, alertness,
insight, responsibility, initiative, persistence, self-confidence, and sociability.

The findings of Stogdill’s first survey also indicated that an individual does not become a leader solely
because that individual possesses certain traits. Rather, the traits that leaders possess must be relevant
to situations in which the leader is functioning. As stated earlier, leaders in one situation may not
necessarily be leaders in another situation. Findings showed that leadership was not a passive state but
resulted from a working relationship between the leader and other group members. This research
marked the beginning of a new approach to leadership research that focused on leadership behaviors
and leadership situations.

Stogdill’'s second survey, published in 1974, analyzed 163 new studies and compared the findings of
these studies to the findings he had reported in his first survey. The second survey was more balanced
in its description of the role of traits and leadership. Whereas the first survey implied that leadership is
determined principally by situational factors and not traits, the second survey argued more moderately
that both traits and situational factors were determinants of leadership. In essence, the second survey
validated the original trait idea that a leader’s characteristics are indeed a part of leadership.

Similar to the first survey, Stogdill's second survey identified traits that were positively associated with
leadership. The list included the following 10 characteristics:

. Drive for responsibility and task completion

. Vigor and persistence in pursuit of goals

. Risk-taking and originality in problem solving

. Drive to exercise initiative in social situations

. Self-confidence and sense of personal identity

. Willingness to accept consequences of decision and action

. Readiness to absorb interpersonal stress

. Willingness to tolerate frustration and delay

. Ability to influence other people’s behavior

. Capacity to structure social interaction systems to the purpose at hand
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Mann (1959) conducted a similar study that examined more than 1,400 findings regarding traits and
leadership in small groups, but he placed less emphasis on how situational factors influenced
leadership. Although tentative in his conclusions, Mann suggested that certain traits could be used to
distinguish leaders from nonleaders. His results identified leaders as strong in the following six traits:
intelligence, masculinity, adjustment, dominance, extraversion, and conservatism.

Lord et al. (1986) reassessed Mann’s (1959) findings using a more sophisticated procedure called meta-
analysis and found that intelligence, masculinity, and dominance were significantly related to how
individuals perceived leaders. From their findings, the authors argued strongly that traits could be used
to make discriminations consistently across situations between leaders and nonleaders.

Both of these studies were conducted during periods in American history where male leadership was
prevalent in most aspects of business and society. In Chapter 15, we explore more contemporary
research regarding the role of gender in leadership, and we look at whether traits such as masculinity
and dominance still bear out as important factors in distinguishing between leaders and nonleaders.

Yet another review argued for the importance of leadership traits: Kirkpatrick and Locke (1991, p. 59)
contended that “it is unequivocally clear that leaders are not like other people.” From a qualitative
synthesis of earlier research, Kirkpatrick and Locke postulated that leaders differ from nonleaders on six
traits: drive, motivation, integrity, confidence, cognitive ability, and task knowledge. According to these
writers, individuals can be born with these traits, they can learn them, or both. It is these six traits that



make up the “right stuff” for leaders. Kirkpatrick and Locke asserted that leadership traits make some
people different from others, and this difference should be recognized as an important part of the
leadership process.

In the 1990s, researchers began to investigate the leadership traits associated with “social intelligence,’

which is characterized as the ability to understand one’s own and others’ feelings, behaviors, and
thoughts and act appropriately (Marlowe, 1986). Zaccaro (2002) defined social intelligence as having
such capacities as social awareness, social acumen, self-monitoring, and the ability to select and enact
the best response given the contingencies of the situation and social environment. A number of
empirical studies showed these capacities to be a key trait for effective leaders. Zaccaro, Kemp, and
Bader (2017) included such social abilities in the categories of leadership traits they outlined as
important leadership attributes (Table 2.1).

Table 2.1 Studies of Leadership Traits and Characteristics
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Sources: Adapted from “The Bases of Social Power,” by J. R. P. French Jr. and B. Raven, 1962, in D. Cartwright (Ed.), Group Dynamics:
Research and Theory (pp. 259-269), New York, NY: Harper and Row; Zaccaro, Kemp, & Bader (2004).

Table 2.1 provides a summary of the traits and characteristics that were identified by researchers from
the trait approach. It illustrates clearly the breadth of traits related to leadership. Table 2.1 also shows
how difficult it is to select certain traits as definitive leadership traits; some of the traits appear in several
of the survey studies, whereas others appear in only one or two studies. Regardless of the lack of
precision in Table 2.1, however, it represents a general convergence of research regarding which traits
are leadership traits.

Over the past 10 years, interest in leader traits has experienced a renaissance. Zaccaro, Green,
Dubrow, and Kolze (2018) found that basic personality traits and capacities contribute to who emerges
as a leader and one’s effectiveness as a leader.

What, then, can be said about trait research? What has a century of research on the trait approach
given us that is useful? The answer is an extended list of traits that individuals might hope to possess or
wish to cultivate if they want to be perceived by others as leaders. Some of the traits that are central to
this list include intelligence, self-confidence, determination, integrity, and sociability (Table 2.2).

Table 2.2 Major Leadership Traits
TABLE 2.2 Major Leadership Traits

+ Intelligence s Integrity
+ Self-confidence « Sociability

+ Determination

« Intelligence * Integrity
o Self-confidence | ¢ Sociability
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Intelligence

Intelligence or intellectual ability is positively related to leadership (Sternberg, 2004). Based on their
analysis of a series of recent studies on intelligence and various indices of leadership, Zaccaro et al.
(2017) found support for the finding that leaders tend to have higher intelligence than nonleaders.
Having strong verbal, perceptual, and reasoning abilities appears to make one a better leader (Jacquart
& Antonakis, 2015). Although it is good to be bright, if the leader’s 1Q is very different from that of the
followers, it can have a counterproductive impact on leadership. Leaders with higher abilities may have
difficulty communicating with followers because they are preoccupied or because their ideas are too
advanced for their followers to accept.

In a study of the relationship between intelligence and perceived leadership in midlevel leaders from
multinational companies, Antonakis, House, and Simonton (2017) found that the optimal 1Q for
perceived leadership appeared to be just over one standard deviation above the mean IQ of the group
membership. Their study found a curvilinear relationship between IQ and perceived leadership—that is,
as 1Q increased, so did perceived leadership to a point, and then the 1Q had a negative impact on
leadership. Stated another way, it is good for leaders to be intelligent, but if their intelligence scores
become too high, the benefits appear to taper off and can become negative.

An example of a leader for whom intelligence was a key trait was Steve Jobs, founder and CEO of
Apple, who died in 2011. Jobs once said, “I have this really incredible product inside me and | have to
get it out” (Sculley, 2011, p. 27). Those visionary products, first the Apple Il and Macintosh computers
and then the iMac, iPod, iPhone, and iPad, revolutionized the personal computer and electronic device
industry, changing the way people play and work.

In the next chapter of this text, which addresses leadership from a skills perspective, intelligence is
identified as a trait that significantly contributes to a leader’s acquisition of complex problem-solving
skills and social judgment skills. Intelligence is described as having a positive impact on an individual’s
capacity for effective leadership.



Self-Confidence

Self-confidence is another trait that helps one to be a leader. Self-confidence is the ability to be certain
about one’s competencies and skills. It includes a sense of self-esteem and self-assurance and the
belief that one can make a difference. Leadership involves influencing others, and self-confidence
allows leaders to feel assured that their attempts to influence others are appropriate and right.

Again, Steve Jobs is a good example of a self-confident leader. When Jobs described the devices he
wanted to create, many people said they weren’t possible. But Jobs never doubted his products would
change the world, and despite resistance, he did things the way he thought best. “Jobs was one of
those CEOs who ran the company like he wanted to. He believed he knew more about it than anyone
else, and he probably did,” said a colleague (Stone, 2011, p. 40).



Determination

Many leaders also exhibit determination. Determination is the desire to get the job done and includes
characteristics such as initiative, persistence, dominance, and drive. People with determination are
willing to assert themselves, are proactive, and have the capacity to persevere in the face of obstacles.
Being determined includes showing dominance at times and in situations where followers need to be
directed. Duckworth, Peterson, Matthews, and Kelly (2007) expanded the concept of determination and
conducted research on “grit,” which measures the degree of perseverance toward goal attainment.
Leaders with grit recover quickly from setbacks, not letting obstacles impede their success (Duckworth
et al., 2007).

Dr. Paul Farmer has shown determination in his efforts to secure health care and eradicate tuberculosis
for the very poor of Haiti and other third world countries. He began his efforts as a recent college
graduate, traveling and working in Cange, Haiti. While there, he was accepted to Harvard Medical
School. Knowing that his work in Haiti was invaluable to his training, he managed to do both: spending
months traveling back and forth between Haiti and Cambridge, Massachusetts, for school. His first effort
in Cange was to establish a one-room clinic where he treated “all comers” and trained local health care
workers. Farmer found that there was more to providing health care than just dispensing medicine: He
secured donations to build schools, houses, and communal sanitation and water facilities in the region.
He spearheaded vaccinations of all the children in the area, dramatically reducing malnutrition and
infant mortality. To keep working in Haiti, he returned to America and founded Partners In Health, a
charitable foundation that raises money to fund these efforts. Since its founding, PIH not only has
succeeded in improving the health of many communities in Haiti but now has projects in Haiti, Lesotho,
Malawi, Peru, Russia, Rwanda, and the United States, and supports other projects in Mexico and
Guatemala (Kidder, 2004; Partners In Health, 2017; see also Case 10.1, page 272).



Integrity

Integrity, another of the important leadership traits, is the quality of honesty and trustworthiness. People
who adhere to a strong set of principles and take responsibility for their actions are exhibiting integrity.
Leaders with integrity inspire confidence in others because they can be trusted to do what they say they
are going to do. They are loyal, dependable, and not deceptive. Basically, integrity makes a leader
believable and worthy of our trust.

In our society, integrity has received a great deal of attention in recent years. For example, as a result of
two situations—the position taken by President George W. Bush regarding Irag’s alleged weapons of
mass destruction and the impeachment proceedings during the Bill Clinton presidency—people are
demanding more honesty of their public officials. Similarly, scandals in the corporate world (e.g., Enron
and WorldCom) have led people to become skeptical of leaders who are not highly ethical. In the
educational arena, new K—12 curricula are being developed to teach character, values, and ethical
leadership. (For instance, see the Character Counts! program developed by the Josephson Institute of
Ethics in California at www.charactercounts.org, and the Pillars of Leadership program taught at the J.
W. Fanning Institute for Leadership Development in Georgia at www.fanning.uga.edu.) In short, society
is demanding greater integrity of character in its leaders.



http://www.charactercounts.org/
http://www.fanning.uga.edu/

Sociability

A final trait that is important for leaders is sociability. Sociability is a leader’s inclination to seek out
pleasant social relationships. Leaders who show sociability are friendly, outgoing, courteous, tactful, and
diplomatic. They are sensitive to others’ needs and show concern for others’ well-being. Social leaders
have good interpersonal skills and create cooperative relationships with their followers.

An example of a leader with great sociability skills is Michael Hughes, a university president. Hughes
prefers to walk to all his meetings because it gets him out on campus where he greets students, staff,
and faculty. He has lunch in the dorm cafeterias or student union and will often ask a table of strangers if
he can sit with them. Students rate him as very approachable, while faculty say he has an open-door
policy. In addition, he takes time to write personal notes to faculty, staff, and students to congratulate
them on their successes.

Although our discussion of leadership traits has focused on five major traits (i.e., intelligence, self-
confidence, determination, integrity, and sociability), this list is not all-inclusive. While other traits
indicated in Table 2.1 are associated with effective leadership, the five traits we have identified
contribute substantially to one’s capacity to be a leader.

Until recently, most reviews of leadership traits have been qualitative. In addition, they have lacked a
common organizing framework. However, the research described in the following section provides a
quantitative assessment of leadership traits that is conceptually framed around the five-factor model of
personality. It describes how five major personality traits are related to leadership.



Five-Factor Personality Model and Leadership

Over the past 25 years, a consensus has emerged among researchers regarding the basic factors that
make up what we call personality (Goldberg, 1990; McCrae & Costa, 1987). These factors, commonly

called the Big Five, are neuroticism, extraversion (surgency), openness (intellect), agreeableness, and
conscientiousness (dependability) (Table 2.3).

Table 2.3 Big Five Personality Factors
TABLE 2.3 Big Five Personality Factors

Neuroticism The tendency to be depressed, anxious, insecure,
vulnerable, and hostile

Extraversion The tendency to be sociable and assertive and to
have positive energy

Openness The tendency to be informed, creative, insightful,
and curigus
Agreeableness The tendency to be accepting, conforming, trusting,

and nurturing

Conscientiousness The tendency to be thorough, organized, controlled,
dependable, and decisive

Source: Goldberg, L. R. (1990). An alternative “description of personality™: The Big-Five factor
structure. Journal of Personality and Social Psychology, 59,1216-1229.

Neuroticism The tendency to be depressed, anxious, insecure, vulnerable, and hostile
Extraversion The tendency to be sociable and assertive and to have positive energy
Openness The tendency to be informed, creative, insightful, and curious
Agreeableness The tendency to be accepting, conforming, trusting, and nurturing

Conscientiousness The tendency to be thorough, organized, controlled, dependable, and
decisive

Source: Goldberg, L. R. (1990). An alternative “description of personality”: The Big-Five factor structure. Journal of Personality and
Social Psychology, 59, 1216-1229.

To assess the links between the Big Five and leadership, Judge, Bono, llies, and Gerhardt (2002)
conducted a major meta-analysis of 78 leadership and personality studies published between 1967 and
1998. In general, Judge et al. found a strong relationship between the Big Five traits and leadership. It
appears that having certain personality traits is associated with being an effective leader.

Specifically, in their study, extraversion was the factor most strongly associated with leadership. It is the
most important trait of effective leaders. Extraversion was followed, in order, by conscientiousness,
openness, and low neuroticism. The last factor, agreeableness, was found to be only weakly associated
with leadership. In a more recent study, Sacket and Walmsley (2014) found that conscientiousness had
the highest correlation with overall job performance, task performance, organizational citizenship
behavior, and counterproductive work behavior (negative correlation). It was found to be the most
frequently assessed trait in job interviews for a variety of occupations.



Strengths and Leadership

Very closely related to the traits approach is the more contemporary emphasis on strengths and
leadership. The idea behind strengths leadership is that everyone has talents in which they excel or
thrive and leaders are able to recognize and capitalize on not only their own strengths but those of their
followers as well. A strength is defined as an attribute or quality of an individual that accounts for
successful performance. Strength researchers (Buckingham & Clifton, 2001; Rath, 2007) suggest that
strengths are the ability to consistently demonstrate exceptional work.

The seminal research in this area has been undertaken by the Gallup organization, which has spent
more than 40 years identifying and assessing individual strengths or “themes of human talent” and
designing and publishing the StrengthsFinder profile, now called CliftonStrengths assessment, an online
assessment of people’s talents and potential strengths. Talents are similar to personality traits—they are
relatively stable, fixed characteristics that are not easily changed. From talents, strengths emerge.
Strengths are derived from having certain talents and then further developing those talents by gaining
additional knowledge, skills, and practice (Rath, 2007).

In the strengths perspective, extraordinary individuals are “distinguished less by their impressive ‘raw
power’ than by their ability to identify their strengths and then exploit them” (Gardner, 1997, p. 15).
MacKie (2016) suggests that our leadership capability is enhanced when we are able to discover our
fully utilized strengths, underutilized strengths, and weaknesses.

Strengths have also been of interest to researchers in the field of positive psychology who look at the
best aspects in people, rather than their weaknesses. Most notably from this area of study, Peterson
and Seligman (2004) developed an inventory of character strengths called the Values In Action
Classification (see Table 2.4).

Table 2.4 VIA Classification of Character Strengths and Virtues



TABLE 2.4 VIA Classification of Character Strengths and Virtues

WISDOM & KNOWLEDGE 1. Creativity
Cognitive Strengths 2. Curiosity
3. Open-mindedness
4. Love of learning
5. Perspective
COURAGE 6. Authenticity
Emotional Strengths 7. Bravery
8. Perseverance
9. Zest
HUMANITY 10. Kindness
Interpersonal Strengths 1. Love
12. Social intelligence
JUSTICE 13. Fairness
Civic Strengths 14. Leadership
15. Teamwork
TEMPERANCE 16. Forgiveness
Strengths Over Excess 17. Modesty
18. Prudence
19. Self-regulation
TRANSCENDENCE 20. Appreciation of beauty and excellence
Strengths About Meaning 21. Gratitude
22. Hope
23, Humor
24. Religiousness
Source: Adapted from A Primer in Positive Psychology, by Christopher Peterson, 2008,
pp. 142-146.
Classification Strengths
WISDOM & KNOWLEDGE 1. Creativity
Cognitive Strengths 2. Curiosity

3. Open-mindedness
4. Love of learning

5. Perspective



Classification

COURAGE

Emotional Strengths

HUMANITY

Interpersonal Strengths

JUSTICE

Civic Strengths

TEMPERANCE

Strengths Over Excess

TRANSCENDENCE

Strengths About Meaning

Strengths

6. Authenticity

7. Bravery

8. Perseverance

9. Zest

10. Kindness

11. Love

12. Social intelligence
13. Fairness

14. Leadership

15. Teamwork

16. Forgiveness

17. Modesty

18. Prudence

19. Self-regulation
20. Appreciation of beauty and excellence
21. Gratitude

22. Hope

23. Humor

24. Religiousness

Source: Adapted from A Primer in Positive Psychology, by Christopher Peterson, 2006, pp. 142—146.

Based on this classification, an individual’s strengths can be measured using the VIA Character
Strengths Survey, which includes 24 strengths organized under six basic virtues. This survey identifies
individuals’ top five character strengths as well as a rank order of their scores on all 24 character
strengths. It takes about 30 minutes to complete and is available free at www.viacharacter.org.

In recent years, there has been an increased interest in studying the way character strengths can be
utilized to improve leaders and leadership in organizations. For example, Sosik, Chun, Ete, Arenas, and
Scherer (2019) studied the character strengths of a sample of more than 200 U.S. Air Force officers and
found that character strengths played a pivotal role in fostering leader performance and psychological


http://www.viacharacter.org/

flourishing. When leaders demonstrate high self-control along with high levels of honesty/humility,
empathy, and moral courage, it appears to benefit their ethical leadership, psychological functioning,
and role performance. In another study, Sosik, Gentry, and Chun (2012) assessed data for 191 top-level
U.S. executives of for-profit and nonprofit organizations and found that the character strengths of
integrity, bravery, and social intelligence were positively related to executive leader performance. In
addition, they found integrity contributed the most to explaining the differences in executive
performance. These studies, as well as others, underscore the importance of understanding character
strengths and the role they play in leadership.



Emotional Intelligence

Another way of assessing the impact of traits on leadership is through the concept of emotional
intelligence, which emerged in the 1990s as an important area of study in psychology. It has been widely
studied by researchers and has captured the attention of many practitioners (Caruso & Wolfe, 2004;
Goleman, 1995, 1998; Mayer & Salovey, 1995, 1997; Mayer, Salovey, & Caruso, 2000; Shankman &
Allen, 2015).

As the two words suggest, emotional intelligence has to do with our emotions (affective domain) and
thinking (cognitive domain) and the interplay between the two. Whereas intelligence is concerned with
our ability to learn information and apply it to life tasks, emotional intelligence is concerned with our
ability to understand emotions and apply this understanding to life’s tasks. Specifically, emotional
intelligence can be defined as the ability to perceive and express emotions, to use emotions to facilitate
thinking, to understand and reason with emotions, and to effectively manage emotions within oneself
and in relationships with others (Mayer, Salovey, & Caruso, 2000).

There are different ways to measure emotional intelligence. One scale is the Mayer-Salovey-Caruso
Emotional Intelligence Test (MSCEIT; Mayer, Caruso, & Salovey, 2000). The MSCEIT measures
emotional intelligence as a set of mental abilities, including the abilities to perceive, facilitate,
understand, and manage emotion. In general, the MSCEIT appears to have acceptable content validity
and reliability (Boyatzis, 2019); however, a review of research on emotional intelligence found that the
emotional intelligence levels in people assessed using this measure seem to be declining over time.
Some posit that this may be due to initial studies of emotional intelligence overstating the findings (Gong
& Jiao, 2019).

Goleman (1995, 1998) takes a broader approach to emotional intelligence, suggesting that it consists of
a set of personal and social competencies. Personal competence consists of self-awareness,
confidence, self-regulation, conscientiousness, and motivation. Social competence consists of empathy
and social skills such as communication and conflict management.

Shankman and Allen (2015) developed a practice-oriented model of emotionally intelligent leadership,

which suggests that leaders must be conscious of three fundamental facets of leadership: context, self,
and others. In the model, emotionally intelligent leaders are defined by 21 capacities to which a leader

should pay attention, including group savvy, optimism, initiative, and teamwork.

Unlike other traits we’ve discussed in this chapter, there is evidence that emotional intelligence is not a
fixed characteristic; it can be improved through training that focuses on enabling leaders to label their
emotions and then regulate them (Ashkanasy, Dasborough, & Ascough, 2009). One experiment
compared leaders who received training to those who received no training (a control group). Those in
the trained group exhibited improved emotional intelligence competencies and significantly improved
outcomes: lower stress, higher morale, and improved civility (Slaski & Cartwright, 2003). Likewise, a
meta-analysis of 58 studies of emotional intelligence training that included control groups showed a
moderate positive effect for the training (Mattingly & Kraiger, 2019).

Goleman and Boyatzis (2017) articulated four broad aspects of emotional intelligence: Self-awareness,
self-management, social awareness, and relationship management. They suggest that individuals can
improve their emotional intelligence by engaging in a combination of personal reflection and seeking
feedback to the following questions:

What are the differences between how you see yourself and how others see you? This can help
you to understand how your self-perception might differ from your reputation.



What matters to you? The areas of your emotional intelligence that you want to improve on should
reflect the feedback you’ve gotten as well as your personal aspirations.

