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FIGURE 1 Leader Decision-Making Styles

High Follower High Leader
Control Control

iPhones. The only time his phones got a rest were during the 3 o 4 hours he slept during the
evening. One might think this would have caused a major bottleneck with regard to decisions,
but Marchionne swore that speed was the only thing that would save Chrysler. He was known for
always having the last word on every big decision whether that was a commercial or approving the
design for the first Ferrari SUV. Marchionne once said, “I am a fixer by nature. Things that are not
well run, well structured, ready to compete, are not good things. I need o fix them." The CEO
‘was known for making decisions within minutes, or seconds.

‘The next two styles in Figure 14-2 offer more employee involvement. With a consultative style,
the leader presents the problem to individual employees or a group of employees, asking for their
‘opinions and suggestions before ultimately making the decision him- or herself.22 With this style,
employees do “have a say” in the process, but the ultimate authority stil rests with the leader.
Bob Brennan, ex-CEO of Iron Mountain, a $3 billion information management services company
headquartered in Boston, says, *I ask this question a lot in different situations: ‘What do you rec-
ommend we do?” You can geta real sense for who's invested in moving the company forward, and
‘who's watching the company go by, with that very simple question. People lay out problems all the
time. If they've thought through what should be done from here, then you've got somebody who's
in the game, who wants to move, and you can unlock that potentia

That ultimate authority changes with a facilitative style, in which the leader presents the prob-
lem 10 a group of employees and seeks consensus on a solution, making sure that his or her own
‘opinion receives no more weight than anyone else’s 2 With this style, the leader is more facilitator
than decision maker. Robert W. Selander, exccutive vice chair of MasterCard, said he had learned
over time to encourage discussion in a group. “From sort of a style standpoint, I prefer to do what |
call more of a consensus style of decision-making.” he said. “So when I'm around the table with our
executive committee, the senior leadership of the company, I could easily make a bilateral decision
You're knowledgeable about your area. | may have the best knowledge about your area or second best
around the table. You and I agree. Let's get on with it. What we haven't done is we haven't benefited
from the wisdom, the insight, and the experience of the others around the table. And while they may
not have as much insight or knowledge about your area as you do, there’s a chance that we missed
something. So I try o get more engagement and discussion around topics and avoid what I would
call bilateralism. I think what happens is sometimes you get an insight that's startling and important
and affects the decision, but you
also get participative  involve-
ment so that there is buy-in and
a recognition of how we got to
that decision. IU’s not as if the
boss went off in a corner and
waved a magic wand and, bang,
out came the decision.”

With a delegative style,
the leader gives an individual
employee or a group of employ-
ees the responsibility for mak-
ing the decision within some
set of specified boundary con-
ditions. The leader plays no
Bl Pughano/Gen Imases role in the deliberations unless

Mary Barra, CEO of GM, s
trying to speed up decision
making in a heavily
bureaucratic culture.
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asked, though he or she may offer encouragement and provide necessary resources behind the
scenes. Former American Apparel CEO Paula Schneider, known as a “macromanager,” took over
for a CEO who had a hardcore autocratic style. “If someone comes to me and says, ‘Everything is
screwed up,' then I make them list everything. And then after once or twice, no one does it again,
because no one wants to list everything. Here, it is about finding solutions.”’ Daniel Amos, CEO
and chair of Aflac, also believes strongly in a delegative style. He says, “My theory is that when
you start telling people what to o, they no longer are responsible; you are. I'll give them my opin-
ion and say; ‘Look, this is my opinion, but if you choose that and you fail, you're not blaming it on
me. It is your fault. I think it makes them stronger.”*

WHEN ARE THE STYLES MOST EFFECTIVE? Which decision-making style is best? As you
may have guessed, there is no one decision-making style that's effective across all situations, and
all styles have their pluses and minuses. There are many factors to consider when leaders choose
a decision-making style.* The most obvious consideration is the quality of the resulting decision,
because making the correct decision is the ultimate means of judging the leader. However, leaders
also have to consider whether employees will accept and commit to their decision. Research studies
have repeatedly shown that allowing employees to participate in decision making increases their job
satisfaction. * Such participation also helps develop employees’ own decision-making skills"