What changes will you make to achieve these goals? ldentify specific actions to take to improve.

Many organizations also see emotional intelligence as a trait that can be changed and have adopted
emotional intelligence training as part of their leadership development. For example, FedEx’s Global
Leadership Institute has an emotional intelligence training program for new managers that challenges
these leaders to focus on the following every day at work:

Know yourself—increase self-awareness of emotions and reactions
Choose yourself—shift from unconscious reactions to intentional responses

Give yourself—align moment-to-moment decisions with a larger sense of purpose

A key principle of the training is that “emotions drive people, [and] people drive performance.” FedEx
has tracked the improvements in managers’ emotional intelligence and reported an 8% to 11% increase
in competencies due to the training—a statistically significant difference (Freedman, 2014).

In addition, the U.S. Army developed a brief internet-based training program for enhancing emotional
intelligence. Because military personnel serve under dangerous and emotionally stressful conditions,
the training was designed to help reduce the development of depression, anxiety, and/or posttraumatic
stress disorder (PTSD). The training helped service members strengthen their emotional flexibility,
adaptability, and coping by improving the ability to understand and control their emotions (Killgore,
2017).

There is a debate in the field regarding how big a role emotional intelligence plays in helping people be
successful in life. Some researchers, such as Goleman (1995), suggested that emotional intelligence
plays a major role in whether people are successful at school, home, and work. Others, such as Mayer,
Salovey, and Caruso (2000) and Antonakis (2009), made softer claims for the significance of emotional
intelligence in meeting life’s challenges. A major review of leadership research identifies “emotions in
leadership” as a general category but does not specifically mention emotional intelligence (Dinh et al.,
2014). It appears that emotional intelligence is not considered mainstream in leadership research. At the
same time, Kotsou, Mikolajczak, Heeren, Grégoire, and Leys (2019) determined that the studies that
have been done on the efficacy of emotional intelligence training have not included follow-up research to
determine the long-term effects of such training.

A review of the literature by Ashkanasy and Daus (2002) summarizes what we can safely conclude:
Emotional intelligence is distinct from, but positively related to, other intelligences (such as 1Q). It is an
individual difference; some people have more emotional intelligence than others. Emotional intelligence
develops over a person’s lifetime and can be improved with training. Finally, it involves abilities to
effectively identify and perceive emotion and the skills to understand and manage emotions.

In summary, emotional intelligence appears to play a role in the leadership process. The underlying
premise suggested by the emotional intelligence framework is that people who are more sensitive to
their emotions and the impact of their emotions on others will be leaders who are more effective. As
more research is conducted on emotional intelligence, the intricacies of how emotional intelligence
relates to leadership will be better understood.



HOW DOES THE TRAIT APPROACH WORK?

The trait approach is very different from the other approaches discussed in subsequent chapters
because it focuses exclusively on the leader, not on the followers or the situation. This makes the trait
approach theoretically more straight forward than other approaches. In essence, the trait approach is
concerned with what traits leaders exhibit and who has these traits.

The trait approach does not lay out a set of hypotheses or principles about what kind of leader is
needed in a certain situation or what a leader should do, given a particular set of circumstances.
Instead, this approach emphasizes that having a leader with a certain set of traits is crucial to having
effective leadership. It is the leader and the leader’s traits that are central to the leadership process.

The trait approach suggests that organizations will work better if the people in managerial positions
have designated leadership profiles. To find the right people, it is common for organizations to use trait
assessment instruments. The assumption behind these procedures is that selecting the right people will
increase organizational effectiveness. Organizations can specify the characteristics or traits that are
important to them for particular positions and then use trait assessment measures to determine whether
an individual fits their needs.

The trait approach is also used for personal awareness and development. By analyzing their own traits,
managers can gain an idea of their strengths and weaknesses and can get a feel for how others in the
organization see them. A trait assessment can help managers determine whether they have the
qualities to move up or to move to other positions in the company.

A trait assessment gives individuals a clearer picture of who they are as leaders and how they fit into the
organizational hierarchy. In areas where their traits are lacking, leaders can try to make changes in what
they do or where they work to increase their traits’ potential impact.

Near the end of the chapter, a leadership instrument is provided that you can use to assess your
leadership traits. This instrument is typical of the kind of assessments that companies use to evaluate
individuals’ leadership potential. As you will discover by completing this instrument, trait measures are a
good way to assess your own characteristics.



STRENGTHS

The trait approach has several identifiable strengths. First, the trait approach is intuitively appealing. It
fits clearly with our notion that leaders are the individuals who are out front and leading the way in our
society. The image in the popular press and community at large is that leaders are a special kind of
people—people with gifts who can do extraordinary things. The trait approach is consistent with this
perception because it is built on the premise that leaders are different, and their difference resides in the
special traits they possess. People have a need to see their leaders as gifted people, and the trait
approach fulfills this need.

A second strength of the trait approach is that it has a century of research to back it up. No other theory
can boast of the breadth and depth of studies conducted on the trait approach. The strength and
longevity of this line of research give the trait approach a measure of credibility that other approaches
lack. Out of this abundance of research has emerged a body of data that points to the important role of
various traits in the leadership process.

Another strength, more conceptual in nature, results from the way the trait approach highlights the
leader component in the leadership process. Leadership is composed of leaders, followers, and
situations, but the trait approach is devoted to only the first of these—Ileaders. Although this is also a
potential weakness, by focusing exclusively on the role of the leader in leadership the trait approach has
been able to provide us with a deeper and more intricate understanding of how the leader and the
leader’s traits are related to the leadership process.

The trait approach has given us some benchmarks for what we need to look for if we want to be leaders.
It identifies what traits we should have and whether the traits we do have are the best traits for
leadership. Based on the findings of this approach, trait assessment procedures can be used to offer
invaluable information to supervisors and managers about their strengths and weaknesses and ways to
improve their overall leadership effectiveness.

Last, the trait approach helps organizations identify leaders and select individuals for leadership training
programs. Organizations often use a battery of personality tests when selecting and placing people
within their organizations. For example, conscientiousness, extraversion, and openness to experience
are effective traits for sales positions (Frieder, Wang, & Oh, 2018). Personality traits can be used to
screen employees, once hired, who will benefit most from leadership training. For example, one study
found that extraversion, agreeableness, intellectual curiosity, and emotional stability were positively
related to both self-ratings and director ratings of leader development in a training program (Blair,
Palmieri, & Paz-Aparicio, 2018). Thus, traits offer a way to predict who will succeed in certain positions
and who is best suited to leadership development.



CRITICISMS

In addition to its strengths, the trait approach has several weaknesses. First and foremost is the failure
of the trait approach to delimit a definitive list of leadership traits. Although an enormous number of
studies have been conducted over the past 100 years, the findings from these studies have been
ambiguous and uncertain at times. Furthermore, the list of traits that has emerged appears endless.
This is obvious from Table 2.1, which lists a multitude of traits. In fact, these are only a sample of the
many leadership traits that were studied.

Another criticism is that the trait approach has failed to take situations into account. As Stogdill (1948)
pointed out more than 70 years ago, it is difficult to isolate a set of traits that are characteristic of leaders
without also factoring situational effects into the equation. People who possess certain traits that make
them leaders in one situation may not be leaders in another situation. Some people may have the traits
that help them emerge as leaders but not the traits that allow them to maintain their leadership over
time. In other words, the situation influences leadership.

Leader traits also may interact with the situation in that certain traits may predispose a person to
assume leadership roles in organizations. For example, leaders with higher openness to experience
may thrive in the innovative, energetic environment of a high-technology start-up company, but once that
company is established and running on a routine, they may begin to feel stagnant, negatively affecting
their performance. Yet, research on traits has not incorporated the situation (Zaccaro et al., 2018),
including such factors as the leader—member relationship, team characteristics, or organizational culture
that enhance or constrain the influence of traits on performance.

A third criticism, derived from the prior two criticisms, is that this approach has resulted in highly
subjective determinations of the most important leadership traits. Because the findings on traits have
been so extensive and broad, there has been much subjective interpretation of the meaning of the data.
This subjectivity is readily apparent in the many self-help, practice-oriented management books. For
example, one author might identify ambition and creativity as crucial leadership traits; another might
identify empathy and calmness. In both cases, it is the author’s subjective experience and observations
that are the basis for the identified leadership traits. These books may be helpful to readers because
they identify and describe important leadership traits, but the methods used to generate these lists of
traits are weak. To respond to people’s need for a set of definitive traits of leaders, authors have set
forth lists of traits, even if the origins of these lists are not grounded in strong, reliable research.

Research on traits can also be criticized for failing to look at traits in relationship to leadership outcomes.
This research has emphasized the identification of traits but has not addressed how leadership traits
affect group members and their work. In trying to ascertain universal leadership traits, researchers have
focused on the link between specific traits and leader emergence, but they have not tried to link leader
traits with other outcomes such as productivity or employee satisfaction. For example, trait research
does not provide data on whether leaders who have high intelligence and strong integrity have better
results than leaders without these traits. The trait approach is weak in describing how leaders’ traits
affect the outcomes of groups and teams in organizational settings.

A final criticism of the trait approach is that, other than for emotional intelligence, its usefulness for
leadership training and development is limited. Even if definitive traits could be identified, teaching
leaders to improve these traits is not an easy process because traits are not easily changed. For
example, it is not reasonable to send managers to a training program to raise their IQ or to train them to
become extraverted. While there is some evidence that the trait of emotional intelligence may be
improved with training, it is unclear whether these effects are long lasting. The point is that traits are
largely fixed psychological structures, and this limits the value of teaching and leadership training.



APPLICATION

Despite its shortcomings, the trait approach provides valuable information about leadership. It can be
applied by individuals at all levels and in all types of organizations. Although the trait approach does not
provide a definitive set of traits, it does provide direction regarding which traits are good to have if one
aspires to a leadership position. By taking trait assessments and other similar questionnaires, people
can gain insight into whether they have certain traits deemed important for leadership, and they can
pinpoint their strengths and weaknesses with regard to leadership.

As we discussed previously, managers can use information from the trait approach to assess where
they stand in their organization and what they need to do to strengthen their position. Trait information
can suggest areas in which their personal characteristics are very beneficial to the company and areas
in which they may want to get more training to enhance their overall approach. Using trait information,
managers can develop a deeper understanding of who they are and how they will affect others in the
organization.



CASE STUDIES AND SELF-ASSESSMENT

In this section, three case studies (Cases 2.1, 2.2, and 2.3) are provided to illustrate the trait approach
and to help you understand how the trait approach can be used in making decisions in organizational
settings. The settings of the cases are diverse—directing research and development at a large snack
food company, being head of recruitment for a large bank, and a profile of entrepreneur Elon Musk—but
all of the cases deal with trait leadership. At the end of each case, you will find questions that will help in
analyzing the cases.



Case 2.1 Choosing a New Director of Research

Sandra Coke is vice president for research and development at Great Lakes Foods (GLF), a large snack
food company that has approximately 1,000 employees. As a result of a recent reorganization, Sandra
must choose the new director of research. The director will report directly to Sandra and will be
responsible for developing and testing new products. The research division of GLF employs about 200
people. The choice of directors is important because Sandra is receiving pressure from the president
and board of GLF to improve the company’s overall growth and productivity.

Sandra has identified three candidates for the position. Each candidate is at the same managerial level.
She is having difficulty choosing one of them because each has very strong credentials. Alexa Smith is
a longtime employee of GLF who started part-time in the mailroom while in high school. After finishing
school, Alexa worked in as many as 10 different positions throughout the company to become manager
of new product marketing. Performance reviews of Alexa’s work have repeatedly described her as being
very creative and insightful. In her tenure at GLF, Alexa has developed and brought to market four new
product lines. Alexa is also known throughout GLF as being very persistent about her work: When she
starts a project, she stays with it until it is finished. It is probably this quality that accounts for the
success of each of the four new products with which she has been involved.

A second candidate for the new position is Kelsey Metts, who has been with GLF for five years and is
manager of quality control for established products. Kelsey has a reputation for being very bright. Before
joining GLF, she received her MBA at Harvard, graduating at the top of her class. People talk about
Kelsey as the kind of person who will be president of her own company someday. Kelsey is also very
personable. On all her performance reviews, she received extra-high scores on sociability and human
relations. There isn’'t a supervisor in the company who doesn’t have positive things to say about how
comfortable it is to work with Kelsey. Since joining GLF, Kelsey has been instrumental in bringing two
new product lines to market.

Thomas Santiago, the third candidate, has been with GLF for 10 years and is often consulted by upper
management regarding strategic planning and corporate direction setting. Thomas has been very
involved in establishing the vision for GLF and is a company person all the way. He believes in the
values of GLF, and actively promotes its mission. The two qualities that stand out above the rest in
Thomas’s performance reviews are his honesty and integrity. Employees who have worked under his
supervision consistently report that they feel they can trust Thomas to be fair and consistent. Thomas is
highly respected at GLF. In his tenure at the company, Thomas has been involved in some capacity with
the development of three new product lines.

The challenge confronting Sandra is to choose the best person for the newly established director’s
position. Because of the pressure she feels from upper management, Sandra knows she must select
the best leader for the new position.

Questions

1. Based on the information provided about the trait approach in Tables 2.1 and 2.2, if you were
Sandra, whom would you select?

2. In what ways is the trait approach helpful in this type of selection?

3. In what ways are the weaknesses of the trait approach highlighted in this case?



Case 2.2 Recruiting for the Bank

Pat is the assistant director of human resources in charge of recruitment for Central Bank, a large, full-
service banking institution. One of Pat’s major responsibilities each spring is to visit as many college
campuses as he can to interview graduating seniors for credit analyst positions in the commercial
lending area at Central Bank. Although the number varies, he usually ends up hiring about 20 new
people, most of whom come from the same schools, year after year.

Pat has been doing recruitment for the bank for more than 10 years, and he enjoys it very much.
However, for the upcoming spring he is feeling increased pressure from management to be particularly
discriminating about whom he recommends hiring. Management is concerned about the retention rate at
the bank because in recent years as many as 25% of the new hires have left. Departures after the first
year have meant lost training dollars and strain on the staff who remain. Although management
understands that some new hires always leave, the executives are not comfortable with the present
rate, and they have begun to question the recruitment and hiring procedures.

The bank wants to hire people who can be groomed for higher-level leadership positions. Although
certain competencies are required of entry-level credit analysts, the bank is equally interested in skills
that will allow individuals to advance to upper management positions as their careers progress.

In the recruitment process, Pat always looks for several characteristics. First, applicants need to have
strong interpersonal skills, they need to be confident, and they need to show poise and initiative. Next,
because banking involves fiduciary responsibilities, applicants need to have proper ethics, including a
strong sense of the importance of confidentiality. In addition, to do the work in the bank, they need to
have strong analytical and technical skills, and experience in working with computers. Last, applicants
need to exhibit a good work ethic, and they need to show commitment and a willingness to do their job
even in difficult circumstances.

Pat is fairly certain that he has been selecting the right people to be leaders at Central Bank, yet upper
management is telling him to reassess his hiring criteria. Although he feels that he has been doing the
right thing, he is starting to question himself and his recruitment practices.

Questions

1. Based on ideas described in the trait approach, do you think Pat is looking for the right
characteristics in the people he hires?

2. Could it be that the retention problem raised by upper management is unrelated to Pat’s recruitment
criteria?

3. If you were Pat, would you change your approach to recruiting?



Case 2.3 Elon Musk

When he was 12, Elon Musk created and sold his first product. That video game, Blastar, was the start
of Musk’s meteoric entrepreneurial career, which has seen him take on everything from electric cars to
space travel to alternative energy.

Musk grew up in South Africa, the son of an engineer and a Canadian model. In grade school Musk was
introverted and often bullied, but at 15 he learned how to defend himself with karate and wrestling. He
moved to Canada at 17 to attend university and three years later left Canada to attend the University of
Pennsylvania where he earned degrees in economics and physics. In 1995, only two days into a PhD
program in energy physics at Stanford, Musk dropped out to launch his first company, Zip2, with his
brother Kimbal. An online city guide, Zip2 provided content for websites of both the New York Times and
the Chicago Tribune. Four years later, Compaq Computer Corporation bought Zip2 for $307 million.

The Musk brothers then founded X.com, an online financial services/payments company, which became
PayPal. Three years later, eBay acquired PayPal for $1.5 billion.

Now a billionaire, Musk started Space Exploration Technologies Corporation, or SpaceX, in 2002 with
the intention of building reusable spacecraft for commercial space travel. A year after launching
SpaceX, Musk became the cofounder, CEO, and product architect at Tesla Motors, dedicated to
producing affordable, mass-market electric cars as well as battery products and solar roofs. He also
launched several other side projects, including establishment of The Boring Company devoted to boring
and building underground tunnels to reduce street traffic, becoming cochair of the nonprofit research
organization OpenAl with the mission of advancing digital intelligence to benefit humanity, and
development of the Hyperloop to create a more expedient form of transportation between cities.

But unlike his earlier ventures, both SpaceX and Tesla had considerable challenges. In 2008, Musk was
nearly out of money after SpaceX’s Falcon 1 rocket, of which he was the chief designer, suffered three
failed launches before it finally had a successful one. Meanwhile, Tesla was hitting speed bump after
speed bump in the development of its vehicles, hemorrhaging money, and losing investor confidence as
well as orders from customers who were unhappy with the long wait time to get their vehicles.

Musk faced these challenges the way he did as a bullied school kid: head on. “Leaders are . . . expected
to work harder than those who report to them and always make sure that their needs are taken care of
before yours, thus leading by example,” he said (Jackson, 2017).

At SpaceX, Musk continued to innovate, and the company accomplished a stunning number of
achievements including successfully having rockets land safely back on earth after launches,
transporting supplies to the International Space Station, and developing a rocket that could carry
heavier payloads. By 2019, SpaceX had 6,000-plus contracts, worth $12 billion, with NASA and other
commercial satellite companies. The company, which says its ultimate mission is to foster interplanetary
life, is planning a cargo mission to Mars in 2022 (Space Exploration Technologies Corp., 2020).

Many credit SpaceX'’s success to the unified culture at the company created by its fairly flat
organizational structure and the fact that, despite its growth, the company still maintains a start-up
mentality and feel.

“It's an incredible place to work,” said one engineer. “There’s a great sense of connectedness between
everyone. Everyone’s got the same goal in mind. Everyone’s working super hard to deliver a product
successfully. It's amazing when it all culminates in launch” (Mind & Machine, 2017).

Dolly Singh, the former head of human resources at SpaceX, said, “The thing that makes Elon Elon is
his ability to make people believe in his vision” (Snow, 2015). Jim Cantrell, SpaceX’s first engineer,
added, “He is the smartest guy I've ever met, period. | know that sounds overblown. But I've met plenty



of smart people, and | don’t say that lightly. He’s absolutely, frickin’ amazing. | don’t even think he
sleeps” (Feloni, 2014).

But to turn Tesla around, Musk had to roll up his shirtsleeves. The company, which was four years
behind on the production of its Model 3, was under severe public scrutiny from investors and industry
analysts. After missing one deadline after another, Musk restructured the organization in April 2018 and
took over as the head of engineering to personally oversee efforts in that division. In a 2018 Twitter post,
Musk said that to meet production goals, it was time to “divide & conquer, so I'm back to sleeping at
factory.” By the end of June 2018, Tesla had met its goal of producing 5,000 Model 3 cars per week,
while churning out another 2,000 Model S sedans and Model X SUVs (Sage & Rodriguez, 2018).

Musk has been described as an unconventional leader, even by Silicon Valley standards. He is a prolific
tweeter in which he comments on everything from building cyborg dragons, to jokes about bankruptcy,
to mixing Ambien with red wine (Davies, 2018). He has graced magazine covers and goes on talk
shows and appeared on animated television shows The Simpsons and South Park. His peculiar sense
of humor was on dramatic display when he launched his own red Tesla Roadster sports car into space
atop the first SpaceX Falcon Heavy rocket. At the same time, some of his behavioral quirks have also
become liabilities.

In a public earnings call with investors and financial analysts, Musk attacked two analysts for asking
what he called “bonehead” and “dry” questions that he refused to answer, resulting in Tesla’s stock value
plunging 10% (Davies, 2018). When his efforts to assist in the rescue of 12 young soccer players and
their coach from a flooded cave in Thailand were criticized as self-aggrandizing rather than serious,
Musk responded with a tweet calling one of the divers involved in the rescue “pedo guy,” insinuating he
was a child molester (Levin, 2018).

In August 2018, Musk wrote on Twitter that he was considering taking Tesla private and that he had the
necessary funding “secured” to do so. As a result, Tesla’s stock price immediately shot up, gaining the
attention of the Securities and Exchange Commission (SEC), which investigated and ultimately fined
Musk $20 million. Less than two weeks after that episode, Musk gave an emotional interview with the
New York Times, in which he alternately laughed and cried in a display that left many questioning his
mental state and sent Tesla investors into sell mode with their stock (Crum, 2018).

Not long after that interview, Musk changed his mind and said Tesla would remain a public company. He
followed that decision with an appearance on the Joe Rogan Experience podcast during which he
smoked what was said to be a marijuana-laced cigarette (Davies, 2018).

“The reason Elon seems to attract drama is that he is so transparent, so open, in a way that can come
back to bite him,” his brother and Tesla board member Kimbal Musk told the New York Times. “He
doesn’'t know how to do it differently. It's just who he is” (Gelles, 2018).

After all of the drama in 2018, there were many concerns about where Tesla would go in 2019. The
answer? Tesla ended 2019 on a high note, with a record stock price topping out at more than $400 per
share.

“It's been quite the turnaround for Musk since his ‘funding secured’ tweet debacle of last year,” one
analyst noted. “Tesla’s stock has been one of the top performers of the second-half of the year and
Musk is proof that you can take on the SEC, smoke weed on podcasts, call people pedo guy and still
run a $70 billion company” (Crum, 2018).

Questions

1. How does Musk exhibit each of the major leadership traits (Table 2.2)? Which of these traits do you
believe he is the strongest in? Is there one where he is weak?



2. Describe how Musk has exhibited each of the Big Five personality factors. Which of these factors
do you think has the most correlation with Musk’s success as a leader?

3. Shankman and Allen (2015) suggest that an emotionally intelligent leader is conscious of context,
self, and others. How would you characterize Musk’s emotional intelligence using these three
facets?

4. If you were asked to design a leadership training program based on the trait approach, how could
you incorporate the story of Elon Musk and his leadership? Around which of his traits would you
structure your training? Are some of his leadership traits more teachable than others? Discuss.



Leadership Instrument

Organizations use a wide variety of questionnaires to measure individuals’ traits. In many organizations,
it is common practice to use standard trait measures such as the Minnesota Multiphasic Personality
Inventory or the Myers-Briggs Type Indicator. These measures provide valuable information to the
individual and the organization about the individual's unique attributes for leadership and where the
individual could best serve the organization.

In this section, the Leadership Trait Questionnaire (LTQ) is provided as an example of a measure that
can be used to assess your personal leadership characteristics. The LTQ quantifies the perceptions of
the individual leader and selected observers, such as followers or peers. It measures an individual’s
traits and points respondents to the areas in which they may have special strengths or weaknesses.

By taking the LTQ, you can gain an understanding of how trait measures are used for leadership
assessment. You can also assess your own leadership traits.

Leadership Trait Questionnaire (LTQ)

Purpose: The purpose of this questionnaire is to measure personal characteristics of leadership
and to gain an understanding of how traits are used in leadership assessment.

Instructions: Using the following scale, indicate the degree to which you agree or disagree with
each of the 14 statements when viewing yourself as a leader. After you complete this
questionnaire, it should be completed by five people you know (e.g., roommates, coworkers,
relatives, friends) to show how they view you as a leader.

Key: 1 = Strongly disagree 2 = Disagree 3 = Neutral 4 = Agree 5 = Strongly agree

1 Articulate: Communicates effectively with others 123 475
2. Perceptive: Is discerning and insightful 12345
3. Self-confident: Believes in oneself and one's ability 123245
4. Self-assured: Is secure with oneself, free of doubts 12345
5. Persistent: Stays fixed on the goals, despite 12345

interference

6.  Determined: Takes a firm stand, acts with certainty 123465

7 Trustworthy: Is authentic and inspires confidence 123465

8. Dependable: Is consistent and reliable 128 &5

9. Friendly: Shows kindness and warmth 1:2:3 45

10.  Outgoing: Talks freely, gets along well with others 123408

n. Conscientious: |s thorough, organized, and controlled 12345

12. Diligent: Is persistent, hardworking 123465

13. Sensitive: Shows tolerance, is tactful and sympathetic 1 23 405

14. Empathic: Understands others, identifies with others 1 2.3 45
1. | Articulate: Communicates effectively with others 123 45
2. | Perceptive: Is discerning and insightful 123 4 5

3. | Self-confident: Believes in oneself and one’s ability 123 45



10.

11.

12.

13.

14.

Self-assured: Is secure with oneself, free of doubts

Persistent: Stays fixed on the goals, despite interference

Determined: Takes a firm stand, acts with certainty

Trustworthy: Is authentic and inspires confidence

Dependable: Is consistent and reliable

Friendly: Shows kindness and warmth

Outgoing: Talks freely, gets along well with others

Conscientious: Is thorough, organized, and controlled

Diligent: Is persistent, hardworking

Sensitive: Shows tolerance, is tactful and sympathetic

Empathic: Understands others, identifies with others

1



Scoring

1. Enter the responses for Raters 1, 2, 3, 4, and 5 in the appropriate columns as shown in
Example 2.1. The example provides hypothetical ratings to help explain how the
questionnaire can be used.

2. For each of the 14 items, compute the average for the five raters and place that number in
the “average rating” column.

3. Place your own scores in the “self-rating” column.

Example 2.1 Leadership Traits Questionnaire Ratings

EXAMPLE 2.1 Leadership Traits Questionnaire Ratings

Rater Rater Rater Rater Rater Average Self-

1 2 3 4 5 rating  rating
1. Articulate 4 4 3 2 4 3.4 4

2. Perceptive 2 5 3 4 4 36 5

3. Self-confident 4 4 5 5 4 4.4 4

4, Self-assured 5 5 5 5 5 5 5

5. Persistent 4 4 3 3 3 34 3

6. Determined 4 4 4 4 4 4 4

7. Trustworthy 5 5 5 L5 5 5 5

8. Dependable 4 5 4 5 4 4.4 4

9. Friendly 5 5 5 5 5 5 5

10. Qutgoing 5 4 5 4 5 4.6 4

1. Conscientious 2 3 2 3 3 26 4

12. Diligent 3 3 3 3 3 3 4

13. Sensitive 4 4 5 5 5 4.6 3

14. Empathic 5 5 4 5 4 46 3

Rater 1 Rater 2 Rater 3 Rater 4 | Rater 5 Average rating Self-rating

1. Articulate 4 4 3 2 4 3.4 4
2. Perceptive 2 5 3 4 4 3.6 5
3. Self-confident |4 4 5 5 4 4.4 4
4. Self-assured 5 5 5 5 5 5 5
5. Persistent 4 4 3 3 3 34 3
6. Determined 4 4 4 4 4 4 4

7. Trustworthy 5 5 5 5 5 5 5



8. Dependable

9. Friendly

10. Outgoing

11. Conscientious

12. Diligent

13. Sensitive

14. Empathic

4.4

4.6

2.6

4.6

4.6



Scoring Interpretation

The scores you received on the LTQ provide information about how you see yourself as a leader
and how others see you as a leader. There are no “perfect” scores for this questionnaire. The
purpose of the instrument is to provide a way to assess your strengths and weaknesses. This
assessment can help you understand your assets as well as areas in which you may seek to
improve. The chart allows you to see where your perceptions are the same as those of others
and where they differ.

The example ratings show how the leader self-rated higher than the observers did on the
characteristic articulate. On the second characteristic, perceptive, the leader self-rated
substantially higher than others. On the self-confident characteristic, the leader self-rated quite
close to others’ ratings but lower.

A low or moderate self-rating (3 or below) on a trait may indicate that you have had little
opportunity to develop this part of your personality or that your current work or school setting
does not require you to exercise this trait. A high score (4 or above) suggests you are aware of
this trait and use it often. How similar or dissimilar your self-ratings are from others’ ratings may
be affected by whom you chose to evaluate you, how long these people have known you, and
the contexts in which they have observed your behavior.



Summary

The trait approach has its roots in leadership theory that suggested that certain people were born with
special traits that made them great leaders. Because it was believed that leaders and nonleaders could
be differentiated by a universal set of traits, throughout the 20th century researchers were challenged to
identify the definitive traits of leaders.

Around the mid-20th century, several major studies questioned the basic premise that a unique set of
traits defined leadership. As a result, attention shifted to incorporating the impact of situations and of
followers on leadership. Researchers began to study the interactions between leaders and their context
instead of focusing only on leaders’ traits. More recently, there have been signs that trait research has
come full circle, with a renewed interest in focusing directly on the critical traits of leaders.

From the multitude of studies conducted through the years on personal characteristics, it is clear that
many traits contribute to leadership. Some of the important traits that are consistently identified in many
of these studies are intelligence, self-confidence, determination, integrity, and sociability. In addition,
researchers have found a strong relationship between leadership and the traits described by the five-
factor personality model. Extraversion was the trait most strongly associated with leadership, followed
by conscientiousness, openness, low neuroticism, and agreeableness. Conscientiousness was found to
have the highest correlation with overall job performance, task performance, organizational citizenship
behavior, and counterproductive work behavior (negative correlation) and to be the most frequently
assessed trait in job interviews for a variety of occupations.

Another recent line of research has focused on emotional intelligence and its relationship to leadership.
This research suggests that leaders who are sensitive to their emotions and to the impact of their
emotions on others may be leaders who are more effective.

On a practical level, the trait approach is concerned with which traits leaders exhibit and who has these
traits. Organizations use personality assessment instruments to identify how individuals will fit within
their organizations. The trait approach is also used for personal awareness and development because it
allows managers to analyze their strengths and weaknesses to gain a clearer understanding of how
they should try to change to enhance their leadership.

There are several advantages to viewing leadership from the trait approach. First, it is intuitively
appealing because it fits clearly into the popular idea that leaders are special people who are out front,
leading the way in society. Second, a great deal of research validates the basis of this perspective.
Third, by focusing exclusively on the leader, the trait approach provides an in-depth understanding of
the leader component in the leadership process. Last, it has provided some benchmarks against which
individuals can evaluate their own personal leadership attributes.

On the negative side, the trait approach has failed to provide a definitive list of leadership traits. In
analyzing the traits of leaders, the approach has failed to take into account the impact of situations. In
addition, the approach has resulted in subjective lists of the most important leadership traits, which are
not necessarily grounded in strong, reliable research.

Furthermore, the trait approach has not adequately linked the traits of leaders with other outcomes such
as group and team performance, which makes this approach not particularly useful for training and
development for leadership because individuals’ personal attributes are largely stable and fixed, and
their traits are not amenable to change. While there is some evidence that the trait of emotional
intelligence may be improved with training, follow-up studies have not been conducted to determine the
long-term effects of such training.






3 SKILLS APPROACH

The skills approach is a leader-centered perspective that emphasizes the competencies of leaders.



DESCRIPTION

Like the trait approach discussed in Chapter 2, the skills approach takes a leader-centered perspective
on leadership. However, in the skills approach we shift our thinking from focusing exclusively on traits to
an emphasis on skills and abilities that can be learned and developed. Although personality and
behavior certainly play a role in leadership, the skills approach emphasizes the capabilities, knowledge,
and skills that are needed for effective leadership.

Researchers have studied leadership skills directly or indirectly for a number of years (see Bass, 2008,
pp. 97—-109). However, the impetus for research on skills was a classic article published by Katz in the
Harvard Business Review in 1955, titled “Skills of an Effective Administrator.” Katz’s article appeared at
a time when researchers were trying to identify a definitive set of leadership traits. Katz’'s approach was
an attempt to transcend the trait problem by addressing leadership as a set of developable skills. More
recently, a revitalized interest in the skills approach has emerged. Beginning in the early 1990s, a
multitude of studies have been published that contend that a leader’s effectiveness depends on the
leader’s ability to solve complex organizational problems. This research has resulted in a
comprehensive skill-based model of leadership that was advanced by M. Mumford and his colleagues
(M. Mumford, Zaccaro, Harding, Jacobs, & Fleishman, 2000; Yammarino, 2000).

In this chapter, our discussion of the skills approach is divided into two parts. First, we discuss the
general ideas set forth by Katz regarding three basic administrative skills: technical, human, and
conceptual. Second, we discuss the recent work of Mumford and colleagues that has resulted in a skills-
based model of organizational leadership.



Three-Skill Approach

Based on field research in administration and his own firsthand observations of executives in the
workplace, Katz (1955, p. 34) suggested that effective administration (i.e., leadership) depends on three
basic personal skills: technical, human, and conceptual. Katz argued that these skills are quite different
from traits or qualities of leaders. Skills are what leaders can accomplish, whereas traits are who leaders
are (i.e., their innate characteristics). Leadership skills are defined in this chapter as the ability to use
one’s knowledge and competencies to accomplish a set of goals or objectives. This chapter shows that
these leadership skills can be acquired and leaders can be trained to develop them.

Technical Skills

Technical skills are knowledge about and proficiency in a specific type of work or activity. They include
competencies in a specialized area, analytical ability, and the ability to use appropriate tools and
techniques (Katz, 1955). For example, in a computer software company, technical skills might include
knowing software language and programming, the company’s software products, and how to make
these products function for clients. Similarly, in an accounting firm, technical skills might include
understanding and having the ability to apply generally accepted accounting principles to a client’s audit.
In both of these examples, technical skills involve a hands-on activity with a basic product or process
within an organization. Technical skills play an essential role in producing the actual products a
company is designed to produce.

As illustrated in Figure 3.1, technical skills are most important at lower and middle levels of management
and less important in upper management. For leaders at the highest level, such as CEOs, presidents,
and senior officers, technical competencies are not as essential. Individuals at the top level depend on
skilled followers to handle technical issues of the physical operation.

Human Skills

Human skills are knowledge about and ability to work with people. They are quite different from
technical skills, which have to do with working with things (Katz, 1955). Human skills are “people skills.”
They are the abilities that help a leader to work effectively with followers, peers, and superiors to
accomplish the organization’s goals. Human skills allow a leader to assist group members in working
cooperatively as a group to achieve common goals. For Katz, it means being aware of one’s own
perspective on issues and, at the same time, being aware of the perspective of others. Leaders with
human skills adapt their own ideas to those of others. Furthermore, they create an atmosphere of trust
where followers can feel comfortable and secure and where they can feel encouraged to become
involved in the planning of things that will affect them. Being a leader with human skills means being
sensitive to the needs and motivations of others and considering others’ needs in one’s decision
making. In short, human skills are the capacity to get along with others as you go about your work.
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Figure 3.1 Management Skills Necessary at Various Levels of an Organization

Source: Adapted from “Skills of an Effective Administrator,” by R. L. Katz, 1955, Harvard Business
Review, 33(1), pp. 33-42.

Figure 3.1 shows that human skills are important in all three levels of management. Although managers
at lower levels may communicate with a far greater number of followers, human skills are equally
important at middle and upper levels.

Conceptual Skills

Broadly speaking, conceptual skills are the ability to work with ideas and concepts. Whereas technical
skills deal with things and human skills deal with people, conceptual skills involve the ability to work with
ideas. A leader with conceptual skills is comfortable talking about the ideas that shape an organization
and the intricacies involved. They are good at putting the organization’s goals into words and can
understand and express the economic principles that affect the organization. A leader with conceptual
skills works easily with abstractions and hypothetical notions.

Conceptual skills are central to creating a vision and strategic plan for an organization. For example, it
would take conceptual skills for a CEO in a struggling manufacturing company to articulate a vision for a
line of new products that would steer the company into profitability. Similarly, it would take conceptual
skills for the director of a nonprofit health organization to create a strategic plan to compete successfully
with for-profit health organizations in a market with scarce resources. The point of these examples is
that conceptual skills have to do with the mental work of shaping the meaning of organizational or policy
issues—understanding what an organization stands for and where it is or should be going.

As shown in Figure 3.1, conceptual skills are most important at the top management levels. In fact,
when upper-level managers do not have strong conceptual skills, they can jeopardize the whole
organization. Conceptual skills are also important in middle management; as we move down to lower
management levels, conceptual skills become less important.




Summary of the Three-Skill Approach

To summarize, the three-skill approach includes technical, human, and conceptual skills. It is important
for leaders to have all three skills; depending on where they are in the management structure, however,
some skills are more important than others.

Katz's work in the mid-1950s set the stage for conceptualizing leadership in terms of skills, but it was not
until the mid-1990s that an empirically based skills approach received recognition in leadership
research. In the next section, the comprehensive skill-based model of leadership is presented.



Skills Model

Beginning in the early 1990s, a group of researchers, with funding from the U.S. Army and Department
of Defense, set out to test and develop a comprehensive theory of leadership based on problem-solving
skills in organizations. The studies were conducted over a number of years using a sample of more than
1,800 Army officers, representing six grade levels, from second lieutenant to colonel. The project used a
variety of new measures and tools to assess the skills of these officers, their experiences, and the
situations in which they worked.

The researchers’ main goal was to explain the underlying elements of effective performance. They
addressed questions such as these: What accounts for why some leaders are good problem solvers
and others are not? What specific skills do high-performing leaders exhibit? How do leaders’ individual
characteristics, career experiences, and environmental influences affect their job performance? As a
whole, researchers wanted to identify the leadership factors that create exemplary job performance in
an actual organization.

Based on the extensive findings from the project, M. Mumford and colleagues formulated a skill-based
model of leadership (Figure 3.2). The model is characterized as a capability model because it examines
the relationship between a leader’s knowledge and skills (i.e., capabilities) and the leader’s performance
(M. Mumford, Zaccaro, Harding, et al., 2000, p. 12). Leadership capabilities can be developed over time
through education and experience. Unlike the “great man” approach (discussed in Chapter 2 of this
text), which implies that leadership is reserved for only the gifted few, the skills approach suggests that
many people have the potential for leadership. If people are capable of learning from their experiences,
they can acquire leadership skills. The skills approach can also be distinguished from the leadership
approaches, discussed in subsequent chapters, that focus on behavioral patterns of leaders (e.g., the
style approach, leader—-member exchange theory, and transformational leadership). Rather than
emphasizing what leaders do, the skills approach frames leadership as the capabilities (knowledge and
skills) that make effective leadership possible (M. Mumford, Zaccaro, Harding, et al., 2000, p. 12).
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Figure 3.2 Influence of Leader Characteristics on Leader Performance

Source: Adapted from “Leadership Skills for a Changing World: Solving Complex Social Problems,” by
M. D. Mumford, S. J. Zaccaro, F. D. Harding, T. O. Jacobs, and E. A. Fleishman, The Leadership
Quarterly, 11(1), p. 23. Copyright 2000 by Elsevier.



The skill-based model of M. Mumford’s group has five components: competencies, individual attributes,
career experiences, environmental influences, and leadership outcomes (performance and problem
solving) (Eigure 3.2).

Individual Attributes

The leftmost box in Figure 3.2 identifies four individual attributes that have an impact on leadership skills
and knowledge: general cognitive ability, crystallized cognitive ability, motivation, and personality. These
attributes play important roles in the skills model. Complex problem solving is a very difficult process
and becomes more difficult as people move up in an organization. These attributes support people as
they apply their leadership competencies.

General Cognitive Ability.

General cognitive ability can be thought of as a person’s intelligence. It includes perceptual processing,
information processing, general reasoning skills, creative and divergent thinking capacities, and memory
skills. General cognitive ability is linked to biology, not to experience.

General cognitive ability is sometimes described as fluid intelligence, a type of intelligence that usually
grows and expands up through early adulthood and then declines with age. In the skills model,
intelligence is described as having a positive impact on the leader’s acquisition of complex problem-
solving skills and the leader’s knowledge.

Crystallized Cognitive Ability.

Crystallized cognitive ability is intellectual ability that is learned or acquired over time. It is the store of
knowledge we acquire through experience. We learn and increase our capacities over a lifetime,
increasing our leadership potential (e.g., problem-solving skills, conceptual ability, and social judgment
skills). In normally functioning adults, this type of cognitive ability grows continuously and typically does
not fall off in adulthood. It includes being able to comprehend complex information and learn new skills
and information, as well as being able to communicate to others in oral and written forms (Connelly et
al., 2000, p. 71). Stated another way, crystallized cognitive ability is acquired intelligence: the ideas and
mental abilities people learn through experience. Because it stays fairly stable over time, this type of
intelligence is not diminished as people get older (Rose & Gordon, 2015).

Motivation.

Motivation is listed as the third attribute in the model. While Kerns (2015) identified three categories of
motivations (self-interest, career considerations, and higher purposes) that propel leaders, the skills
model takes a different approach, instead suggesting there are three aspects of motivation—willingness,
dominance, and social good—that are essential to developing leadership skills (M. Mumford, Zaccaro,
Harding, et al., 2000, p. 22).

First, leaders must be willing to tackle complex organizational problems. This first step is critical. For
leadership to occur, a person must want to lead. Second, leaders must be willing to express dominance
—to exert their influence, as we discussed in Chapter 2. In influencing others, the leader must take on
the responsibility of dominance because the influence component of leadership is inextricably bound to
dominance. Third, leaders must be committed to the social good of the organization. Social good is a
broad term that can refer to a host of outcomes. However, in the skills model it refers to the leader’s
willingness to take on the responsibility of trying to advance the overall human good and value of the
organization. Taken together, these three aspects of motivation (willingness, dominance, and social
good) prepare people to become leaders.




Personality.

Personality is the fourth individual attribute in the skills model. Placed where it is in the model, this
attribute reminds us that our personality has an impact on the development of our leadership skills. For
example, openness, tolerance for ambiguity, and curiosity may affect a leader’s motivation to try to solve
some organizational problems. Or, in conflict situations, traits such as confidence and adaptability may
be beneficial to a leader’s performance. The skills model hypothesizes that any personality
characteristic that helps people to cope with complex organizational situations probably is related to
leader performance (M. Mumford, Zaccaro, Harding, et al., 2000).

Competencies

As can be observed in Figure 3.2, problem-solving skills, social judgment skills, and knowledge are at
the heart of the skills model. These three competencies are the key factors that account for effective
performance (M. Mumford et al., 2012).

Problem-Solving Skills.

What are problem-solving skills? According to M. Mumford, Zaccaro, Harding, and colleagues (2000),
problem-solving skills are a leader’s creative ability to solve new and unusual, ill-defined organizational
problems. The skills include being able to define significant problems, gather problem information,
formulate new understandings about the problem, and generate prototype plans for problem solutions.
M. Mumford, Todd, Higgs, and Mclintosh (2017, p. 28) identified nine key problem-solving skills leaders
employ to address problems:

1. Problem definition, the ability to define noteworthy issues or significant problems affecting the
organization
2. Cause/goal analysis, the ability to analyze the causes and goals relevant to addressing problems
3. Constraint analysis, the ability to identify the constraints, or limiting factors, influencing any problem
solution
4. Planning, the ability to formulate plans, mental simulations, and actions arising from cause/goal and
constraint analysis
. Forecasting, the ability to anticipate the implications of executing the plans
. Creative thinking, the ability to develop alternative approaches and new ideas for addressing
potential pitfalls of a plan identified in forecasting
. Idea evaluation, the ability to evaluate these alternative approaches’ viability in executing the plan
8. Wisdom, the ability to evaluate the appropriateness of these alternative approaches within the
context, or setting, in which the leader acts
9. Sensemaking/visioning, the ability to articulate a vision that will help followers understand, make
sense of, and act on the problem
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Figure 3.3 shows the relationship between these different skills as a developing process, where
employment of one skill can lead to development of the next.
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Figure 3.3 Hypothetical Relationships Between Problem-Solving Skills

Source: Reprinted from “Cognitive Skills and Leadership Performance: The Nine Critical Skills,” by M.
D. Mumford, E. M. Todd, C. Higgs, and T. MclIntosh, The Leadership Quarterly, 28(1), p. 28. Copyright
2017 by Elsevier.