Of course, such participation has a downside for employees because it takes up time. Many
employees view meetings as an interruption of their work. One recent study found that employees
spend, on average, 6 hours a week in scheduled meetings and that time spent in meetings relates
negatively to job satisfaction when employees don't depend on others in their jobs, focus on their
own task accomplishment, and believe meetings are run ineflectively.  Diane Bryant, EVP at Intel,
argues that “You need people who are critical to making the decisions on the agenda, not people
who are there only because they'll be impacted. At Intel, if we see someone who doesn't need to be
there, people wil say, ‘Bob, I don't think we need you here. Thanks for coming."*** Similarly, Mary
Barra is trying to speed things up at GM, which is known for having one of the most bureaucratic
cultures around—the company is known for decisions having to be made by committee. Once, they
even appointed a commitice 10 take a look at how many committee meetings should be held!™

How can leaders effectively manage their choice of decision-making styles? The time-driven
‘model of leadership offers one potential guide.’ It suggests that the focus should shift away from
autocratic, consultative, fa . and delegative leaders to autocratic, consultative, facilitative,
and delegative situations. More specifically, the model suggests that seven factors combine to
make some decision-making styles more effective in a given situation and other styles less effec-
tive. Those seven factors include:

« Decision significance: s the decision significant to the success of the project or the organization?

o Imp of Is it important that “buy in” to the decision?

« Leader expertise: Does the leader have significant knowledge or expertise regarding the problem?

« Likelihood of commitment: How likely is it that employees will trust the leader's decision and
commit to it?

« Shared objectives: Do employees share and support the same objectives, or do they have an
agenda of their own?

« Employee expertise: Do the employees have significant knowledge or expertise regarding the
problem?

« Teamwork skills: Do the employees have the ability to work together to solve the problem, or will
they struggle with conflicts or inefficiencies?

Figure 14-3 illustrates how these seven factors can be used to determine the most effective
decision-making style in a given situation. The figure asks whether the levels of each of the seven
factors are high (H) or low (L). The figure functions like a funnel, moving from left to right,
with each answer taking you closer to the recommended style (dashes mean that a given factor
can be skipped for that combination). Although the model seems complex at first glance, the
principles within it are straightforward. Autocratic styles are reserved for decisions that arc
insignificant or for which employee commitment is unimportant. The only exception is when the
leader's expertise is high and the leader is trusted. An autocratic style in these situations should




image9.png
Organizational Behavior: Improving Performan...

CHAPTER 14 s

those decisions were rated as successful 68 percent of the time. When managers went against the
‘model’s prescriptions, their decisions were only rated as successful 22 percent of the time. Its also
interesting o note that studies suggest that managers tend to choose the style recommended by
the model only around 40 percent of the time and exhibit less variation in styles than the model
suggests they should.” In particular, managers seem to overuse the consultative style and under-
utilize autocratic and facilitative styles. Sheila Lirio Marcelo, the CEO of Care.com, uses a unique
approach by actually letting her staff know what type of decisions will be made prior to each meet-
ing. “We do Type 1, Type 2, Type 3 decisions.” she said. “Type I decisions are the decision-maker's
sole decision—dictatorial [autocratic}. Type 2: people can provide input, and then the person can
still make the decision [consultative]. Type 3, it's consensus [facilitative]. It's a great way to effi-
ciently solve a problem."* For a different (yet similar) take on what sets our best leaders apart
from others, see our OB at the Bookstore feature.

I@ At the Bookstore

THE DICHOTOMY OF LEADERSHIP
by Jocko Wilink and Leif Babin (New York: St Martin's Press, 2018)

The list of dichotomies is infinite. Because for every positive behavior a
leader should have, it is possible to take that behavior 1o the extreme,
where it becomes a negative. Often a leader's greatest strength can also
be his or her greatest weakness. But knowing and undersianding that
these dichotomies exist is the first part of keeping them from becoming

o aproblem.*
EBADERSHIE PP == le e Sed b e e
difficulty of leadership and the need to balance different styles to
JOCKOWILLINK | ™atch the situation. The Dichotomy of Leadership is a follow-up book

o

i to their bestselling Extreme Ownership: How U.S. Navy SEALs Lead
LEIFBABIN and Win. The authors were the leaders of SEAL Team Three, Task

Unit Bruiser, during the Battle of Ramadi in 2006, and both books

Roberss Pubishing, Inc derive from the leadership lessons they learned there. After leaving

the U.S. Navy, the authors started a consulting company to share

their leadership philosophy and principles. The core of Extreme
Ownership revolved around leaders taking ownership of everything in their world and never plac-
ing blame on others. However, after speaking to their clients and readers, they found that those
trying to follow the principles laid out in their first book were having a difficult time switching
‘gears when the situation called for it.

Willink and Babin believe that highly effective leaders understand that they will need to change
their style to match the situation. They write, “But leadership seldom requires extreme ideas or
attitudes. In fact, quite the opposite i true: leadership requires balance.” The 12 chapters in their
book revolve around dichotomies that leaders face. Leaders should own it all, but empower others.
Leaders should be resolute, but not overbearing. Leaders should be aggressive, but not reckless.
Leaders should be focused, but detached at the same time. In essence, each of these chapters
argues that, much like the time-driven model of leadership, leaders should constantly take stock
of the situation around them, the people they are dealing with, and the goals they are trying to
accomplish. Over time, the best leaders will learn when to exhibit certain styles in order to accom-
plish their mission.

*Source: Willnk. Jocko, and Leif Babin. The Dichotomy of Leadership. New York: St. Mar

s Press, 018,
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What two dimensions capture.
most of the day-to-day
leadership behaviors in which
leaders engage?

DAY-TO-DAY LEADERSHIP BEHAVIORS

Leaving aside how they go about making decisions, what do leaders do on a day-to-day basis? When
you think about bosses that you've had, what behaviors did they tend to perform as part of their
daily leadership responsibilities? A series of studies at Ohio State in the 1950s attempted to answer
that question. Working under grants from the Office of Naval Research and the International
Harvester Company, the studies began by generating a list of all the behaviors leaders engage in—
around 1,800 in all" Those behaviors were trimmed down to 150 specific examples, then grouped
into several categories, as shown in Table 14-3.? The table reveals that many leaders spend their

e engaging in a mix of initiating, organizing, producing, socializing, integrating, icat-
ing, recognizing, and representing behaviors. Although eight categories are casier to remember
than 1,800 behaviors, further analyses suggested that the categories in Table 14-3 really boil down
to just two dimensions: initiating structure and consideration. !

Initiating structure reflects the extent to which the leader defines and structures the roles of
‘employees in pursuit of goal attainment.* Leaders who are high on initiating structure play a
cting group activities and prioritize planning, scheduling, and trying out
new ideas. They might emphasize the importance of meeting deadlines, describe explicit stan-
dards of pe . ask 0 follow formalized p . and eriticize poor work
when necessary.* Millard Drexler, CEO of J. Crew (the New York-based clothing retailer), has a
unique initiating structure approach as he belts out instructions, assigns tasks, discusses clothing
trends, and talks about sales statistics and goals about a dozen times a day over loudspeakers in
the main Manhattan office. If he isn'tin the office (and he often isn't), he tant patch
him in through his cell phone.*

Consideration reflects the extent to which leaders create job relationships characterized by
mutual trust, respect for employee ideas, and consideration of employee feelings.*” Leaders who

BEHAVIOR | DESCRIPTION
Initiating Structure

Initation Originating, faciltating, and sometimes resisting new ideas
and practices

Organization Defining and structuring work, clarifying leader versus mem-
ber roles, coordinating employee tasks

Production Setting goals and providing incentives for the effort and pro-
ductivity of employees.

Consideration

Membership Mixing with employees, stressing informal interactions, and
exchanging personal services

Integration Encouraging a pleasant atmosphere, reducing conflict, pro-
‘moting individual adjustment to the group

Communication Providing information to employees, seeking information
from them, showing an awareness of matters that affect them