To clarify how these problem-solving skills work in conjunction with one another, consider the following
hypothetical situation. Imagine that you are the director of human resources for a medium-sized
company and you have been informed by the president that you must develop a plan to reduce the
company’s health care costs. In deciding what you will do, you demonstrate problem-solving skills in the
following ways. First, you identify the full ramifications for employees of changing their health insurance
coverage (problem definition; forecasting). What is the impact going to be (cause/goal analysis)?
Second, you gather information about how benefits can be scaled back (constraint analysis). What other
companies have attempted a similar change, and what were their results (forecasting)? Third, you find a
way to teach and inform the employees about the needed change (planning; creative thinking). How can
you frame the change in such a way that it is clearly understood (planning; creative thinking; wisdom)?
Fourth, you create possible scenarios for how the changes will be instituted (forecasting; idea
evaluation). How will the plan be described? Fifth, you look closely at the solution itself (idea
evaluation). How will implementing this change affect the company’s mission and your own career
(sensemaking; visioning)? Last, are there issues in the organization (e.g., union rules) that may affect
the implementation of these changes (constraint analysis; forecasting)?

Problem-solving skills also demand that leaders understand their own leadership capacities as they
apply possible solutions to the unique problems in their organization (M. Mumford, Zaccaro, Connelly, &
Marks, 2000).

Being able to construct solutions plays a special role in problem solving. In considering solutions to
organizational problems, skilled leaders need to attend to the time frame for constructing and
implementing a solution, short-term and long-term goals, career goals and organizational goals, and



external issues, all of which could influence the solution (M. Mumford, Zaccaro, Harding, et al., 2000, p.
15).

The process of dealing with novel, ill-defined organizational problems is complex and demanding for
leaders. In many ways, it is like a puzzle to be solved. For leaders to solve such puzzles, the skill-based
model suggests that problem-solving skills are essential.

Social Judgment and Social Skills.

In addition to problem-solving skills, effective leadership performance requires social judgment skills
(Eigure 3.2). Social judgment skills are the capacity to understand people and social systems (Zaccaro,
Mumford, Connelly, Marks, & Gilbert, 2000, p. 46). They enable leaders to work with others to solve
problems and to marshal support to implement change within an organization. Social judgment skills are
the people skills that are necessary to solve unique organizational problems.

Conceptually, social judgment skills are like Katz’s (1955) early work on the role of human skills in
management. In contrast to Katz's work, Mumford and colleagues have delineated social judgment skills
into the following: perspective taking, social perceptiveness, behavioral flexibility, and social
performance.

Perspective taking means understanding the attitudes that others have toward a particular problem or
solution. It is empathy applied to problem solving. Perspective taking means being sensitive to other
people’s perspectives and goals—being able to understand their point of view on different issues.
Included in perspective taking is knowing how different constituencies in an organization view a problem
and possible solutions (Gasiorek & Ebesu Hubbard, 2017). According to Zaccaro, Gilbert, Thor, and
Mumford (1991), perspective-taking skills can be likened to social intelligence. These skills are
concerned with knowledge about people, the social fabric of organizations, and the interrelatedness of
each of them.

Social perceptiveness is insight and awareness into how others in the organization function. What is
important to others? What motivates them? What problems do they face, and how do they react to
change? Social perceptiveness means understanding the unique needs, goals, and demands of
different organizational constituencies (Zaccaro et al., 1991). A leader with social perceptiveness has a
keen sense of how followers will respond to any proposed change in the organization. In a sense, you
could say it allows the leader to know the pulse of followers on any issue at any time.

In addition to understanding others accurately, social judgment skills involve reacting to others with
flexibility. Behavioral flexibility is the capacity to change and adapt one’s behavior in light of
understanding others’ perspectives in the organization. Being flexible means one is not locked into a
singular approach to a problem. One is not dogmatic but rather maintains an openness and willingness
to change. As the circumstances of a situation change, a flexible leader changes to meet the new
demands.

Social performance includes a wide range of leadership competencies. Based on an understanding of
followers’ perspectives, leaders need to be able to communicate their own vision to others. Skill in
persuasion and communicating change is essential to do this. When there is resistance to change or
interpersonal conflict about change, leaders need to function as mediators. To this end, skill in conflict
resolution is an important aspect of social performance competency. In addition, social performance
sometimes requires that leaders coach followers, giving them direction and support as they move
toward selected organizational goals. In all, social performance includes many related skills that may
come under the umbrella of communication.

To review, social judgment skills are about being sensitive to how your ideas fit in with others. Can you
understand others’ perspectives and their unique needs and motivations? Are you flexible, and can you



adapt your own ideas to those of others? Can you work with others even when there is resistance and
conflict? Social judgment skills are the people skills needed to advance change in an organization.

Knowledge.

As shown in the model (Eigure 3.2), the third aspect of competencies is knowledge. Knowledge is
inextricably related to the application and implementation of problem-solving skills in organizations. It
directly influences a leader’s capacity to define complex organizational problems and to attempt to solve
them (M. Mumford, Zaccaro, Harding, et al., 2000). Knowledge is the accumulation of information and
the mental structures used to organize that information. Such a mental structure is called a schema (a
summary, a diagrammatic representation, or an outline). Knowledge results from having developed an
assortment of complex schemata for learning and organizing data.

For example, all of us take various kinds of facts and information into our minds. As we organize that
information into categories or schemata, the information becomes more meaningful. Knowledge
emerges from the facts and the organizational structures we apply to them. People with a lot of
knowledge have more complex organizing structures than those with less knowledge. These
knowledgeable people are called experts.

Consider the following baseball example. A baseball expert knows a lot of facts about the game; the
expert knows the rules, strategies, equipment, players, and much, much more. The expert’s knowledge
about baseball includes the facts, but it also includes the complex mental structures used in organizing
and structuring those facts. This person knows not only the season and lifetime statistics for each
player, but also each player’s quirks and injuries, the personality of the manager, the strengths and
weaknesses of available substitutes, and so on. The expert comprehends the complexities and nuances
of baseball, and thus knows the game. The same is true for leadership in organizations. Leaders with
knowledge know much about the products, the tasks, the people, the organization, and all the different
ways these elements are related to each other. A knowledgeable leader has many mental structures
with which to organize the facts of organizational life.

Knowledge has a positive impact on how leaders engage in problem solving. It is knowledge and
expertise that make it possible for people to think about complex system issues and identify possible
strategies for appropriate change. Furthermore, this capacity allows people to use prior cases and
incidents to plan for needed change. It is knowledge that allows people to use the past to constructively
confront the future.

To summarize, the skills model consists of three competencies: problem-solving skills, social judgment
skills, and knowledge. Collectively, these three components are positively related to effective leadership
performance (Eigure 3.2).

Influences on Skills Development

As you can see in Figure 3.2, the skills model identifies two influences that are related to the leader’s
attributes and competencies and leadership outcomes: career experiences and environmental
influences.

Career Experiences.

The skills model suggests that the career experiences (represented in Figure 3.2 as the topmost box)
acquired in the course of leaders’ careers influence their development of knowledge and skills for
solving complex problems. M. Mumford, Zaccaro, Harding, and colleagues (2000, p. 24) pointed out that
leaders can be helped through challenging job assignments, mentoring, appropriate training, and hands-
on experience in solving new and unusual problems. In addition, the authors think that career



experiences can positively affect the individual attributes of leaders. For example, certain on-the-job
assignments could enhance a leader’s motivation or intellectual ability.

In the first section of this chapter, we discussed Katz’'s (1955) work, which notes that conceptual skills
are essential for upper-level administrators. This is consistent with M. Mumford, Zaccaro, Harding, and
colleagues’ (2000) skills model, which contends that leaders develop competencies over time. Career
experiences help leaders to improve their skills and knowledge over time. Leaders learn and develop
higher levels of conceptual capacity if, as they ascend the organizational hierarchy, the kinds of
problems they confront are progressively more complex and longer term (M. Mumford, Zaccaro,
Connelly, et al., 2000). Similarly, upper-level leaders, as opposed to first-line supervisors, develop new
competencies because they are required to address problems that are more novel, are more poorly
defined, and demand more human interaction. As these people move through their careers, higher
levels of problem-solving and social judgment skills become increasingly important (M. Mumford &
Connelly, 1991).

So the skills and knowledge of leaders are shaped by their career experiences as they address
increasingly complex problems in the organization. This notion of developing leadership skills is unique
and quite different from other leadership perspectives. If we say, “Leaders are shaped by their
experiences,” then it means leaders are not born to be leaders (M. Mumford, Zaccaro, Harding, et al.,
2000). Leaders can develop their abilities through experience, according to the skills model.

Environmental Influences.

Another important component of the skills model is environmental influences, which is illustrated at the
bottom of Figure 3.2. Environmental influences represent factors that lie outside the leader’s
competencies, characteristics, and experiences. These environmental influences can be internal and
external.

Internal environmental influences include such factors as technology, facilities, expertise of followers,
and communication. For example, an aging factory lacking in high-speed technology could have a major
impact on the nature of problem-solving activities. Another example might be the skill levels of followers:
If a leader’s followers are highly competent, they will definitely improve the group’s problem solving and
performance. Similarly, if a task is particularly complex or a group’s communication poor, the leader’s
performance will be affected.

External environmental influences, including economic, political, and social issues, as well as natural
disasters, can provide unique challenges to leaders. How U.S. public schools responded to the COVID-
19 pandemic is a good recent example of this. As stay-at-home restrictions were enacted, most public
schools closed months before the school year would have ended. A majority of these schools were
unprepared to switch to online learning. Many districts faced an additional barrier in delivery of online
learning due to access: 17% of U.S. students did not have computers in the home, and 18% of students
lacked access to high-speed internet (Melia, Amy, & Fenn, 2019).

School leaders across the country scrambled to come up with solutions, including working with local
governments and nonprofits to find ways to establish internet hotspots in neighborhoods and to secure
and distribute devices to students so they could access online learning. In addition, because most
teachers had never actually engaged in online teaching, they were untrained and struggled and
underperformed. Others, however, found that having to teach online serendipitously improved their
teaching performance. School leaders nationwide had to respond to the very unique challenges posed
by an external force completely beyond their control and did so with varying degrees of success.

The skills model does not provide an inventory of specific environmental influences. Instead, it
acknowledges the existence of these factors and recognizes that they are indeed influences that can
affect a leader’s performance, but not usually under the control of the leader.



Leadership Outcomes

In the right-hand boxes in Figure 3.2, effective problem solving and performance are the outcomes of
leadership. These outcomes are strongly influenced by the leader’'s competencies (i.e., problem-solving
skills, social judgment skills, and knowledge). When leaders exhibit these competencies, they increase
their chances of problem solving and overall performance.

Effective Problem Solving.

As we discussed earlier, the skills model is a capability model, designed to explain why some leaders
are good problem solvers and others are not. Problem solving is the keystone in the skills approach. In
the model (Figure 3.2), problem-solving skills, as competencies, lead to effective problem solving as a
leadership outcome. The criteria for good problem solving are determined by the originality and the
quality of expressed solutions to problems. Good problem solving involves creating solutions that are
logical, effective, and unique, and that go beyond given information (Zaccaro et al., 2000).

Performance.

In the model, performance outcomes reflect how well individual leaders have done their job. To measure
performance, standard external criteria are used. If a leader has done well and been successful, the
leader’s evaluations will be positive. Leaders who are effective receive good annual performance
reviews, get merit raises, and are recognized by superiors and followers as competent leaders. In the
end, performance is the degree to which a leader has successfully performed the assigned duties.

Taken together, effective problem solving and performance are the outcomes used to assess leadership
effectiveness in the skills model. Furthermore, good problem solving and good performance go hand in
hand.

Summary of the Skills Model

In summary, the skills model frames leadership by describing five components of leader performance. At
the heart of the model are three competencies: problem-solving skills, social judgment skills, and
knowledge. These three competencies are the central determinants of effective problem solving and
performance, although individual attributes, career experiences, and environmental influences all have
impacts on leader competencies. Through job experience and training, leaders can become better
problem solvers and more effective leaders.



HOW DOES THE SKILLS APPROACH WORK?

The skills approach is primarily descriptive: It describes leadership from a skills perspective. Rather than
providing prescriptions for success in leadership, the skills approach provides a structure for
understanding the nature of effective leadership. In the previous sections, we discussed the skills
perspective based on the work of Katz (1955) and M. Mumford, Zaccaro, Harding, and colleagues
(2000). What does each of these bodies of work suggest about the structure and functions of
leadership?

The three-skill approach of Katz suggests that the importance of certain leadership skills varies
depending on where leaders are in a management hierarchy. For leaders operating at lower levels of
management, technical and human skills are most important. When leaders move into middle
management, it becomes important that they have all three skills: technical, human, and conceptual. At
the upper management levels, it is paramount for leaders to exhibit conceptual and human skills.

This approach was reinforced in a 2007 study that examined the skills needed by executives at different
levels of management. The researchers used a four-skill model, similar to Katz's approach, to assess
cognitive skills, interpersonal skills, business skills, and strategic skills of 1,000 managers at the junior,
middle, and senior levels of an organization. The results showed that interpersonal and cognitive skills
were required more than business and strategic skills for those on the lower levels of management. As
one climbed the career ladder, however, the execution of higher levels of all four of these leadership
skills became necessary (T. Mumford, Campion, & Morgeson, 2007).

In their skills model, M. Mumford, Zaccaro, Harding, and colleagues (2000) provided a more complex
picture of how skills relate to the manifestation of effective leadership. Their skills model contends that
leadership outcomes are the direct result of a leader’s competencies in problem-solving skills, social
judgment skills, and knowledge. Each of these competencies includes a large repertoire of abilities, and
each can be learned and developed. In addition, the model illustrates how individual attributes such as
general cognitive ability, crystallized cognitive ability, motivation, and personality influence the leader’s
competencies. And finally, the model describes how career experiences and environmental influences
play a direct or indirect role in leadership performance.

The skills approach works by providing a map for how to reach effective leadership in an organization:
Leaders need to have problem-solving skills, social judgment skills, and knowledge. Workers can
improve their capabilities in these areas through training and experience. Although individual leaders’
personal attributes affect their skills, it is a leader’s skills themselves that are most important in
addressing organizational problems.



STRENGTHS

In several ways, the skills approach contributes positively to our understanding about leadership. First, it
is a leader-centered model that stresses the importance of developing particular leadership skills. It is
the first approach to conceptualize and create a structure of the process of leadership around skills.
Whereas the early research on skills highlighted the importance of skills and the value of skills across
different management levels, the later work placed learned skills at the center of effective leadership
performance at all management levels. The skills approach also supports succession planning in
organizations by ensuring that there is a pool of potential managers ready to assume leadership at the
next level (Griffith, Baur, & Buckley, 2019).

Second, the skills approach is intuitively appealing. To describe leadership in terms of skills makes
leadership available to everyone. Unlike personality traits, skills are competencies that people can learn
or develop. It is like playing a sport such as tennis or golf. Even without natural ability in these sports,
people can improve their games with practice and instruction. The same is true with leadership. When
leadership is framed as a set of skills, it becomes a process that people can study and practice to
become better at performing their jobs.

An example of how individuals can improve their leadership skills is evident in game-based learning
(GBL), which has been applied to developing leadership skills in recent years. Through GBL, individuals
work toward a goal, choosing actions and experiencing the consequences of those actions in a risk-free
setting. Through experimentation, participants learn and practice the right way to do things. In one study,
a leadership game was found to improve motivation, facilitation, coaching, mindset changing, and
communication (Sousa & Rocha, 2019) in participants. GBL also gives individuals at all levels in an
organization access to training for leadership positions.

Third, the skills approach provides an expansive view of leadership that incorporates a wide variety of
components, including problem-solving skills, social judgment skills, knowledge, individual attributes,
career experiences, and environmental influences. Each of these components can further be subdivided
into several subcomponents. The result is a picture of leadership that encompasses a multitude of
factors. Because it includes so many variables, the skills approach captures many of the intricacies and
complexities of leadership not found in other models.

Last, the skills approach provides a structure that is very consistent with the curricula of most leadership
education programs. Leadership development was estimated to be a $14 billion industry in the United
States (Gurdjian, Halbeisen, & Lane, 2014), and leadership education programs throughout the country
have traditionally taught classes in creative problem solving, conflict resolution, listening, and teamwork,
to name a few. The content of these classes closely mirrors many of the components in the skills model.
Clearly, the skills approach provides a structure that helps to frame the curricula of leadership education
and development programs.



CRITICISMS

Like all other approaches to leadership, the skills approach has certain weaknesses. First, the breadth
of the skills approach seems to extend beyond the boundaries of leadership. For example, by including
motivation, critical thinking, personality, and conflict resolution, the skills approach addresses more than
just leadership. Another example of the model’s breadth is its inclusion of two types of intelligence (i.e.,
general cognitive ability and crystallized cognitive ability). Although both areas are studied widely in the
field of cognitive psychology, they are seldom addressed in leadership research. By including so many
components, the skills model of M. Mumford and others becomes more general and less precise in
explaining leadership performance.

Second, related to the first criticism, the skills model is weak in predictive value. It does not explain
specifically how variations in social judgment skills and problem-solving skills affect performance. The
model suggests that these components are related, but it does not describe with any precision just how
that works. In short, the model can be faulted because it does not explain how skills lead to effective
leadership performance. Despite the billions of dollars spent on leadership training, the overall
effectiveness of these programs has not been clearly substantiated (Kellerman, 2012). In addition, the
ability of leaders to transfer skills training to the job may be limited by the followers, the situation, or the
organizational culture.

The final criticism of the skills approach is that it may not be suitably or appropriately applied to other
contexts of leadership. The skills model was constructed by using a large sample of military personnel
and observing their performance in the armed services. This represents a highly structured, hierarchical
organizational culture where the variance in leader behavior is restricted. This raises an obvious
question: Can the results be generalized to other populations or organizational settings? Although some
research suggests that these military findings can be generalized to other groups (M. Mumford, Zaccaro,
Connelly, et al., 2000), more research is needed to address this criticism.



APPLICATION

Despite its appeal to theorists and academics, the skills approach has not been widely used in applied
leadership settings. For example, there are no training packages designed specifically to teach people
leadership skills from this approach. Although many programs have been designed to teach leadership
skills from a general self-help orientation, few of these programs are based on the conceptual
frameworks set forth in this chapter.

Despite the lack of formal training programs, the skills approach offers valuable information about
leadership. The approach provides a way to delineate the skills of the leader, and leaders at all levels in
an organization can use it. In addition, this approach helps us to identify our strengths and weaknesses
in regard to these technical, human, and conceptual skills. By taking a skills inventory such as the one
provided at the end of this chapter, people can gain further insight into their own leadership
competencies. Their scores allow them to learn about areas in which they may want to seek further
training to enhance their overall contributions to their organization.

From a wider perspective, the skills approach may be used in the future as a template for the design of
extensive leadership development programs. This approach provides the evidence for teaching leaders
the important aspects of listening, creative problem solving, conflict resolution skills, and much more.



CASE STUDIES AND SELF-ASSESSMENT

The following three case studies (Cases 3.1, 3.2, and 3.3) describe leadership situations that can be
analyzed and evaluated from the skills perspective. The first case involves the principal investigator of a
federally funded research grant. In the second case, we learn about how the owner of an Italian
restaurant has created his own recipe for success. The third case profiles Kenyan teacher Peter Tabichi
and his work to improve not only his students’ lives, but their community as well.

As you read each case, try to apply the principles of the skills approach to the leaders and their
situations. At the end of each case are questions that will assist you in analyzing the case.



Case 3.1 A Strained Research Team

Dr. Adam Wood is the principal investigator on a three-year, $1 million federally funded research grant to
study health education programs for older populations, called the Elder Care Project. Unlike previous
projects, in which Dr. Wood worked alone or with one or two other investigators, on this project Dr.
Wood has 11 colleagues. His project team is made up of two co-investigators (with PhDs), four
intervention staff (with MAs), and five general staff members (with BAs). One year into the project, it has
become apparent to Dr. Wood and the team that the project is underbudgeted and has too few
resources. Team members are spending 20%—-30% more time on the project than has been budgeted to
pay them. Regardless of the resource strain, all team members are committed to the project; they
believe in its goals and the importance of its outcomes. Dr. Wood is known throughout the country as
the foremost scholar in this area of health education research. He is often asked to serve on national
review and advisory boards. His publication record is second to none. In addition, his colleagues in the
university know Dr. Wood as a very competent researcher. People come to Dr. Wood for advice on
research design and methodology questions. They also come to him for questions about theoretical
formulations. He has a reputation as someone who can see the big picture on research projects.

Despite his research competence, there are problems on Dr. Wood’s research team. Dr. Wood worries
there is a great deal of work to be done but that the members of the team are not devoting sufficient
time to the Elder Care Project. He is frustrated because many of the day-to-day research tasks of the
project are falling into his lap. He enters a research meeting, throws his notebook down on the table,
and says, “l wish I'd never taken this project on. It's taking way too much of my time. The rest of you
aren’t pulling your fair share.” Team members feel exasperated at Dr. Wood’s comments. Although they
respect his competence, they find his leadership style frustrating. His negative comments at staff
meetings are having a demoralizing effect on the research team. Despite their hard work and devotion
to the project, Dr. Wood seldom compliments or praises their efforts. Team members believe that they
have spent more time than anticipated on the project and have received less pay or credit than
expected. The project is sucking away a lot of staff energy, yet Dr. Wood does not seem to understand
the pressures confronting his staff.