Recogn Expressing approval or disapproval of the behaviors of
employees
Representation ‘Acting on behalf of the group, defending the group, and

advancing the interests of the group

\

Source: Stogdill R. M. Manual fr the Leader Behavior Descrption Questonnaire-Form Y11 Bureau of Business Research,
“The Ohio State University. 1963,
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are high on consideration create a climate of good rapport and strong, two-way communica-
tion and exhibit a deep concern for the welfare of employees. They might do personal favors for
employees, take time (o listen to their problems, “go 10 bat™ for them when needed, and treat
them as equals.** Jeff Immelt, former CEO of General Electric, attempted to do this with many of
the officers in his company by hosting a sleepover a couple of times a month. Immelt says, “We
spend Saturday morning just talking about their carcers. Who they are, how they fit, how I see
their strengths and weaknesses—stuff like that. The personal connection is something I may have
taken for granted before that [and] I don't want to ever take for granted again.™ Google’s project
OXYGEN was a process that tried to identify the most effective behaviors of managers inside the
organization. The three most important habits that determined leader success were all oriented
toward consideration: meeting regularly with employees, taking an interest in them personally,
and asking questions rather than always providing answers.

‘The Ohio State studies argued that initiating structure and consideration were (more or less)
independent concepts, meaning that leaders could be high on both, low on both, or high on one
and low on the other. That view differed from a series of studies conducted at the University of
Michigan during the same time period. Those studies identified concepts similar to initiating
structure and consideration, calling them production-centered (or taskoriented) and employee-
centered (or relationsoriented) behaviors. ! However, the Michigan studies framed their task-
oriented and relations-oriented concepts as two ends of one continuum, implying that leaders
couldn't be high on both dimensions.*? In fact, a meta-analysis of 78 studies showed that initiating
structure and consideration are only weakly related—knowing whether a leader engages in one
brand of behavior says ltle about whether he or she engages in the other brand.*’ To see how
‘much initiating structure and consideration you engage in during leadership roles, see our OB
Assessments feature.

After an initial wave of research on initiating structure and consideration, leadership experts
began to doubt the of the two ions for predicting effectiveness.*
More recent research has painted a more encouraging picture, however. A meta-analysis of 103
studies showed that initiating structure and consideration both had beneficial relationships with
a number of outcomes.** For example, consideration had a strong positive relationship with per-
ceived leader effectiveness, employee motivation, and employee job satisfaction. It also had a
ip with overall unit p For its part, initiating structure had
a strong positive relationship with employee motivation and moderate positive relationships with
perceived leader effectiveness, employee job satisfaction, and overall unit performance. One of the
most amusing and unique CEOs in the country, Chobani's Hamdi Ulukaya, is known for exhibit-
ing both sets of behaviors. Employees say that there are, in essence, two Hamais. Ulukaya says,
“I'm a shepherd and I'm a warrior—I come and go between those two." CMO Peter McGuinness
says the two versions of Ulukaya mesh together well: “The leaders of tomorrow more and more
realize that having a strong head and big heart is where you need to be.””

Although initiating structure and consideration tend to be beneficial across situations, there
may be circumstances in which they become more or less important. The life cycle theory of lead-
ership (sometimes also called the situational model of | ip) argues that the optimal combina-
tion of initiating structure and consideration depends on the readiness of the employees in the
work unit** Readiness is broadly defined as the degree (o which employees have the ability and
the willingness to accomplish their specific tasks.*” As shown in Figure 14-4, the theory suggests
that readiness varies across employees and can be expressed in terms of four important snapshots:
RI-R4. To find the optimal combination of leader behaviors for  particular readiness snapshot,
put your finger on the relevant R, then move it straight down to the recommended combination
of behaviors.

The description of the first two R's has varied over time and across different formulations of
the theory. One formulation described the R's as similar to stages of group development.** R1
refers o a group of employees who are working together for the first time and are cager to begin,
but they lack the experience and confidence needed to perform their roles. Here the optimal
combination of leader behaviors is telling—high initiating structure and low consideration—in
which case the leader provides specific instructions and closely supervises performance. The
lion's share of the leader’s attention must be devoted to directing followers in this situ:
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I@ sessments

INITIATING STRUCTURE AND CONSIDERATION
How do you act when you're in a leadership role? This assessment is designed to measure ini-
tiating structure and consideration. Please write a number next to each statement that reflects
how frequently you engage in the behavior described. Then subtract your answers (o the bold-
faced questions from 6, with the difference being your new answer for that question. For example,
if your original answer for question 16 was “4,” your new answer is “2” (6 ~ 4). Then sum up
‘your answers for each of the dimensions. (Instructors: on transformational leader-
ship, LMX, charisma, and readiness can be found in the PowerPoints in the Connect Library's

Instructor Resources and in the Connect assignments for this chapter.)
1 2 3 . 5
NEVER SELDOM OCCASIONALLY OFTEN ALWAYS

. Ilet group members know what is expected of them.
. I encourage the use of uniform procedures.

. 1try out my ideas in the group.

. 1 make my attitudes clear to the group.

1
2
3
a
5. I decide what shall be done and how it shall be done.
6. lassign group members to particular tasks,
7. I make sure that my partin the group is understood by the group members.
8. I schedule the work to be done.

9. Imaintain definite standards of performance.

10,125k group members to follow standard rules and regulations.

11.1am friendly and approachable.

12.1do litte things to make it pleasant to be a member of the group.
13.1put suggestions made by the group into operation.

14, 1treat all group members as equals.

15.1give advance notice of changes.

16.1 keep to myself.

171100k out for the personal welfare of group members.

18.1am willing to make changes.

19.1 refuse to explain my actions.

20.1 act without consulting the group.

SCORING AND INTERPRETATION:
Initiating Structure: Sum up items 1-10.
Consideration: Sum up items 11-20.
For initiating structure, scores of 38 or more are high. For consideration, scores of 40 or more
are high.

Source: RM. Stogdill, Manual for the Leader Behavior Description Questonnaire-Form XII (Columbus, OH: Bureau of
Business Research, The Ohio State University, 1963).
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Source: Adapted from Hersey, P. and K. Blanchard. “Rev
Development January 1996: pp. 42-47.

Selling

ing the LifeCycle Theory of Leadership.” Training and

because their goals and roles need to be clearly defined. In the R2 stage, the members have
begun working together and, as typically happens, are finding that their work is more difficult
than they had anticipated. As cagerness turns to dissatisfaction, the optimal combination of
leader behaviors is selling—high initiating structure and high consideration—in which the leader
supplements his or her directing with support and encouragement to protect the confidence
levels of the employees.

As employees gain more ability, guidance and direction by the leader become less necessary.
At the R3 stage, employees have learned to work together well, though they still need support and
collaboration from the leader to help them adjust to their more selfmanaged state of affairs. Here
participating—low initiating structure and high consideration—becomes the optimal combination
of leader behaviors. Finally, the
optimal combination for  the
Rd readiness level is delegating— [ !
low initiating structure and low
consideration—such that the
leader turns responsibility for
key behaviors over to the
employees. Here the leader gives
them the proverbial ball and
lets them run with it. Al
that's needed from the leader
is some degree of observation
and monitoring to make sure
that the group’s efforts stay on
track. Nick Woodman, CEO
of GoPro, had to learn the
hard way (after numerous proj-
ect failures) to recognize the  DON EMMERT/Gens Images

Chobani CEO and founder
Hamdi Ulukaya does his
best to balance initiating
} structure and consideration
behaviors. “Im a shepherd

and a warrior” he says.





image14.png
Organizational Behavior: Improving Performan...

CHAPTER 14

readiness in his followers and that as the company’s projects moved outside of his area of exper-
tise, he had to delegate more to his staff.*!

Estimates suggest that the life cycle theory has been incorporated into leadership training pro-
grams at around 400 of the firms in the Fortune 500, with more than 1 million managers having
been exposed o it.** Unfortunately, the application of the theory has outpaced scientific testing of
its propositions, and the shifting nature of its terminology and predictions has made scientific test-
ing somewhat difficult* The research that has been conducted supports the theory’s predictions
only for low readiness situations, suggesting that telling and selling sorts of behaviors may be more
effective when ability, motivation, or confidence is lacking.* When readiness is higher, these tests
suggest that leader behaviors simply matter less, regardless of their particular combinations. Tests
also suggest that leaders only use the recommended combinations of behaviors between 14 and
37 percent of the time.** likely because many leaders adhere 10 the same leadership philosophy
regardless of the situation. It should also be noted that tests of the theory have been somewhat
more supportive when conducted on an across-job, rather than withinjob, basis. For example.
research suggests that the performance of lower ranking university employees (¢.g., maintenance
workers, custodians, landscapers) depends more on initiating structure and less on consideration
than the performance of higher ranking university employees (c.g., professors, instructors).