The research staff is starting to feel burned out, but members realize they need to keep trying because
they are under time constraints from the federal government to do the work promised. The team needs
to develop a pamphlet for the participants in the Elder Care Project, but the pamphlet costs are
significantly more than budgeted in the grant. Dr. Wood has been very adept at finding out where they
might find small pockets of money to help cover those costs.

Although team members are pleased that he is able to obtain the money, they are sure he will use this
as just another example of how he was the one doing most of the work on the project.

Questions

1. Based on the skills approach, how would you assess Dr. Wood’s leadership and his relationship to
the members of the Elder Care Project team? Will the project be successful?

2. Does Dr. Wood have the skills necessary to be an effective leader of this research team?

3. The skills model describes three important competencies for leaders: problem-solving skills, social
judgment skills, and knowledge. If you were to coach Dr. Wood using this model, what
competencies would you address with him? What changes would you suggest that he make in his
leadership?



Case 3.2 Andy’s Recipe

Andy Garafallo owns an ltalian restaurant that sits in the middle of a cornfield near a large midwestern
city. On the restaurant’s far wall is an elaborate mural of the canals of Venice. A gondola hangs on the
opposite wall, up by the ceiling. Along another wall is a row of real potted lemon trees. “My ancestors
are from Sicily,” says Andy. “In fact, | can remember seeing my grandfather take a bite out of a lemon,
just like the ones hanging on those trees.”

Andy is very confident about his approach to this restaurant, and he should be, because the restaurant
is celebrating its 25th anniversary. “I'm darned sure of what | want to do. I'm not trying different fads to
get people to come here. People come here because they know they will get great food. They also want
to support someone with whom they can connect. This is my approach. Nothing more, nothing less.”
Although other restaurants have folded, Andy seems to have found a recipe for success.

Since opening his restaurant, Andy has had a number of managers. Currently, he has three: Kelly,
Danielle, and Patrick. Kelly is a kitchen (food prep) manager who is known as very honest and
dependable. She loves her work, and is efficient, good with ordering, and good with preparation. Andy
really likes Kelly but is frustrated with her because she has such difficulty getting along with the
salespeople, delivery people, and waitstaff.

Danielle, who works out front in the restaurant, has been with Andy the longest, six years. Danielle likes
working at Garafallo’s—she lives and breathes the place. She fully buys into Andy’s approach of putting
customers first. In fact, Andy says she has a knack for knowing what customers need even before they
ask. Although she is very hospitable, Andy says she is lousy with numbers. She just doesn’t seem to
catch on to that side of the business.

Patrick, who has been with Andy for four years, usually works out front but can work in the kitchen as
well. Although Patrick has a strong work ethic and is great with numbers, he is weak on the people side.
For some reason, Patrick treats customers as if they are faceless, coming across as very unemotional.
In addition, Patrick tends to approach problems with an either—or perspective. This has gotten him into
trouble on more than one occasion. Andy wishes that Patrick would learn to lighten up. “He’s a good
manager, but he needs to recognize that some things just aren’t that important,” says Andy.

Andy’s approach to his managers is that of a teacher and coach. He is always trying to help them
improve. He sees part of his responsibility as teaching them every aspect of the restaurant business.
Andy’s stated goal is that he wants his managers to be “A” players when they leave his business to take
on jobs elsewhere. Helping people to become the best they can be is Andy’s goal for his restaurant
employees.

Although Andy works 12 hours a day, he spends little time analyzing the numbers. He does not think
about ways to improve his profit margin by cutting corners, raising an item price here, or cutting quality
there. Andy says, “It’s like this: The other night | got a call from someone who said they wanted to come
in with a group and wondered if they could bring along a cake. | said ‘yes’ with one stipulation. . . . | get
a piece! Well, the people came and spent a lot of money. Then they told me that they had actually
wanted to go to another restaurant, but the other place would not allow them to bring in their own cake.”
Andy believes very strongly in his approach. “You get business by being what you should be.”
Compared with other restaurants, his restaurant is doing quite well. Although many places are happy to
net 5%—7% profit, Andy’s Italian restaurant nets 30% profit, year in and year out.

Questions

1. What accounts for Andy’s success in the restaurant business?



2. From a skills perspective, how would you describe the three managers, Kelly, Danielle, and Patrick?
What does each of them need to do to improve their skills?

3. How would you describe Andy’s competencies? Does Andy’s leadership suggest that one does not
need all three skills to be effective?



Case 3.3 2019 Global Teacher of the Year: Peter Tabichi

How does one take nearly 500 secondary math and science students at a school in an impoverished,
remote part of Kenya with only one computer, a poor internet connection, and a student-teacher ratio of
58:1 and turn them into motivated, successful students and award-winning scientists?

That's the question many have been asking Peter Tabichi, a math and science teacher at Keriko Mixed
Day Secondary School in Pwani village, who was named the Varkey Foundation’s 2019 Global Teacher
of the Year after being chosen from more than 10,000 nominations from 179 countries.

For Peter, who is a friar in the Franciscan Brotherhood, teaching starts with understanding his students,
their cultures, and the challenges they face. Keriko is a government-run school in a part of Kenya
frequently stricken with drought and famine, and Peter’s students come from poor families who barely
eke out a living farming the land. A third of the school’s students are orphans or have only one parent
and have lives marked by drug abuse, teenage pregnancies, early school dropout, young marriages,
and suicide.

The fifth of eight children, Peter understands his students’ hardships. Peter’s father was a teacher and
his mother a farmer. “We lived in a mud house, and we ate maize and vegetables grown in the garden,”
he says. His mother died when he was 11, and his youngest sibling just 1. “After that, | had to go to the
school where my father taught, and that was a 7-kilometer walk each way,” he says. “It was hard, but |
knew | was lucky to be getting an education. My father took out loan after loan to put us through school”
(Moorhead, 2019).

Peter went on to university to become a teacher and began his teaching career in a private school, and
while he felt he was making a difference for his students, he wanted to do more. “l felt that the
surrounding communities, they also needed my help. | said, ‘Let me stretch and extend the same love to
the surrounding community” (Talking Education, 2019).

“I felt increasingly inspired by the life of St. Francis of Assisi. His humility and simplicity appealed to me,”
he says. Peter took his vows to become a Franciscan in 2018. “It's a challenging life, but | knew it was
the right path for me. There are big commitments to make, but this life brings me much happiness”
(Moorhead, 2019).

Coming to Keriko, Peter began by giving away 80% of his income every year to provide the school’s
students with books and uniforms because many of the students’ families could not afford to do so.
Peter also saw that his students were “not able to concentrate mainly because they are not able to get
enough meals at home” (Talking Education, 2019). To battle this food insecurity, he used his knowledge
of science and farming to teach members of the community sustainable agriculture including ways of
growing vegetables that use a very small portion of land and water. “Teaching the members of the
community new ways of farming is a matter of life and death,” he says (Talking Education, 2019).

Part of his efforts in the community also involved convincing families and community members of the
value of education. He would personally visit families whose children were at risk of dropping out of
school and try to change the minds of those who expected their daughters to get married at an early
age, encouraging the families to instead keep their girls in school (Zaki, 2019).

In the classroom, Peter saw that he needed to do more for his students than impart the basics of math
and science. For many of his students, success in school was about instilling them with confidence. “It is
all about having confidence in the student. Every child has potential, a gift or a talent. | try to engage
students in various activities and mentor them. It is not a matter of telling them ‘do this’ and then walking
away. You need to work with them closely” (Wodon, 2019).



To help build his students’ self-esteem, Peter started a series of school societies, notably the Talent
Nurturing Club. “Everyone had something they were good at, and then they started to believe in
themselves, and they started to do better at everything” (Moorhead, 2019).

Another pivotal group Peter formed was the Peace Club. Because the school’s students are a mix of
genders and come from several different tribes and villages, there was the potential for students to form
groups and for conflict to occur between the groups. Members of the Peace Club engage in activities
like debating, tree planting, and sports where they have to work together. “They see that they can
achieve as a group, not only as individuals. They see themselves as people who are united. This also
helps them do well in the classroom because they are able to work as a team,” Peter explains (Wodon,
2019).

Peter also expanded the school’s Science Club, an effort that has been so successful that 60% of the
club’s research projects qualify for national competitions. At the 2018 Kenya Science and Engineering
Fair, Keriko students showcased a device they invented to help people with vision and hearing
impairments to measure objects. The club’s math and science team qualified to participate at the Intel-
sponsored International Science and Engineering Fair in 2019. Another group of students was
recognized by the Royal Society of Chemistry for their work in harnessing local plant life to generate
electricity.

Despite the school only having one computer, limited internet access, and no library or labs, Peter has
been able to incorporate information technology into 80% of his lessons. He visits internet cafés to
download online content to be used offline in class, which he pays for out of his own pocket. He and his
colleagues also visit struggling students’ homes on the weekends to provide one-on-one tutoring and
meet their families to identify the challenges they face.

In just three years, Peter has dramatically improved his pupils’ achievement and self-esteem. The
school’s enrollment has doubled, girls’ achievement has been boosted, and discipline cases have fallen
from 30 per week to 3. In 2017, only 16 out of Keriko’s 59 graduating students went on to college; in
2018, 26 did (Wodon, 2019).

A colleague describes Peter as dedicated, passionate, and humble. “Bro Tabichi’s belief in his students
has made our poorly equipped school perform well in national science competitions. . . . He became our
role model” (Matara & Njeru, 2019).

“The fact that many students have varying needs, has taught me to be creative in using the best
approaches while teaching them. They want to feel recognized, loved, appreciated and respected. They
have taught me that for them to realize their dreams, you need to work with them closely with a lot of
resilience, patience and dedication” (Koigi, 2019).

Questions

1. Applying the Katz three-skills approach, describe Peter Tabichi’s technical, human, and conceptual
skills. Which of these three skills is most important to Tabichi’s success as a leader?

2. How would you describe Peter’s competencies?

3. Describe how you believe Peter’s career experiences and environmental influences have shaped
his leadership skills.

4. Describe some of the problem-solving skills Peter has exhibited. How have his competencies and
individual attributes contributed to his problem solving?



Leadership Instrument

Many questionnaires assess an individual’s skills for leadership. A quick search of the internet provides
a host of these questionnaires. Almost all of them are designed to be used in training and development
to give people a feel for their leadership abilities. Surveys have been used for years to help people
understand and improve their leadership style, but most questionnaires are not used in research
because they have not been tested for reliability and validity. Nevertheless, they are useful as self-help
instruments because they provide specific information to people about their leadership skills.

In this chapter, we present a comprehensive skills model that is based on many empirical studies of
leaders’ skills. Although the questionnaires used in these studies are highly reliable and are valid
instruments, they are not suitable for our more pragmatic discussion of leadership in this text. In
essence, they are too complex and involved. For example, M. Mumford, Zaccaro, Harding, and
colleagues (2000) used measures that included open-ended responses and very sophisticated scoring
procedures. Though critically important for validating the model, these complicated measures are less
valuable as self-instruction questionnaires.

A skills inventory is provided in the next section to assist you in understanding how leadership skills are
measured and what your own skills might be. Your scores on the inventory will give you a sense of your
own leadership competencies. You may be strong in all three skills, or you may be stronger in some
skills than in others. The questionnaire will give you a sense of your own skills profile. If you are stronger
in one skill and weaker in another, this may help you determine where you want to improve in the future.

Skills Inventory

Purpose: The purpose of this questionnaire is to determine your leadership strengths and
weaknesses.

Instructions: Read each item carefully and decide whether the item describes you as a person.
Indicate your response to each item by selecting one of the five options to the right of each item.

Key: 1=Nottrue 2= Seldomtrue 3 = Occasionally true 4 = Somewhattrue 5 = Very true



| enjoy getting into the details of how things work.

As a rule, adapting ideas to people's needs is easy
for me.

| enjoy working with abstract ideas.
Technical things fascinate me.

Being able to understand others is the most
important part of my work.

Seeing the big picture comes easy for me.
One of my skills is being good at making things work.

My main concern is to have a supportive
communication climate.

I am intrigued by complex organizational problems.

Following directions and filling out forms comes
easily for me.

Understanding the social fabric of the organization is
important to me.

I would enjoy working out strategies for my
organization's growth.

| am good at completing the things I've been
assigned to do.

Getting all parties to work together is a challenge
| enjoy.

Creating a mission statement is rewarding work.

| understand how to do the basic things required
of me.

| am concerned with how my decisions affect the
lives of others.

Thinking about organizational values and philosophy
appeals to me.

| enjoy getting into the details of how things work.

As a rule, adapting ideas to people’s needs is easy for me.

| enjoy working with abstract ideas.

Technical things fascinate me.

Being able to understand others is the most important part of my work.

Seeing the big picture comes easy for me.

One of my skills is being good at making things work.

My main concern is to have a supportive communication climate.

| am intrigued by complex organizational problems.
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Following directions and filling out forms comes easily for me.

Understanding the social fabric of the organization is important to me.

| would enjoy working out strategies for my organization’s growth.

| am good at completing the things I've been assigned to do.

Getting all parties to work together is a challenge | enjoy.

Creating a mission statement is rewarding work.

| understand how to do the basic things required of me.

I am concerned with how my decisions affect the lives of others.

Thinking about organizational values and philosophy appeals to me.

1



Scoring

The skills inventory is designed to measure three broad types of leadership skills: technical,
human, and conceptual. Score the questionnaire by doing the following. First, sum the responses
onitems 1, 4,7, 10, 13, and 16. This is your technical skill score. Second, sum the responses on
items 2, 5, 8, 11, 14, and 17. This is your human skill score. Third, sum the responses on items
3,6,9, 12, 15, and 18. This is your conceptual skill score.

Total scores: Technical skill Human skill Conceptual skill



Scoring Interpretation

For each category:

23-30 High Range

14-22 Moderate Range

6-13 Low Range
The scores you received on the skills inventory provide information about your leadership skills in
three areas. By comparing the differences between your scores, you can determine where you

have leadership strengths and where you have leadership weaknesses. Your scores also point
toward the level of management for which you might be most suited.



Summary

The skills approach is a leader-centered perspective that emphasizes the competencies of leaders. It is
best represented in the early work of Katz (1955) on the three-skill approach and the more recent work
of M. Mumford and his colleagues (M. Mumford, Zaccaro, Harding, et al., 2000), who initiated the
development of a comprehensive skills model of leadership.

In the three-skill approach, effective leadership depends on three basic personal skills: technical,
human, and conceptual. Although all three skills are important for leaders, the importance of each skill
varies between management levels. At lower management levels, technical and human skills are most
important. For middle managers, the three different skills are equally important. At upper management
levels, conceptual and human skills are most important, and technical skills become less important.
Leaders are more effective when their skills match their management level.

In the 1990s, the skills model was developed to explain the capabilities (knowledge and skills) that make
effective leadership possible. Far more complex than Katz’s paradigm, this model delineated five
components of effective leader performance: competencies, individual attributes, career experiences,
environmental influences, and leadership outcomes. The leader competencies at the heart of the model
are problem-solving skills, social judgment skills, and knowledge. These competencies are directly
affected by the leader’s individual attributes, which include general cognitive ability, crystallized cognitive
ability, motivation, and personality. Individual leaders’ competencies are also affected by their career
experiences and the environment. The model postulates that effective problem solving and performance
can be explained by a leader’s basic competencies and that these competencies are in turn affected by
the leader’s attributes, experience, and environment.

There are several strengths in conceptualizing leadership from a skills perspective. First, it is a leader-
centered model that stresses the importance of the leader’s abilities, and it places learned skills at the
center of effective leadership performance. Second, the skills approach describes leadership in such a
way that makes it available to everyone. Skills are competencies that we all can learn to develop and
improve. Third, the skills approach provides a sophisticated map that explains how effective leadership
performance can be achieved. Based on the model, researchers can develop complex plans for
studying the leadership process. Last, this approach provides a structure for leadership education and
development programs that include creative problem solving, conflict resolution, listening, and
teamwork.

In addition to the positive features, there are some negative aspects to the skills approach. First, the
breadth of the model seems to extend beyond the boundaries of leadership, including, for example,
conflict management, critical thinking, motivation theory, and personality theory. Second, the skills model
is weak in predictive value. It does not explain how a person’s competencies lead to effective leadership
performance.

Third, the skills model is weak in general application because it was constructed using data only from
military personnel. Until the model has been tested with other populations, such as small and large
organizations and businesses, its basic tenets must still be questioned.
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The skills needed at each level of management are as follows.
Top management: Equal amount of human and conceptual skills, and a lesser amount of technical skills.
Middle management: Equal amount of technical, human, and conceptual skills.

Supervisory management: Equal amount of technical and human skills, and a lesser amount of
conceptual skills.

Back to Figure

Individual attributes are general cognitive ability, crystallized cognitive ability, motivation, and personality.
Competencies are problem-solving skills, social judgement and social skills, and knowledge. Individual
attributes influence competencies, which influence problem solving, which in turn influence performance.
Career experiences influence individual attributes and competencies. Environmental influences affect
individual attributes, competencies, problem-solving, and performance. Leadership outcomes are
problem-solving and performance.

Back to Figure

The steps are as follows:

¢ Problem definition

« Cause or goal analysis and constraint analysis

* Planning

+ Forecasting

¢ Creative thinking

+ |dea evaluation and wisdom, which influence each other

¢ Sensemaking and visioning






4 BEHAVIORAL APPROACH

The behavioral approach suggests that leaders engage in two primary types of behaviors: task
behaviors and relationship behaviors. How leaders combine these two types of behaviors to influence
others is the central focus of the behavioral approach.



DESCRIPTION

The behavioral approach emphasizes the behavior of the leader. This distinguishes it from the trait
approach (Chapter 2), which emphasizes the personality characteristics of the leader, and the skills
approach (Chapter 3), which emphasizes the leader’s capabilities. The behavioral approach focuses
exclusively on what leaders do and how they act. In shifting the study of leadership to leader behaviors,
the behavioral approach expanded the research of leadership to include the actions of leaders toward
followers in various contexts.

Researchers studying the behavioral approach determined that leadership is composed of two general
kinds of behaviors: task behaviors and relationship behaviors. Task behaviors facilitate goal
accomplishment: They help group members to achieve their objectives. Relationship behaviors help
followers feel comfortable with themselves, with each other, and with the situation in which they find
themselves. The central purpose of the behavioral approach is to explain how leaders combine these
two kinds of behaviors to influence followers in their efforts to reach a goal.

Many studies have been conducted to investigate the behavioral approach. Some of the first studies to
be done were conducted at The Ohio State University in the late 1940s, based on the findings of
Stogdill’s (1948) work, which pointed to the importance of considering more than leaders’ traits in
leadership research. At about the same time, another group of researchers at the University of Michigan
was conducting a series of studies that explored how leadership functioned in small groups. A third line
of research was begun by Blake and Mouton in the early 1960s; it explored how managers used task
and relationship behaviors in the organizational setting.

Although many research studies could be categorized under the heading of the behavioral approach,
the Ohio State studies, the Michigan studies, and the studies by Blake and Mouton (1964, 1978, 1985)
are strongly representative of the ideas in this approach. By looking closely at each of these groups of
studies, we can draw a clearer picture of the underpinnings and implications of the behavioral approach.



Task and Relationship Behaviors

The essence of leadership behavior has two dimensions—task behaviors and relationship behaviors.
There are leadership situations and challenges that call for strong task behavior, while others demand
strong relationship behavior, but some degree of each is required in every situation. At the same time,
because of personality and life experiences, leaders bring to every situation their own unique tendencies
to be either more task oriented or more relationship oriented, or some unique blend of the two. On the
surface, this may seem incidental or ho-hum, but in regard to leader effectiveness, the utilization of both
of these behaviors is absolutely pivotal to success or failure.

Task Orientation

Simply put, task-oriented people are doers, and task leadership behaviors facilitate goal
accomplishment. Researchers have labeled these behaviors differently, but they are always about task
accomplishment. Task leadership considers the elements involved in task accomplishment from
organizing work and defining roles to determining policies and procedures to facilitate production.

Relationship Orientation

Relationship-oriented people differ from task-oriented people in that they are not as goal directed in their
leadership behavior; they are more interested in connecting with others. Relationship-oriented
leadership behaviors focus on the well-being of followers, how they relate to each other, and the
atmosphere in which they work. Relationship leadership explores the human aspects of leadership from
building camaraderie, respect, trust, and regard between leaders and followers to valuing followers’
uniqueness and attending to their personal needs.

Task and relationship leadership behaviors are inextricably tied together, and the behavioral approach
looks at how leaders engage in both of these behaviors and the extent to which situational factors affect
these behaviors.



Historical Background of the Behavioral Approach

The Ohio State Studies

A group of researchers at Ohio State believed that the results of studying leadership as a personality
trait seemed fruitless and decided to analyze how individuals acted when they were leading a group or
an organization. This analysis was conducted by having followers complete questionnaires about their
leaders. On the questionnaires, followers had to identify the number of times their leaders engaged in
certain types of behaviors.

The original questionnaire used in these studies was constructed from a list of more than 1,800 items
describing different aspects of leader behavior. From this long list of items, a questionnaire composed of
150 questions was formulated; it was called the Leader Behavior Description Questionnaire (LBDQ;
Hemphill & Coons, 1957). The LBDQ was given to hundreds of people in educational, military, and
industrial settings, and the results showed that certain clusters of behaviors were typical of leaders. Six
years later, Stogdill (1963) published a shortened version of the LBDQ. The new form, which was called
the LBDQ-XII, became the most widely used instrument in leadership research. A questionnaire similar
to the LBDQ, which you can use to assess your own leadership behavior, appears later in this chapter.

Researchers found that followers’ responses on the questionnaire clustered around two general types of
leader behaviors: initiating structure and consideration (Stogdill, 1974). Initiating structure behaviors are
essentially task behaviors, including such acts as organizing work, giving structure to the work context,
defining role responsibilities, and scheduling work activities. Consideration behaviors are essentially
relationship behaviors and include building camaraderie, respect, trust, and liking between leaders and
followers.

The two types of behaviors identified by the LBDQ-XII represent the core of the behavioral approach
and are central to what leaders do: Leaders provide structure for followers, and they nurture them. The
Ohio State studies viewed these two behaviors as distinct and independent. They were thought of not
as two points along a single continuum, but as two different continua. For example, a leader can be high
in initiating structure and high or low in task behavior. Similarly, a leader can be low in setting structure
and low or high in consideration behavior. The degree to which leaders exhibit one behavior is not
related to the degree to which they exhibit the other behavior.

Many studies have been done to determine which leadership behavior is most effective in a particular
situation. In some contexts, high consideration has been found to be most effective, but in other
situations, high initiating structure is most effective. Some research has shown that being high in both
behaviors is the best form of leadership. Determining how a leader optimally mixes task and relationship
behaviors has been the central task for researchers from the behavioral approach. The path—goal
approach, which is discussed in Chapter 6, exemplifies a leadership theory that attempts to explain how
leaders should integrate consideration and structure into their behaviors.

The University of Michigan Studies

While researchers at Ohio State were developing the LBDQ, researchers at the University of Michigan
were also exploring leadership behavior, giving special attention to the impact of leaders’ behaviors on
the performance of small groups (Cartwright & Zander, 1970; Katz & Kahn, 1951; Likert, 1961, 1967).

The program of research at Michigan identified two types of leadership behaviors: employee orientation
and production orientation. Employee orientation is the behavior of leaders who approach followers with
a strong human relations emphasis. They take an interest in workers as human beings, value their



individuality, and give special attention to their personal needs (Bowers & Seashore, 1966). Employee
orientation is very similar to the cluster of behaviors identified as consideration in the Ohio State studies.

Production orientation consists of leadership behaviors that stress the technical and production aspects
of a job. From this orientation, workers are viewed as a means for getting work accomplished (Bowers &
Seashore, 1966). Production orientation parallels the initiating structure cluster found in the Ohio State
studies.

Unlike the Ohio State researchers, the Michigan researchers, in their initial studies, conceptualized
employee and production orientations as opposite ends of a single continuum. This suggested that
leaders who were oriented toward production were less oriented toward employees, and those who
were employee oriented were less production oriented. As more studies were completed, however, the
researchers reconceptualized the two constructs, as in the Ohio State studies, as two independent
leadership orientations (Kahn, 1956). When the two behaviors are treated as independent orientations,
leaders are seen as being able to be oriented toward both production and employees at the same time.

In the 1950s and 1960s, a multitude of studies were conducted by researchers from both Ohio State
and the University of Michigan to determine how leaders could best combine their task and relationship
behaviors to maximize the impact of these behaviors on the satisfaction and performance of followers.
In essence, the researchers were looking for a universal theory of leadership that would explain
leadership effectiveness in every situation. The results that emerged from this large body of literature
were contradictory and unclear (Yukl, 2003). Although some of the findings pointed to the value of a
leader being both highly task oriented and highly relationship oriented in all situations (Misumi, 1985),
the preponderance of research in this area was inconclusive.

Blake and Mouton’s Managerial (Leadership) Grid

Perhaps the best-known model of managerial behavior is the Managerial Grid®, which first appeared in
the early 1960s and has been refined and revised several times (Blake & McCanse, 1991; Blake &
Mouton, 1964, 1978, 1985). It is a model that has been used extensively in organizational training and
development. The Managerial Grid, which has been renamed the Leadership Grid®, was designed to
explain how leaders help organizations to reach their purposes through two factors: concern for
production and concern for people. Although these factors are described as leadership orientations in
the model, they closely parallel the task and relationship leadership behaviors we discuss throughout
this chapter.

Concern for production refers to how a leader is concerned with achieving organizational tasks. It
involves a wide range of activities, including attention to policy decisions, new product development,
process issues, workload, and sales volume, to name a few. Not limited to an organization’s
manufactured product or service, concern for production can refer to whatever the organization is
seeking to accomplish (Blake & Mouton, 1964).

Concern for people refers to how a leader attends to the people in the organization who are trying to
achieve its goals. This concern includes building organizational commitment and trust, promoting the
personal worth of followers, providing good working conditions, maintaining a fair salary structure, and
promoting good social relations (Blake & Mouton, 1964).

The Leadership (Managerial) Grid joins concern for production and concern for people in a model that
has two intersecting axes (Figure 4.1). The horizontal axis represents the leader’s concern for results,
and the vertical axis represents the leader’s concern for people. Each of the axes is drawn as a 9-point
scale on which a score of 1 represents minimum concern and 9 represents maximum concern. By
plotting scores from each of the axes, various leadership styles can be illustrated. The Leadership Grid
portrays five major leadership styles: authority—compliance management (9,1), country-club



management (1,9), impoverished management (1,1), middle-of-the-road management (5,5), and team
management (9,9).

balancing the necessity to get weork ocut while maintaining

High -
s | 1,9 9,9
s Country-Club Management Team Management
Thoughtful attention to the needs of the Work accomplishment is from
| people for satisfying relationships leads |_committed people. Interdependence |
to a comfortable, friendly organization through a common stake in
7 atmosphere and work tempo. organization purpose leads to
| relationships of trust and respect.
@ r 1
[-3
8 6
o Middle-of-the-Road Management
- 1
£ | | ss]
a Adequate organization performance is g ble through
¥}
=
=3
(8]

4 morale of people at a satisfactory level.
| | |
| 1 1 | T
3 Impoverished Management Autheority-Compliance Management
| Minimum effort is exerted to get 1 Efficiency in operations results from _|
required work done as appropriate arranging conditions of work in such a
2 to sustain organization membership. way that human elements interfere toa
minimum degree.
LA 9,1
Low
1 2 3 4 5 & 7 2] g
Low Concern for Results High
Description

Figure 4.1 The Leadership Grid

Source: The Leadership Grid© figure, Paternalism figure, and Opportunism figure from Leadership
Dilemmas—Grid Solutions, by Robert R. Blake and Anne Adams McCanse. (Formerly the Managerial
Grid by Robert R. Blake and Jane S. Mouton.) Houston, TX: Gulf Publishing Company (Grid figure: p.
29, Paternalism figure: p. 30, Opportunism figure: p. 31). Copyright 1991 by Scientific Methods, Inc.
Reproduced by permission of the owners.

Authority—Compliance Management (9,1).

The 9,1 style of leadership places heavy emphasis on task and job requirements, and less emphasis on
people, except to the extent that people are tools for getting the job done. Communicating with followers
is not emphasized except for the purpose of giving instructions about the task. This style is result driven,
and people are regarded as tools to that end. The 9,1 leader is often seen as controlling, demanding,
hard driving, and overpowering.

Country-Club Management (1,9).

The 1,9 style represents a low concern for task accomplishment coupled with a high concern for
interpersonal relationships. De-emphasizing production, 1,9 leaders stress the attitudes and feelings of
people, making sure the personal and social needs of followers are met. They try to create a positive
climate by being agreeable, eager to help, comforting, and uncontroversial.

Impoverished Management (1,1).

The 1,1 style is representative of a leader who is unconcerned with both the task and interpersonal
relationships. This type of leader goes through the motions of being a leader but acts uninvolved and
withdrawn. The 1,1 leader often has little contact with followers and could be described as indifferent,
noncommittal, resigned, and apathetic.



Middle-of-the-Road Management (5,5).

The 5,5 style describes leaders who are compromisers, who have an intermediate concern for the task
and an intermediate concern for the people who do the task. They find a balance between taking people
into account and still emphasizing the work requirements. Their compromising style gives up some of
the push for production and some of the attention to employee needs. To arrive at an equilibrium, the
5,5 leader avoids conflict and emphasizes moderate levels of production and interpersonal
relationships. This type of leader often is described as one who is expedient, prefers the middle ground,
soft-pedals disagreement, and swallows convictions in the interest of “progress.”

Team Management (9,9).

The 9,9 style places a strong emphasis on both tasks and interpersonal relationships. It promotes a high
degree of participation and teamwork in the organization and satisfies a basic need in employees to be
involved and committed to their work. The following are some of the phrases that could be used to
describe the 9,9 leader: stimulates participation, acts determined, gets issues into the open, makes
priorities clear, follows through, behaves open-mindedly, and enjoys working.

In addition to the five major styles described in the Leadership Grid, Blake and his colleagues have
identified two other behaviors that incorporate multiple aspects of the grid.

Paternalism/Maternalism

Paternalism/maternalism refers to a leader who uses both 1,9 and 9,1 styles but does not integrate the
two (Eigure 4.2). This is the “benevolent dictator” who acts graciously but does so for the purpose of
goal accomplishment. In essence, the paternalistic/maternalistic style treats people as if they were
dissociated from the task. Paternalistic/maternalistic leaders are often described as “fatherly” or
“motherly” toward their followers, regard the organization as a “family,” make most of the key decisions,
and reward loyalty and obedience while punishing noncompliance.

1,9

— 9+9

9,1

Figure 4.2 Paternalism/Maternalism

Source: The Leadership Grid© figure, Paternalism figure, and Opportunism figure from Leadership
Dilemmas—Grid Solutions, by Robert R. Blake and Anne Adams McCanse. (Formerly the Managerial
Grid by Robert R. Blake and Jane S. Mouton.) Houston, TX: Gulf Publishing Company (Grid figure: p.
29, Paternalism figure: p. 30, Opportunism figure: p. 31). Copyright 1991 by Scientific Methods, Inc.
Reproduced by permission of the owners.

Opportunism



Opportunism refers to a leader who uses any combination of the basic five styles for the purpose of
personal advancement (Figure 4.3). Opportunistic leaders will adapt and shift their leadership behavior
to gain personal advantage, putting self-interest ahead of other priorities. Both the performance and the
effort of the leader are to realize personal gain. Some phrases used to describe this leadership behavior
include ruthless, cunning, and self-motivated, while some could argue that these types of leaders are
adaptable and strategic.

Opportunism
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Figure 4.3 Opportunism

Source: The Leadership Grid© figure, Paternalism figure, and Opportunism figure from Leadership
Dilemmas—Grid Solutions, by Robert R. Blake and Anne Adams McCanse. (Formerly the Managerial
Grid by Robert R. Blake and Jane S. Mouton.) Houston, TX: Gulf Publishing Company (Grid figure: p.
29, Paternalism figure: p. 30, Opportunism figure: p. 31). Copyright 1991 by Scientific Methods, Inc.
Reproduced by permission of the owners.

Blake and Mouton (1985) indicated that people usually have a dominant grid style (which they use in
most situations) and a backup style. The backup style is what the leader reverts to when under
pressure, when the usual way of accomplishing things does not work.

In summary, the Leadership Grid is an example of a practical model of leadership that is based on the
two major leadership behaviors: task and relationship. It closely parallels the ideas and findings that
emerged in the Ohio State and University of Michigan studies. It is used in consulting for organizational
development throughout the world.



Recent Studies

More recently, Behrendt, Matz, and Goritz (2017) have created a leadership behavior model that reflects
the evolving demands of organizational environments. The Integrated Model of Leadership Behavior
(IMoLB; Eigure 4.4), which is based on a multitude of studies on leader behavior, builds on the heuristic
taxonomy of leader behavior developed by Yukl (2012). The IMoLB relates task-oriented behavior to
organizational change demands through envisioning change, innovation, and encouraging learning.
Relations-oriented behavior relates to influencing followers to meet the external demands of networking,
monitoring the environment, and mobilizing resources to respond to them.
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Figure 4.4 Integrated Model of Leadership Behavior (IMoLB)

Source: Behrendt, P., Matz, S., & Goritz, A. S. (2017). An integrative model of leadership behavior.
The Leadership Quarterly, 28(1), 229-244.

Still in the early stages of its development, this model has not been measured or tested at the time of
this printing, but still offers a relevant look at the relationship of leadership behaviors in the context of
modern organizational environments.



HOW DOES THE BEHAVIORAL APPROACH WORK?

Unlike many of the other approaches discussed in the book, the behavioral approach is not a refined
theory that provides a neatly organized set of prescriptions for effective leadership behavior. Rather, the
behavioral approach provides a framework for assessing leadership in a broad way, as behavior with a
task and relationship dimension. The behavioral approach works not by telling leaders how to behave,
but by describing the major components of their behavior.

The behavioral approach reminds leaders that their actions toward others occur on a task level and a
relationship level. In some situations leaders need to be more task oriented, whereas in others they
need to be more relationship oriented. Similarly, some followers need leaders who provide a lot of
direction, whereas others need leaders who can show them a great deal of nurturance and support. And
in some cases, a leader must combine both approaches (Casimir & Ng, 2010).

An example may help explain how the behavioral approach works. Imagine two college classrooms on
the first day of class and two professors with entirely different styles. Professor Smith comes to class,
introduces herself, takes attendance, goes over the syllabus, explains the first assignment, and
dismisses the class. Professor Jones comes to class and, after introducing herself and handing out the
syllabus, tries to help the students to get to know one another by having each of the students describe a
little about themselves, their majors, and their favorite nonacademic activities. The leadership behaviors
of Professors Smith and Jones are quite different. The preponderance of what Professor Smith does
could be labeled task behavior, and the majority of what Professor Jones does could be labeled
relationship behavior. The behavioral approach provides a way to inform the professors about the
differences in their behaviors. Depending on the response of the students to their leadership behaviors,
the professors may want to change their behavior to improve their teaching on the first day of class.

Overall, the behavioral approach offers a means of assessing in a general way the behaviors of leaders.
It reminds leaders that their impact on others occurs through the tasks they perform as well as in the
relationships they create.



STRENGTHS

The behavioral approach makes several positive contributions to our understanding of the leadership
process. First, the behavioral approach marked a major shift in the general focus of leadership research.
Before the inception of this approach, researchers treated leadership exclusively as a trait (see Chapter
2). The behavioral approach broadened the scope of leadership research to include the behaviors of
leaders and what they do in various situations. No longer was the focus of leadership on the personal
characteristics of leaders: It was expanded to include what leaders did and how they acted. The early
research examined a broad set of leader behaviors (over 1,800) and distilled these down to two
dimensions—consideration and initiation structure. These two behaviors—caring for others and goal
attainment—are the two fundamental aspects of human behavior in groups, whether they be tribes,
families, or work teams.

Second, a wide range of studies on leadership behavior validates and gives credibility to the basic
tenets of the approach. First formulated and reported by researchers from The Ohio State University
and the University of Michigan, and subsequently reported in the works of Blake and Mouton (1964,
1978, 1985); Blake and McCanse (1991); Judge, Piccolo, and llies (2004); and Littrell (2013), the
behavioral approach is substantiated by a multitude of research studies that offer a viable approach to
understanding the leadership process. An extensive meta-analysis of the LBDQ-XII developed by the
Ohio State studies has been carried out by Judge et al. (2004), who found that all the survey
instruments had significant predictive validity for leader success (Littrell, 2013). The Managerial Grid,
which translates the research into categories that can be easily understood, is a popular leadership
approach among managers.

Third, on a conceptual level, researchers of the behavioral approach have ascertained that a leader’s
style consists primarily of two major types of behaviors: task and relationship. The significance of this
idea is not to be understated. Whenever leadership occurs, the leader is acting out both task and
relationship behaviors; the key to being an effective leader often rests on how the leader balances these
two behaviors. Together they form the core of the leadership process. Blake and Mouton defended 9,9
leadership, refuting what they called “situationalism” (see the next chapter), arguing that concerns for
people and production reflect the situational context in organizations (Cai, Fink, & Walker, 2019).

Fourth, the behavioral approach is heuristic. It provides us with a broad conceptual map that is
worthwhile to use in our attempts to understand the complexities of leadership. Leaders can learn a lot
about themselves and how they come across to others by trying to see their behaviors in light of the task
and relationship dimensions. Based on the behavioral approach, leaders can assess their actions and
determine how they may want to change to improve their leadership behaviors. Unlike with most traits,
leaders can learn to lead through leadership training.



CRITICISMS

Along with its strengths, the behavioral approach has several weaknesses. First, the research on the
behavioral approach has not adequately shown how leaders’ behaviors are associated with
performance outcomes (Bryman, 1992; Yukl, 2003). Researchers have not been able to establish a
consistent link between task and relationship behaviors and outcomes such as morale, job satisfaction,
and productivity. According to Yukl (2003, p. 75), the “results from this massive research effort have
been mostly contradictory and inconclusive.” He further pointed out that the only strong finding about
leadership behaviors is that leaders who are considerate have followers who are more satisfied.

In addition, leader behavior questionnaires are typically completed by followers, and their perceptions of
leadership may differ from actual leader behavior (Dinh et al., 2014). Follower perceptions of their
leaders may be biased due to overly positive attributions resulting in overestimation of a leader’s effects
(Behrendt et al., 2017). In other words, if a leader is considerate, then followers may overestimate that
leader’s task behavior because they like the leader.

Another criticism is that this approach has failed to find a universal style of leadership that could be
effective in almost every situation. The overarching goal for researchers studying the behavioral
approach appeared to be the identification of a universal set of leadership behaviors that would
consistently result in effective outcomes. Because of inconsistencies in the research findings, this goal
was never reached. Similar to the trait approach, which was unable to identify the definitive personal
characteristics of leaders, the behavioral approach has been unable to identify the universal behaviors
that are associated with effective leadership.

The difficulty in identifying a universal style may be due to the impact of contextual factors. For example,
research by Martin, Rowlinson, Fellows, and Liu (2012) found that there is a strong situational element
that impacts whether one leadership behavior or another is more effective. In their research on
leadership style and cross-functional teams, they found that different leadership behaviors may be
needed depending on team goals. They noted that managers of projects that span organizational,
national, and ethnic boundaries (cross-functional teams) must “juggle between both task and person-
oriented leadership when involved in managing problem solving teams across boundaries” (p. 19).

Leader effectiveness also may be influenced by characteristics of the leaders, the followers, and the
situation, and the behavioral approach lacks attention to the possible interactions among these
elements. For example, highly skilled followers who have a strong reward system make it easier for a
leader to succeed. These leaders’ effectiveness may be due more to the attributes of their followers who
are rewarded for using their skills at work.

Another criticism of the behavioral approach is that it implies that the most effective leadership style is
the high—high style (i.e., high task and high relationship). Although some researchers (e.g., Blake &
McCanse, 1991; Misumi, 1985) suggested that high—high managers are most effective, that may not be
the case in all situations. In fact, the full range of research findings provides only limited support for a
universal high—high style (Yukl, 2003). In a thought-provoking article on popular leadership styles,
Andersen (2009) argues that in modern business the high-task-leadership orientation is essential to be
successful.

Certain situations may require different leadership styles; some may be complex and require high-task
behavior, and others may be simple and require supportive behavior. At this point in the development of
research on the behavioral approach, it remains unclear whether the high—high style is the best style of
leadership.

A final criticism is that most of the research undertaken on the behavioral approach has come from a
U.S.-centric perspective, reflecting the norms and values of U.S. culture. More recently, a small number



of studies applying behavioral leadership concepts to non-U.S. contexts have been undertaken, and
results show that different cultures prefer different leadership styles than those often espoused or
favored by current U.S. management practice (Begum & Mujtaba, 2016; Engle, Elahee, & Tatoglu, 2013;
Iguisi, 2014; Martin et al., 2012). For example, the paternalistic leadership style of benevolence plus
authority is effective in Turkey, China, and India (Pellegrini & Scandura, 2008).



APPLICATION

The behavioral approach can be applied easily in ongoing leadership settings. At all levels in all types of
organizations, managers are continually engaged in task and relationship behaviors. By assessing their
own behaviors, managers can determine how they are coming across to others and how they could
change their behaviors to be more effective. In essence, the behavioral approach provides a mirror for
managers that is helpful in answering the frequently asked question, “How am | doing as a leader?”

Many leadership training and development programs throughout the country are structured along the
lines of the behavioral approach. Almost all are designed similarly and include giving managers
questionnaires that assess in some way their task and relationship behaviors toward followers.
Participants use these assessments to improve their overall leadership behavior.

An example of a training and development program that deals exclusively with leader behaviors is Blake
and Mouton’s Leadership Grid (formerly Managerial Grid) seminar. Grid seminars are about increasing
productivity, improving morale, and gaining employee commitment. They are offered by Grid
International, an international organization development company (www.gridinternational.com). At grid
seminars, self-assessments, small-group experiences, and candid critiques allow managers to learn
how to define effective leadership, how to manage for optimal results, and how to identify and change
ineffective leadership behaviors. The conceptual framework around which the grid seminars are
structured is the behavioral approach to leadership.

In short, the behavioral approach applies to nearly everything a leader does. It is an approach that is
used as a model by many training and development companies to teach managers how to improve their
effectiveness and organizational productivity.


http://www.gridinternational.com/

CASE STUDIES AND SELF-ASSESSMENT

In this section, you will find three case studies (Cases 4.1, 4.2, and 4.3) that describe the leadership
behaviors of three different managers, each of whom is working in a different organizational setting. The
first case is about a maintenance director in a large hospital, the second is concerned with the director
of marketing and communications at a college, and the third is about the leadership behind a nationally
recognized cheer team. At the end of each case are questions that will help you to analyze the case
from the perspective of the behavioral approach.



Case 4.1 A Drill Sergeant at First

Mark is the head of the painting department in a large hospital; 20 union employees report to him.
Before coming on board at the hospital, he had worked as an independent contractor. At the hospital, he
took a position that was newly created because the hospital believed change was needed in how
painting services were provided.

Upon beginning his job, Mark did a four-month analysis of the direct and indirect costs of painting
services. His findings supported the perceptions of his administrators that painting services were
inefficient and costly. As a result, Mark completely reorganized the department, designed a new
scheduling procedure, and redefined the expected standards of performance.

Mark says that when he started out in his new job, he was “all task,” like a drill sergeant who didn’t seek
any input from his soldiers. From Mark’s point of view, the hospital environment did not leave much
room for errors, so he needed to be strict about getting painters to do a good job within the constraints
of the hospital environment.