TRANSFORMATIONAL LEADERSHIP BEHAVIORS

By describing decision-making styles and day-to-day leader behaviors, we've covered a broad spec-
trum of what it i that leaders do. Still, something is missing. Take a small piece of scrap paper and
jot down five people who are famous for their effective leadership. They can come from inside or
outside the business world and can be either living people or historical figures. All that’s impor-
tant is that their name be practically synonymous with great leadership. Once you've compiled
your list, take a look at the names. Do they appear on your list because they tend to use the right
decision-making styles in the right situations and engage in effective levels of consideration and
initiating structure? What about the case of Daniel EK? Do decision-making styles and day-to-day
leadership behaviors explain his importance to the fortunes of Spotify?

‘The missing piece of this leadership puzzle is what leaders do to motivate their employees to
perform beyond expectations. Transformational leadership involves inspiring followers to com-
mit (0 a shared vision that provides meaning to their work while also serving as a role model
who helps followers develop their own potential and view problems from new perspectives.’
Transformational leaders heighten followers’ awareness of the importance of certain outcomes

Mother Teresa's inspiring
humanitarian work with
India's sick and poor,

and her founding of the
influential Missionaries of
Charity, became known
around the world and
suggest that she was a
transformational leader.
She was awarded the
Nobel Peace Prize in 1979,

Tim Graham/Contributor/Getty Images
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while increasing their confidence that those outcomes can be achieved.5* What gets “transformed”
is the way followers view their work, causing them to focus on the collective good more than just
their own shortterm selFinterests and to perform beyond expectations as a result*” Former presi-
dent Dwight D. Eisenhower once noted, “Leadership is the ability to decide what is to be done,
and then 10 get others o want 10 do it. ™™ Former president Harry $ Truman similarly observed,
“A leader is a man who has the ability to get other people to do what they don't want to do, and
like it Both quotes capture a transformation in the way followers view their work and what
motivates them on the job.

Transformational leadership is viewed as a more motivational approach 1o leadership than
other managerial approaches. Figure 145 contrasts various approaches to leadership according to
how active or passive they are and, ultimately, how effective they prove to be. The colored cubes in
the figure represent five distinct approaches to motivating employees, and the depth of the cubes
represents how much a leader prioritizes each of the approaches. The figure therefore represents
an optimal leadership approach that prioritizes more effective and more active behaviors. That
optimal approach includes low levels of laissez-faire (i.c., hands-off) leadership, represented by the
red cube, which is the avoidance of leadership altogether.” Important actions are delayed, respon-
sibility is ignored, and power and influence go unutilized. One common measure of leadership
reflects laissez-aire styles with this statement: “The leader avoids getting involved when important
issues arise.”

The three yellow cubes represent transactional leadership, which occurs when the leader
rewards or disciplines the follower depending on the adequacy of the follower’s performance.”
With passive managementby-xception, the leader waits around for mistakes and errors, then
takes corrective action as necessary.’* After all, “if it ain't broke, don't fix it!"™ This approach is
represented by statements like: “The leader takes no action until complaints are received."” With
active managementby-exception, the leader arranges to monitor mistakes and errors actively and
n when required.™ This approach is represented by statements like:
jon toward failures to meet standards.”” Contingent reward represents
a more active and effective brand of transactional leadership, in which the leader attains follower
agreement on what needs 1o be done using promised or actual rewards in exchange for adequate
performance.®” Statements like “The leader makes clear what one can expect 1o receive when
performance goals are achieved” exemplify contingent reward leadership.*

Transactional leadership represents the “carrotand-stick” approach o leadership, with
‘managementby-exception providing the “sticks” and contingent reward supplying the “carrots.”
Of course, t p rep the dominant approach to mot
I most orgaizations, and rsearch suggests that It can be efective, A metaanalyas of 87 studies
showed that contingent reward was strongly related to follower motivation and perceived
leader effectiveness®? (see Chapter 6 on motivation for more discussion of such issues). Active
‘management-by-exception was only weakly related to follower motivation and perceived leader
effectivencss, however, and passive managementby-exception seems actually to harm those
outcomes.*" Such results support the progression shown in Figure 14-5, with contingent reward
standing as the most effective approach under the transactional leadership umbrella.