As time went along, Mark relaxed his style and was less demanding. He delegated some responsibilities
to two crew leaders who reported to him, but he always stayed in close touch with each of the
employees. On a weekly basis, Mark was known to take small groups of workers to the local sports bar
for burgers on the house. He loved to banter with the employees and could take it as well as dish it out.

Mark is very proud of his department. He says he always wanted to be a coach, and that's how he feels
about running his department. He enjoys working with people; in particular, he says he likes to see the
glint in their eyes when they realize that they’ve done a good job and they have done it on their own.

Because of Mark’s leadership, the painting department has improved substantially and is now seen by
workers in other departments as the most productive department in hospital maintenance. Painting
services received a customer rating of 92%, which is the highest of any service in the hospital.

Questions

1. From the behavioral perspective, how would you describe Mark’s leadership?
2. How did his behavior change over time?

3. In general, do you think he is more task oriented or more relationship oriented?
4. What score do you think he would get on Blake and Mouton’s grid?



Case 4.2 We Are Family

Betsy has been hired as the director of marketing and communications for a medium-sized college in
the Midwest. With a long history of success as a marketing and public relations professional, she was
the unanimous choice of the hiring committee. Betsy is excited to be working for Marianne, the vice
president of college advancement, who comes from a similar background to Betsy’s. In a meeting with
Marianne, Betsy is told the college needs an aggressive plan to revamp and energize the school’s
marketing and communications efforts. Betsy and Marianne seem in perfect sync with the direction they
believe is right for the college’s program. Marianne also explains that she has established a
departmental culture of teamwork and empowerment and that she is a strong advocate of being a
mentor to her team members rather than a manager.

Betsy has four direct reports: two writers, Bridget and Suzanne, who are in their 20s; and Carol and
Francine, graphic designers who are in their 50s. In her first month, Betsy puts together a meeting with
her direct reports to develop a new communications plan for the college, presenting the desired goals to
the team and asking for their ideas on initiatives and improvements to meet those goals. Bridget and
Suzanne provide little in the way of suggested changes, with Bridget asking pointedly, “Why do we need
to change anything?”

In her weekly meeting with the vice president, Betsy talks about the resistance to change she
encountered from the team. Marianne nods, saying she heard some of the team members’ concerns
when she went to lunch with them earlier in the week. When Betsy looks surprised, Marianne gives her
a knowing smile. “We are like a family here; we have close relationships outside of work. | go to lunch or
the movies with Suzanne and Bridget at least once a week. But don’t worry; | am only a sounding board
for them, and encourage them to come to you to resolve their issues. They know you are their boss.”

But they don’t come to Betsy. Soon, Bridget stops coming to work at 8 a.m., showing up at 10 a.m. daily.
As a result, she misses the weekly planning meetings. When Betsy approaches her about it, Bridget
tells her, “It's OK with Marianne; she says as long as | am using the time to exercise and improve my
health she supports it.”

Betsy meets with Suzanne to implement some changes to Suzanne’s pet project, the internal newsletter.
Suzanne gets defensive, accusing Betsy of insulting her work. Later, Betsy watches Suzanne and
Marianne leave the office together for lunch. A few hours later, Marianne comes into Betsy’s office and
tells her, “Go easy on the newsletter changes. Suzanne is an insecure person, and she is feeling
criticized and put down by you right now.”

Betsy’s relationship with the other two staff members is better. Neither seems to have the close contact
with Marianne that the younger team members have. They seem enthusiastic and supportive of the new
direction Betsy wants to take the program in.

As the weeks go by, Marianne begins having regular “Mentor Meetings” with Bridget and Suzanne,
going to lunch with them at least twice a week. After watching the three walk out together one day,
Francine asks Betsy if it troubles her. Betsy replies calmly, “It is part of Marianne’s mentoring program.”

Francine rolls her eyes and says, “Marianne’s not mentoring anyone; she just wants someone to go to
lunch with every day.”

After four months on the job, Betsy goes to Marianne and outlines the challenges that the vice
president’s close relationships with Bridget and Suzanne have presented to the progress of the
marketing and communications program. She asks her directly, “Please stop.”

Marianne gives her the knowing smile again. “I see a lot of potential in Bridget and Suzanne and want to
help foster that,” she explains. “They are still young in their careers, and my relationship with them is



important because | can provide the mentoring and guidance to develop their abilities.”

“But it's creating problems between them and me,” Betsy points out. “I can’t manage them if they can
circumvent me every time they disagree with me. We aren’t getting any work done. You and | have to be
on the same team.”

Marianne shakes her head. “The problem is that we have very different leadership styles. | like to
empower people, and you like to boss them around.”

Questions

1. Marianne and Betsy do indeed have different leadership styles. What style would you ascribe to
Betsy? To Marianne?

2. Does Betsy need to change her leadership style to improve the situation with Bridget and Suzanne?
Does Marianne need to change her style of leadership?

3. How can Marianne and Betsy work together?



Case 4.3 Cheer Coach Monica Aldama

In January 2020, the world was introduced to the Navarro College cheer team and its coach of 25 years,
Monica Aldama, through the Netflix docuseries Cheer.

The six-hour series followed the 40-member team from the small Texas community college as it
prepared over a period of four months for the penultimate event of its season, the 2019 National
Cheerleaders Association championships in Daytona Beach, Florida. At that meet, Navarro College
would be seeking its 14th title in 19 years.

College-level competitive cheer is an exceedingly difficult and dangerous sport. With stunts including
lifts, tumbling, towering pyramids, and basket tosses where a “flyer” is thrown high in the air, does
several twists and turns, and is caught in the arms of the “bases” below, the risk of catastrophic injury is
second only to football according to the National Center for Catastrophic Sport Injury Research
(NCCSIR; Greenspan, 2020). This risk is apparent in the show as team member after team member is
dropped, falls, or is injured while performing stunts. Concussions, fractured ribs, ankle injuries, and
twisted, swollen limbs are the norm. And this is just at team practices.

For the 40 cheerleaders, it’s all about “making mat”—securing one of the 20 spots on the team to
compete at the national championships. For Coach Aldama, it is about creating and executing a two-
minute, 15-second performance with breathtaking stunts that will result in the highest score possible to
secure the team’s legacy.

Coach Aldama records all the practice sessions on her tablet, watching the videos over and over to
determine if the choreography needs to be altered and to monitor how each of the athletes is
performing. She also consults with her two assistant coaches, Andy Cosferent and Kapena Kea, about
changes to make to the routine, which athletes to push, and which to cut.

As a leader, Coach Aldama sets high expectations for her team regarding their personal conduct, class
attendance, and the effort and work they put into practice. She clearly articulates that accountability is
her number-one criterion. When students don’t meet expectations, there are consequences. The whole
team will be required to run laps if one student sloughs off class. Team members are often roommates,
and Coach Aldama says that, “whereas before they might just walk out and go to class and let their
roommates stay in bed, now they’re going to make sure that that person is up. And they do get mad if
someone’s not there yet. When class is about to start, they’ll start texting them” (Zakin & Weisberg,
2020).

“That’s just a big thing for me—self accountability. If you have a responsibility, you show up for it. If it's
class, you show up for it. If it's practice, you show up for it. If it's a job, you show up for it. If you made
the commitment to do it, you show up,” she says (Zakin & Weisberg, 2020).

Athlete T. T. Barker gets a painful lesson in this when he arrives at practice with a back injury from
competing with another, noncollegiate team after Coach Aldama advised him not to. Coach Aldama
doesn’t cut T. T. any slack, and he continues to practice, repeatedly hoisting flyers overhead, wincing
and grunting in pain until he finally drops to the mat, crying.

Coach Aldama, who has a bachelor’s degree in finance and an MBA, says she first approached
coaching the team from a business perspective. ‘| was like, okay, what'’s the ultimate goal? To win?” she
says. ‘| started from there and worked backwards (asking) what | need to do to win. And it was very
black and white. ‘There’s a score sheet. | need to get a score. How am | gonna get this score?’

“I really started there, but then quickly realized, ‘Oh, there’s a whole 'nother part of coaching that has
nothing to do with the score sheet. And it’s these kids that are bickering or they broke up with their



boyfriend or you know, okay, now | have to be a psychologist. | have to be an advisor, | have to be a
counselor, | have to be a mother” (Zakin & Weisberg, 2020).

Many of the team members come from difficult life circumstances, and a place on the team is a ticket
out of trouble and hardship. One of those is Morgan Simianer, who lived with an older brother in a
Wyoming trailer after her biological parents abandoned them both at an early age. Morgan has an
unwavering drive to succeed and to please her coach.

“Not everyone in the world has a strong mother figure in their lives . . . Monica has filled the gap [that
was] created by what | didn’t have. | didn’t have anyone to go prom shopping with or talk about my
boyfriend. | think because of that, | am even more appreciative of her and what we share. | feel like her
kid,” she says. ‘I really idolize her. Monica has changed my life in so many ways and truly helped me
become a better version of myself’ (Bennett, 2020).

That devotion is evident in episode five of the show when Morgan goes to the emergency room between
practices for excruciating rib pain caused by “ribiosis,” what team members call the damage to flyers’
ribs caused by repeatedly falling from great heights into the arms of bases. At the ER, Morgan refuses
treatment because the muscle relaxers she’s prescribed would keep her from participating in that
afternoon’s practice, and—despite a warning that more stress on her ribs could damage her organs or
kill her—she leaves and returns to the gym. “If Monica says full-out, I'm going full-out,” she says
(Whiteley, 2020).

Navarro College is located in Corsicana, a small town in a rural, conservative part of Texas. Several of
the male athletes on the team are gay, and despite her Christian faith, Coach Aldama says she “will fight
tooth and nail to protect my boys.”

“I get upset when | see the world being so harsh and not understanding. | am not a very political person
at all. | would say I'm smack in the middle: I've got some of the very conservative, some very liberal . . . |
think everyone needs to be open to learning about different people’s lifestyles and not be so closed-
minded,” she says (Silman, 2020).

Nurturing aside, Coach Aldama ultimately makes the very hard decision of selecting the athletes who
will “make mat” and, even if they are chosen for mat, replacing the athletes if they aren’t cutting it. She
has also kicked key members off the team for rule infractions.

“I try to separate the coaching part and the nurturing part. Sometimes I'll have to ‘mat-talk’ myself to
separate the feelings of ‘I'm going to break this kid’s heart because I’'m not going to put them on mat.’ |
love this kid more than anything and | know what they’ve overcome,” she says. “But you know that they
don’t have the skills that this other person does and that’s where it really pulls at your heartstrings and
that’s where | have to be, like, ‘Come on, Monica, you can do this. It’s fine. Just separate it. Just
separate it. Just separate it.” And | do. | always try to still circle back around and make sure they know
‘You're still good, you're still good enough. It’s just that you know right now it's not your time”” (Zakin &
Weisberg, 2020).

When one team member didn’t make mat, he was encouraged by his teammates to ask the coach why.
He resisted, saying he thought it would be disrespectful to question her. When he finally did ask, she
told him “he was not putting himself out there.”

“I'm very honest with them. | will let them know, pull them to the side and tell them, ‘| feel like maybe you
don’t want it as badly as someone else or you don’t have that fight in you. Which makes me worried
about are you going to have that fight when it's go-time.’ | know I’'m very honest because how are they
going to know?” (Zakin & Weisberg, 2020).

As a result, the team member put in twice the amount of effort and adjusted his contributions in practice
and ultimately made mat.



Coach Aldama appears patient, calm, and composed, even in crisis. In the national competition, one of
the team members, Austin Bayles, was injured, and a replacement had to be made. The person
replacing Austin had to learn his new role in mere minutes.

“When we were at finals and Austin got hurt, | was proud of myself because | literally went into focus
mode. And although | was terrified, | couldn’t even go there because | was so focused on what we
needed to do to fix it in a very short time span,” she says. “| definitely have always told myself no matter
what I'm feeling inside, | can’t let the team know. Because cheerleading is a very mental game. We can
do all this work preparing mentally, but if they see me looking terrified or scared or losing it, all that work
we’ve done could go down the drain” (Silman, 2020).

“m very competitive and | want to be successful, but | also want to be that person that leads by
example. | really set a high standard for myself,” Coach Aldama says (Church, 2020).

Questions

1. How would you describe Coach Aldama’s leadership behavior in terms of initiating structure and
consideration? Is she more task oriented or relationship oriented?

2. Where on the Blake and Mouton Leadership Grid would you place Coach Aldama? Defend your
answer.

3. How would you describe Coach Aldama’s leadership behavior in terms of paternalism/maternalism?

4. Do you think the leadership behavior of opportunism could apply to Coach Aldama? Explain your
answer.



Leadership Instrument

Researchers and practitioners alike have used many different instruments to assess the behaviors of
leaders. The two most commonly used measures have been the LBDQ (Stogdill, 1963) and the
Leadership Grid (Blake & McCanse, 1991). Both of these measures provide information about the
degree to which a leader acts task directed or people directed. The LBDQ was designed primarily for
research and has been used extensively since the 1960s. The Leadership Grid was designed primarily
for training and development; it continues to be used today for training managers and supervisors in the
leadership process.

To assist you in developing a better understanding of how leadership behaviors are measured and what
your own behavior might be, a leadership behavior questionnaire is included in this section. This
questionnaire is made up of 20 items that assess two orientations: task and relationship. By scoring the
Leadership Behavior Questionnaire, you can obtain a general profile of your leadership behavior.

Leadership Behavior Questionnaire

Purpose: The purpose of this questionnaire is to assess your task and relationship orientations
as a leader.

Instructions: Read each item carefully and think about how often you engage in the described
behavior. Indicate your response to each item by selecting one of the five options to the right of
each item.

Key: 1=Never 2=Seldom 3= 0Occasionally 4 =Often 5= Always

1. Tells group members what they are supposed to do. 1:2 & 45
2. Acts friendly with members of the group. 1 2 3 4.5
2. Sets standards of performance for group members. 1 2 3 4§
4. Helps others in the group feel comfortable. 1 2 & 45
5. Makes suggestions about how to solve problems. 12 3 45
6. Responds favorably to suggestions made by others. 12 & 4.5
7.  Makes their perspective clear to others. 123 4.5
8. Treats others fairly. 12 % 4.5
9. Develops a plan of action for the group. 1:2 T & 5
10. Behaves in a predictable manner toward group members. 1 2 3 4 §
M. Defines role responsibilities for each group member, 1 2 3 4.5
12. Communicates actively with group members. 1 :2 & 4=-5
13.  Clarifies their own role within the group. 123 45
14. Shows concern for the well-being of others. 12 3 4.5
15. Provides a plan for how the work is to be done. 123 465
16. Shows flexibility in making decisions. 1:2 3 4 5
17. Provides criteria for what is expected of the group. 1 2 3 4 5
18. Discloses thoughts and feelings to group members. 1 2 & 4 5
19. Encourages group members to do high-quality work. 1:2 3 4,5
20. Helps group members get along with each other. 12 % 4.8
1. | Tells group members what they are supposed to do. 12345

2. | Acts friendly with members of the group. 1123 45
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Sets standards of performance for group members.

Helps others in the group feel comfortable.

Makes suggestions about how to solve problems.

Responds favorably to suggestions made by others.

Makes their perspective clear to others.

Treats others fairly.

Develops a plan of action for the group.

Behaves in a predictable manner toward group members.

Defines role responsibilities for each group member.

Communicates actively with group members.

Clarifies their own role within the group.

Shows concern for the well-being of others.

Provides a plan for how the work is to be done.

Shows flexibility in making decisions.

Provides criteria for what is expected of the group.

Discloses thoughts and feelings to group members.

Encourages group members to do high-quality work.

Helps group members get along with each other.



Scoring

The Leadership Behavior Questionnaire is designed to measure two major types of leadership
behaviors: task and relationship. Score the questionnaire by doing the following: First, sum the
responses on the odd-numbered items. This is your task score. Second, sum the responses on
the even-numbered items. This is your relationship score.

Total scores: Task Relationship




Scoring Interpretation

For each category:

40-50 High range
30-39 Moderate range

10-29 Low range

The score you receive for task refers to the degree to which you help others by defining their
roles and letting them know what is expected of them. This factor describes your tendencies to
be task directed toward others when you are in a leadership position. The score you receive for
relationship is a measure of the degree to which you try to make followers feel comfortable with
themselves, each other, and the group itself. It represents a measure of how people oriented you
are.

Your results on the Leadership Behavior Questionnaire give you data about your task orientation
and people orientation. What do your scores suggest about your leadership style? Are you more
likely to lead with an emphasis on task or with an emphasis on relationship? As you interpret
your responses to the Leadership Behavior Questionnaire, ask yourself if there are ways you
could change your behavior to shift the emphasis you give to tasks and relationships. To gain
more information about your style, you may want to have four or five of your coworkers or
classmates fill out the questionnaire based on their perceptions of you as a leader. This will give
you additional data to compare and contrast to your own scores about yourself.



Summary

The behavioral approach is strikingly different from the trait and skills approaches to leadership because
the behavioral approach focuses on what leaders do rather than who leaders are. It suggests that
leaders engage in two primary types of behaviors: task behaviors and relationship behaviors. How
leaders combine these two types of behaviors to influence others is the central focus of the behavioral
approach.

The behavioral approach originated from three different lines of research: the Ohio State studies, the
University of Michigan studies, and the work of Blake and Mouton on the Managerial Grid (now known
as the Leadership Grid).

Researchers at Ohio State developed a leadership questionnaire called the Leader Behavior
Description Questionnaire (LBDQ), which identified initiation of structure and consideration as the core
leadership behaviors. The Michigan studies provided similar findings but called the leader behaviors
production orientation and employee orientation.

Using the Ohio State and Michigan studies as a basis, much research has been carried out to find the
best way for leaders to combine task and relationship behaviors. The goal has been to find a universal
set of leadership behaviors capable of explaining leadership effectiveness in every situation. The results
from these efforts have not been conclusive, however. Researchers have had difficulty identifying one
best style of leadership.

Blake and Mouton developed a practical model for training managers that described leadership
behaviors along a grid with two axes: concern for results and concern for people. How leaders combine
these orientations results in five major leadership styles: authority—compliance management (9,1),
country-club management (1,9), impoverished management (1,1), middle-of-the-road management
(5,5), and team management (9,9).

The behavioral approach has several strengths and weaknesses. On the positive side, it has broadened
the scope of leadership research to include the study of the behaviors of leaders rather than only their
personal traits or characteristics. Second, it is a reliable approach because it is supported by a wide
range of studies. Third, the behavioral approach is valuable because it underscores the importance of
the two core dimensions of leadership behavior: task and relationship. Fourth, it has heuristic value in
that it provides us with a broad conceptual map that is useful in gaining an understanding of our own
leadership behaviors. On the negative side, researchers have not been able to associate the behaviors
of leaders (task and relationship) with outcomes such as morale, job satisfaction, and productivity. In
addition, researchers from the behavioral approach have not been able to identify a universal set of
leadership behaviors that would consistently result in effective leadership. Furthermore, the behavioral
approach implies but fails to support fully the idea that the most effective leadership style is a high—high
style (i.e., high task and high relationship). Last, the approach is United States—centric and may not
easily generalize to other cultures.

Overall, the behavioral approach is not a refined theory that provides a neatly organized set of
prescriptions for effective leadership behavior. Rather, the behavioral approach provides a valuable
framework for assessing leadership in a broad way as assessing behavior with task and relationship
dimensions. Finally, the behavioral approach reminds leaders that their impact on others occurs along
both dimensions.



Descriptions of Images and Figures
Back to Figure

The horizontal axis is labeled concern for results, the vertical axis is labeled concern for people, and
both the axes range from 1 at low to 9 at high. The different types of leaderships are as follows.

1, 9 at the top-left corner of the grid: Country-club management. Thoughtful attention to the needs of the
people for satisfying relationships leads to a comfortable, friendly organization atmosphere, and work
tempo.

9, 9 at the top-right corner of the grid: Team management. Work accomplishment is from committed
people. Interdependence through a common stake in organization purpose leads to relationships of trust
and respect.

5, 5 in the middle of the grid: Middle-of-the-Road management. Adequate organization performance is
possible through balancing the necessity to get work out while maintaining morale of people at a
satisfactory level.

1, 1 at the bottom-left corner of the grid: Impoverished management. Minimum effort is exerted to get
required work done as appropriate to sustain organization membership.

1, 9 at the bottom-left corner of the grid: Authority-compliance management. Efficiency in operations
results from arranging conditions of work in such a way that human elements interfere to a minimum
degree.

Back to Figure

In the leadership grid, represented as a flat surface, 1, 9 is at the top-left corner, 9, 9 is at the top-right
corner, 5, 5 is in the middle, 1, 1 is at the bottom-left corner, and 1, 9 is at the bottom-right corner.
Arrows from each position on the grid point towards the word opportunism, at the top. An inset image
shows an illustration of a square. Its top-left corner is labeled 1, 9, and its bottom-left corner is labeled 9,
1. The bidirectional arrows from each corner point to the center of the square, which is labeled 9 plus 9.

Back to Figure

A flow diagram shows the following task-oriented behaviors in a block from top to bottom:

+ Enhancing understanding
¢ Strengthening motivation
« Facilitating implementation

The relations-oriented behaviors from left to right in a block positioned to the right of the first block are
as follows:

» Activating resources
* Promoting cooperation

+ Fostering coordination



Arrows point from the relations-oriented block to each behavior in the task-oriented block. A bidirectional
vertical arrow to the right of the relations-oriented block is labeled internal at the top and external at the
bottom. A bidirectional horizontal arrow under the task-oriented block is labeled routine on the left and
change on the right.






5 SITUATIONAL APPROACH

The premise of the situational approach is that different situations demand different kinds of leadership.
The SLII® approach provides a model that suggests to leaders how they should behave based on the
demands of a particular situation.



DESCRIPTION

One of the more widely recognized approaches to leadership is the situational approach, which was
developed by Hersey and Blanchard (1969a) based on Reddin’s (1967) 3-D management style theory.
The situational approach has been refined and revised several times since its inception (see Blanchard,
1985; Blanchard, Zigarmi, & Nelson, 1993; Blanchard, Zigarmi, & Zigarmi, 2013; Hersey & Blanchard,
1977, 1988), and it has been used extensively in organizational leadership training and development.

As its name implies, the situational approach focuses on leadership in situations. The premise of the
theory is that different situations demand different kinds of leadership. From this perspective, effective
leadership requires that people adapt their style to the demands of different situations.

The situational approach is illustrated in the model developed by Blanchard and his colleagues
(Blanchard et al., 1993; Blanchard et al., 2013), called SLII® (Eigure 5.1). The SLII® model, which is
Blanchard’s situational approach to effective leadership, is an extension and refinement of the original
model developed by Hersey and Blanchard (1969a). This chapter focuses on the SLII® model.

Blanchard’s model stresses that leadership is composed of both a directive and a supportive dimension,
and that each has to be applied appropriately in a given situation. To determine what is needed in a
particular situation, leaders must evaluate their followers and assess how competent and committed the
followers are to perform a given goal. Based on the assumption that followers’ skills and motivation vary
over time, Blanchard’s SLII® suggests that leaders should change the degree to which they are directive
or supportive to meet the changing needs of followers.

In brief, the essence of Blanchard’s SLII® approach demands that leaders match their style to the
competence and commitment of their followers. Effective leaders are those who can recognize what
followers need and then adapt their style to meet those needs.

The dynamics of this approach are clearly illustrated in the SLII® model, which comprises two major
components: leadership style and development level of followers.



Leadership Style

Leadership style consists of the behavior pattern of a person who attempts to influence others. It
includes both directive behaviors and supportive behaviors. Directive behaviors help individuals and
group members accomplish goals by giving directions, establishing goals and methods of evaluation,
setting timelines, defining roles, and showing how the goals are to be achieved. Directive behaviors
clarify, often with one-way communication, what is to be done, how it is to be done, and who is
responsible for doing it. Supportive behaviors help individuals and group members feel comfortable
about themselves, their coworkers, and the situation. Supportive behaviors involve two-way
communication and responses that show social and emotional support to others. Examples of
supportive behaviors include asking for input, solving problems, praising others, sharing information
about oneself, and listening. Supportive behaviors are mostly job related.

Leadership styles can be classified further into four distinct categories of directive and supportive
behaviors (Figure 5.1). The first style (S1) is a high directive—low supportive style, which is also called a
directing style. In this approach, the leader focuses communication on goal achievement, and spends a
smaller amount of time using supportive behaviors. Using this style, a leader gives instructions about
what and how goals are to be achieved by the followers and then supervises them carefully.

The second style (S2) is called a coaching approach and is a high directive—high supportive style. In this
approach, the leader focuses communication on both achieving goals and meeting followers’
socioemotional needs. The coaching style requires that leaders involve themselves with followers by
giving encouragement and soliciting follower input. However, coaching is an extension of S1 in that it
still requires that the leader make the final decision on the what and how of goal accomplishment.

The third style (S3) is a supporting approach that requires that the leader take a high supportive—low
directive style. In this approach, the leader does not focus exclusively on goals but uses supportive
behaviors that bring out followers’ skills around the goal to be accomplished. The supportive style
includes listening, praising others, asking for input, and giving feedback. A leader using this style gives
followers control of day-to-day decisions but remains available to facilitate problem solving. An S3
leader is quick to give recognition and social support to followers.



Leadership Styles
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Figure 5.1 SLII® Model

Source: From Leadership and the One Minute Manager: Increasing Effectiveness Through Situational

Leadership® I, by K. Blanchard, P. Zigarmi, and D. Zigarmi, 2013, New York, NY: William Morrow.
Used with permission. This model cannot be used without the expressed, written consent of The Ken
Blanchard Companies. To learn more, visit www.kenblanchard.com

Last, the fourth style (S4) is called the low supportive—low directive style, or a delegating approach. In
this approach, the leader offers less goal input and social support, facilitating followers’ confidence and
motivation in reference to the goal. The delegative leader lessens involvement in planning, control of
details, and goal clarification. After the group agrees on what to do, this style lets followers take
responsibility for getting the job done the way they see fit. A leader using S4 gives control to followers
and refrains from intervening with unnecessary social support.

The SLII® model (Eigure 5.1) illustrates how directive and supportive leadership behaviors combine for
each of the four different leadership styles. As shown by the arrows on the bottom and left side of the
model, directive behaviors are high in the S1 and S2 quadrants and low in S3 and S4, whereas
supportive behaviors are high in S2 and S3 and low in S1 and S4.



http://www.kenblanchard.com/

Development Level

A second major part of the SLII® model concerns the development level of followers. Development level
is the degree to which followers have the competence and commitment necessary to accomplish a
given goal or activity (Blanchard et al., 2013). Stated another way, it indicates whether a person has
mastered the skills to achieve a specific goal and whether a person has developed a positive attitude
regarding the goal (Blanchard et al., 1993). In earlier versions of the model, this was referred to as the
readiness or maturity of the follower (Bass, 2008; Hersey & Blanchard, 1969a, 1969b, 1977, 1996).

Followers are at a high development level if they are interested and confident in their work and know
how to achieve the goal. Followers are at a developing level if they have little skill for the goal at hand
but believe that they have the motivation or confidence to get the job done.

The levels of development are illustrated in the lower portion of the diagram in Eigure 5.1. The levels
describe various combinations of commitment and competence for followers on a given goal. There are
two aspects of commitment: motivation and confidence; and two aspects of competence: transferable
skills and task knowledge. Development levels are intended to be goal specific and are not intended to
be used for the purpose of labeling followers.

On a particular goal, followers can be classified into four categories: D1, D2, D3, and D4, from
developing to developed. Specifically, D1 followers are low in competence and high in commitment.
They are new to a goal and do not know exactly how to do it, but they are excited about the challenge of
it. D2 followers are described as having some competence but low commitment. They have started to
learn a job, but they also have lost some of their initial confidence about the job. D3 represents followers
who have moderate to high competence but may have variable commitment. They have essentially
developed the skills for the job, but they are uncertain as to whether they can accomplish the goal by
themselves. Finally, D4 followers are the highest in development, having both a high degree of
competence and a high degree of commitment to getting the job done. They have the transferable skills
and task knowledge to do the job and the confidence and motivation to get it done.



HOW DOES SLII® WORK?

SLII® is constructed around the idea that followers move forward and backward along the
developmental continuum, which represents the relative competence and commitment of followers. For
leaders to be effective, it is essential that they determine where followers are on the developmental
continuum and adapt their leadership styles to directly match their followers’ development levels.

In a given situation, the first task for leaders is to determine the nature of the situation. Questions such
as the following must be addressed: What goal are followers being asked to achieve? How complex is
the goal? Are the followers sufficiently skilled to accomplish the goal? Do they have the desire to
complete the job once they start it? Answers to these questions will help leaders to identify correctly the
specific development level at which their followers are functioning. For example, new followers who are
very excited but lack understanding of job requirements would be identified as D1-level followers.
Conversely, seasoned followers with proven abilities and great devotion to an organization would be
identified as functioning at the D4 level.

Having identified the correct development level, the second task for leaders is to adapt their style to the
prescribed leadership style represented in the SLII® model. There is a one-to-one relationship between
the development level of followers (D1, D2, etc.) and the leader’s style (S1, S2, etc.). For example, if
followers are at the first level of development, D1, the leader needs to adopt a high directive—low
supportive leadership style (S1, or directing). If followers are more advanced and at the second
development level, D2, the leader needs to adopt a high directive—high supportive leadership style (S2,
or coaching). For each level of development, there is a specific style of leadership that the leader should
adopt.

An example of this would be Rene Martinez, who owns a house painting business. Rene specializes in
restoration of old homes and over 30 years has acquired extensive knowledge of the specialized
abilities required including understanding old construction, painting materials and techniques, plaster
repair, carpentry, and window glazing. Rene has three employees: Ashley, who has worked for him for
seven years and whom he trained from the beginning of her career; Levi, who worked for a commercial
painter for four years before being hired by Rene two years ago; and Anton, who is just starting out.

Because of Ashley’s years of experience and training, Rene would classify her as primarily D3. She is
very competent, but still seeks Rene’s insight on some tasks. She is completely comfortable prepping
surfaces for painting and directing the others but has some reluctance to taking on jobs that involve
carpentry. Depending on the work he assigns Ashley, Rene moves between S3 (supporting) and S4
(delegating) leadership behaviors.

When it comes to painting, Levi is a developed follower needing little direction or support from Rene. But
Levi has to be trained in many other aspects of home restoration, making him a D1 or D2 in those skills.
Levi is a quick learner, and Rene finds he only needs to be shown or told how to do something once
before he is able to complete it easily. In most situations, Rene uses an S2 (coaching) leadership
behavior with Levi. If the goal is more complicated and requires detailed training, Rene moves back into
the S1 (directing) behavior with Levi.

Anton is completely new to this field, developing his skills but at the D1 level. What he lacks in
experience he more than makes up for in energy. He is always willing to jump in and do whatever he’s
asked to do. He is not as careful as he needs to be, however, often neglecting the proper prepping
techniques and cleanup about which Rene is a stickler. Rene finds that not only he, but also Ashley,
uses an S1 (directing) behavior with Anton. Because Levi is also fairly new, he finds it difficult to be
directive with Anton, but likes to give him help when he seems unsure of himself, falling into the S3
(supporting) behavior.



This example illustrates how followers can move back and forth along the development continuum,
requiring leaders to be flexible in their leadership behavior. Followers may move from one development
level to another rather quickly over a short period (e.g., a day or a week), or more slowly on goals that
proceed over much longer periods of time (e.g., a month). Leaders cannot use the same style in all
contexts; rather, they need to adapt their style to followers and their unique situations. Unlike the trait
approach, which emphasizes that leaders have a fixed style, SLII® demands that leaders demonstrate a
high degree of flexibility.

With the growing cross-cultural and technical influences on our society, it appears that the need for
leaders to be flexible in their leadership style is increasingly important. Recent studies have examined
the situational approach to leadership in different cultural and workplace contexts. In a study of the
situational approach and air traffic control employees, Arvidsson, Johansson, Ek, and Akselsson (2007)
assessed leaders in different contexts and found that the leader’s style should change in different group
and individual situations. In addition, they found that the most frequently used leadership style was high
supportive—low directive and the most seldom-used style was high directive—low supportive. In another
study, Larsson and Vinberg (2010), using a case study approach, found that successful leaders use a
relation orientation as a base but include along with it a structure orientation and a change orientation.



STRENGTHS

The SLII® approach to leadership has several strengths, particularly for practitioners. The first strength
is that it has a history of usefulness in the marketplace. SLII® is well known and frequently used for
training leaders within organizations. Hersey and Blanchard (1993) reported that it has been a factor in
training programs of more than 400 of the Fortune 500 companies. It is perceived by corporations as
offering a useful model for training people to become effective leaders.

A second strength of the approach is its practicality. SLII® is easy to understand, intuitively sensible,
and easily applied in a variety of settings. Whereas some leadership approaches provide complex and
sophisticated ways to assess your own leadership behavior (e.g., the decision-making approach in
Vroom & Yetton, 1973), SLII® provides a straightforward approach that is easily used. Because it is
described at a level that is easily grasped, the ideas behind the approach are quickly acquired.
Managers can relate to the description of followers as combinations of competence and commitment. In
addition, the principles suggested by this approach are easy to apply across a variety of settings,
including work, school, and family.

Closely akin to the strength of practicality is a third strength: It has prescriptive value. Whereas many
theories of leadership are descriptive in nature, the SLII® approach is prescriptive. It tells you what you
should and should not do in various contexts. For example, if your followers are very low in competence,
the approach prescribes a directing style for you as the leader. On the other hand, if your followers
appear to be competent but lack confidence, SLII® suggests that you lead with a supporting style.
These prescriptions provide leaders with a valuable set of guidelines that can facilitate and enhance
leadership. For example, in a recent study, Meirovich and Gu (2015) reported that the closer a leader’s
style is to the prescribed style, the better the performance and satisfaction of the employees. A
computer simulation found that when leaders adapted their style to follower readiness over time, the
followers’ performance improved (Bosse, Duell, Memon, Treur, & van der Wal, 2017).

A fourth strength of the situational approach to leadership is that it emphasizes leader flexibility (Graeff,
1983; Yukl, 1989). This approach was one of the first contingency theories of leadership, which stated
that leader effectiveness depends on situational factors. The approach stresses that leaders need to find
out about their followers’ needs and then adapt their leadership style accordingly. Leaders cannot lead
using a single style: They must be willing to change their style to meet the requirements of the situation.
This approach recognizes that followers act differently when working toward different goals, and that
they may act differently during different stages of achieving the same goal. Effective leaders are those
who can change their own style based on the goal requirements and the followers’ needs, even in the
middle of a project. For example, Zigarmi and Roberts (2017) reported that when followers perceive a fit
between the leader’s behavior and their own needs, it is positively related to job affect, trust, and
favorable work intentions. In retrospect, the focus of the theory on followers was many years ahead
since there has been a recent emphasis on “followership” in leadership theory and research.

Finally, the SLII® reminds us to treat each follower differently based on the goal at hand and to seek
opportunities to help followers learn new skills and become more confident in their work (Fernandez &
Vecchio, 1997; Yukl, 1998). Overall, this approach underscores that followers have unique needs and
deserve our help in trying to become better at doing their work. The focus on the commitment and
competence of followers allows leaders to assess follower performance and influence them through
style and behavior (Cote, 2017).



CRITICISMS

Despite its history of use in leadership training and development, SLII® has several limitations. The
following criticisms point out several weaknesses in this approach and help to provide a more balanced
picture of the general utility of this approach in studying and practicing leadership.

The first criticism of this approach is that only a few research studies have been conducted to justify the
assumptions and propositions set forth by the approach. Although many doctoral dissertations address
dimensions of the situational approach to leadership, most of these research studies have not been
published. The lack of a strong body of research on this approach raises questions about the theoretical
basis for it (Fernandez & Vecchio, 1997; Graeff, 1997; Meirovich & Gu, 2015; Vecchio & Boatwright,
2002; Vecchio, Bullis, & Brazil, 2006). Can we be sure it is a valid approach? Is it certain that this
approach does indeed improve performance? Does this approach compare favorably with other
leadership approaches in its impact on followers? It is difficult to give firm answers to these questions
when the testing of this approach has not resulted in a significant amount of published research
findings.

A second criticism of SLII® concerns the ambiguous conceptualization in the model of followers’
development levels. The authors of the model do not make clear how commitment is combined with
competence to form four distinct levels of development (Graeff, 1997; Yukl, 1989). In one of the earliest
versions of the model, Hersey and Blanchard (1969b) defined the four levels of commitment (maturity)
as unwilling and unable (Level 1), willing and unable (Level 2), unwilling and able (Level 3), and willing
and able (Level 4). In a more recent version, represented by the SLII® model, development level is
described as high commitment and low competence in D1, low commitment and some competence in
D2, variable commitment and high competence in D3, and high commitment and high competence in
D4.

The authors of SLII® do not explain the theoretical basis for these changes in the composition of each
of the development levels. Furthermore, they do not explain how competence and commitment are
weighted across different development levels. As pointed out by Blanchard et al. (1993), there is a need
for further research to establish how competence and commitment are conceptualized for each
development level.

Closely related to the general criticism of ambiguity about followers’ development levels is a concern
with how commitment itself is conceptualized in the model. For example, Graeff (1997) suggested the
conceptualization is very unclear. Blanchard et al. (2013) stated that followers’ commitment is composed
of confidence and motivation, but it is not clear how confidence and motivation combine to define
commitment. According to the SLII® model, commitment starts out high in D1, moves down in D2,
becomes variable in D3, and rises again in D4. Intuitively, it appears more logical to describe follower
commitment as existing on a continuum moving from low to moderate to high. Rather than viewing
commitment and competence as having varying levels, the range of scores is cut, and followers are
classified into categories. For example, a follower may be very close to the cutoff for having high
commitment but is placed into the low category.

The argument provided by Blanchard et al. (1993) for how commitment varies in the SLII® model is that
followers usually start out motivated and eager to learn, and then they may become discouraged and
disillusioned. Next, they may begin to lack confidence or motivation, or both, and, last, they become
highly confident and motivated. But why is this so? Why do followers who learn a task become less
committed? Why is there a decrease in commitment at D2 and D3? Without more research to
substantiate the way follower commitment is conceptualized, this dimension of SLII® remains unclear.

Some clarification of the ambiguity surrounding development levels is suggested by Thompson and
Glasg (2015), who found that the predictions of the earlier model of the situational approach to



leadership were more likely to hold true when the leaders’ ratings and followers’ ratings of competence
and commitment are congruent. They stressed the importance of finding mutual agreement between
leaders and followers on these ratings. These findings were replicated and extended by the authors
(Thompson & Glasg, 2018). Again, the research showed that the principles underlying the situational
approach are supported when leaders’ ratings and followers’ ratings of competence and commitment
are in agreement. In comparing the two perspectives, there is no support for using followers’ self-ratings
of competence and commitment to predict performance. However, the leader’s ratings appear to be
more useful for determining the right type of direction to give followers.

A fourth criticism of the SLII® model has to do with how the model matches leader style with follower
development levels—the prescriptions of the model. To determine the validity of the prescriptions
suggested by the Hersey and Blanchard approach, Vecchio (1987) conducted a study of more than 300
high school teachers and their principals. He found that newly hired teachers were more satisfied and
performed better under principals who had highly structured leadership styles, but that the performance
of more experienced and mature teachers was unrelated to the style their principals exhibited.

Vecchio and his colleagues replicated this study twice: first in 1997, using university employees
(Fernandez & Vecchio, 1997), and most recently in 2006, studying more than 800 U.S. Military Academy
cadets (Vecchio et al., 2006). Both studies failed to find strong evidence to support the basic
prescriptions suggested in the situational approach.

To further test the assumptions and validity of the situational approach, Thompson and Vecchio (2009)
analyzed the original and revised versions of the model using data collected from 357 banking
employees and 80 supervisors. They found no clear empirical support for the model in any of its
versions. At best, they found some evidence to support leaders being more directive with newer
employees and being more supportive and less directive as employees become more senior. Also,
Meirovich and Gu (2015) found evidence that followers with more experience indicated a more positive
response to autonomy and participation, a finding supporting the importance of leaders being less
directive with experienced employees. There is also research evidence that shows that the directive
style is being used less frequently, regardless of the readiness levels of followers (Zigarmi & Roberts,
2017). This may be due to a shift in organizational cultures toward empowering followers rather than
“micromanaging” them.

A fifth criticism of SLII® is that it fails to account for how certain demographic characteristics (e.g.,
education, experience, age, and gender) influence the leader—follower prescriptions of the model. For
example, a study conducted by Vecchio and Boatwright (2002) showed that level of education and job
experience were inversely related to directive leadership and were not related to supportive leadership.
In other words, followers with more education and more work experience desired less structure. An
interesting finding is that age was positively related to desire for structure: The older followers desired
more structure than the younger followers did. In addition, their findings indicated that female and male
followers had different preferences for styles of leadership. Female followers expressed a stronger
preference for supportive leadership, whereas male followers had a stronger desire for directive
leadership. These findings indicate that demographic characteristics may affect followers’ preferences
for a particular leadership style. However, these characteristics are not considered in the situational
approach.

SLII® can also be criticized from a practical standpoint because it does not fully address the issue of
one-to-one versus group leadership in an organizational setting. The developers of the theory did not
specify whether the theory operates at the individual, dyadic, or group level of analysis, and the sparse
empirical research does not consider levels (Yammarino, Dionne, Chun, & Dansereau, 2005). For
example, should leaders with a group of 20 followers lead by matching their style to the overall
development level of the group or to the development level of individual members of the group? Carew,
Parisi-Carew, and Blanchard (1990) suggested that groups go through development stages that are
similar to individuals’, and that therefore leaders should try to match their styles to the group’s



development level. However, if the leaders match their style to the mean development level of a group,
how will this affect the individuals whose development levels are quite different from those of their
colleagues? Existing research on SLII® does not answer this question. More research is needed to
explain how leaders can adapt their styles simultaneously to the development levels of individual group
members and to the group as a whole.

A final criticism of SLII® can be directed at the leadership questionnaires that accompany the model.
Questionnaires on SLII® typically ask respondents to analyze various work situations and select the
best leadership style for each situation. The questionnaires are constructed to force respondents to
describe leadership style in terms of four specific parameters (i.e., directing, coaching, supporting, and
delegating) rather than in terms of other leadership behaviors. Because the best answers available to
respondents have been predetermined, the questionnaires are biased in favor of the situational
approach (Graeff, 1983; Yukl, 1989).



APPLICATION

SLII® is frequently used by trainers and practitioners because it is an approach that is easy to
conceptualize and apply. The straightforward nature of SLII® makes it practical for managers to use.

The principles of this approach can be applied at many different levels in an organization—from how a
CEO of a large corporation works with a board of directors to how a crew chief in an assembly plant
leads a small group of production workers. Middle managers can use SLII® to direct staff meetings, and
heads of departments can use this approach in planning structural changes within an organization.
There is no shortage of opportunities for using SLII®.

SLII® applies during the initial stages of a project, when idea formation is important, and during the
various subsequent phases of a project, when implementation issues are important. The fluid nature of
SLII® makes it ideal for applying to followers as they move forward or go backward (regress) on various
projects. Because SLII® stresses adapting to followers, it is ideal for use with followers whose
commitment and competence change over the course of a project.

Given the breadth of Blanchard’s SLII® model, it is applicable in almost any type of organization, at any
level, for nearly all types of goals. It is an encompassing model with a wide range of applications.



CASE STUDIES AND SELF-ASSESSMENT

To see how SLII® can be applied in different organizational settings, you may want to assess Cases 5.1,
5.2, and 5.3. The first case looks at a leader coaching runners at differing levels who hope to complete
the New Yo