Finally,the green cube represents transformational leadership—the most active and effective @) 14.5
approach in Figure 14-5. How effective is transformational leadership? Well, we'll save that  tiow does transformational
discussion for the “How Important Is Leadership?” section that concludes this chapter, but suffice  leadership differ from
it to say that transformational leadership has the strongest and most beneficial effects of any of  ansactional leadership, and
the leadership variables described in this chapter. It's also the leadership approach that's most ~ *hich behaviors set it apart?
universally endorsed across cultures, as described in our OB Internationally feature. In addition,
it probably captures the key qualites of the famous leaders we asked you 10 list a few paragraphs
back. To understand why it's so powerful, we need to dig deeper into the specific kinds of actions
and behaviors that leaders can utilize to become more transformational. It turns out that the
full spectrum of transformational leadership can be summarized using four dimensions: idealized
influence, i ‘motivation, i stimulation, and indivi consideration.
Collectively, these four dimensions of transformational leadership are often called “the Four
I's™™ For our discussion of transformational leadership, we'll use Steve Jobs, former CEO of
Apple, who was widely recognized as one of the most transformational leaders in the corporate
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FIGURE 14-5 | Laissez-Faire, Transactional, and Transformational Leadership

EFFECTIVE

2 Faire

INEFFECTIVE
Source: Adaped from Bass, B. M..and R. E. Riggio. Trangformational Leadership, 20 ed. Mahwah, NJ: Erlbaum, 2006,

world, as a running example. Fortune named Jobs “CEO of the Decade” for the 2000s.** Although
Jobs died in 2011, his legacy as a transformational leader continues to this day. The fact that we
constantly hear good leaders being called “Steve Jobs-ike™ illustrates this fact. Jobs's leadership
continues to affect employees at Apple in profound ways.*

Idealized influence involves behaving in ways that earn the admiration, trust, and respect of
followers, causing followers to want (o identify with and emulate the leader.” Idealized influence is
represented by statements like: “The leader instills pride in me for being associated with him/her.”™*
Idealized influence is synonymous with charisma—a Greek word that means “divinely inspired
gift™which reflects a sense among followers that the leader possesses extraordinary qualities *
“Charisma is a word that was often associated with Steve Jobs. One observer noted that even
though Jobs could be very difficult to work with, his remarkable charisma created a mysterious
attraction that drew people to him, keeping them loyal to his collective sense of mission.**

“To some extent, discussions of charisma serve as echoes of the “great person” view of leadership
that spawned the trait research described in Table 14-2. In fact, research suggests that there is a
genetic component to charisma. specifically and to transformational leadership more broadly.
Studies on identical twins reared apart show that such twins have very similar charismatic profiles,
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.a Internationally

Does the effectiveness of leader styles and behaviors vary across cultures? Answering that ques-

ion is one of the objectives of Project GLOBEs test of culturally endorsed implicit leadership theory,
which argues that effective leadership is “in the eye of the beholder” (see Chapter 9 on personality
and cultural values for more discussion of such issues). To test the theory, researchers asked par-
ticipants across cultures o rate a number of leader styles and behaviors using a I (very ineffective)

107 (very effective) scale. The accompanying figure shows how three of the styles and behaviors
described in this chapter were rated across 10 different regions (note that the term “Anglo” repre-
sents people of English ethnicity, including the United States, Great Britain, and Australia).

Eastern Europe

Confucian Asia

= Transformational

i Participative
== Consideration

It turns out that transformational leadership s the most universally accepted approach to lead-
ership of any of the concepts studied by Project GLOBE, receiving an average rating near 6 in
every region except the Middle East. That appeal is likely explained by the fact that transforma-
tional leaders emphasize values like idealism and virtue that are endorsed in almost all countries.
‘The figure also shows that a participative style is favorably viewed in most countries, though
more variation is evident. Even more variation is seen with consideration behaviors, which are
endorsed a bit less across the board but especially in Europe. Understanding these kinds of results
can help organizations select and train managers who will fit the profile of an effective leader in
a given region.

Sources: PW. Dorfiman, PJ.Hanges, and F.C.Brodbeck. “Leadership and Culural Variation: The Identiication of Culturally
Endorsed Leadership Profile,” n Citure, Leadershi, and Onganiztions,ed. RJ. House, 1. Hanges, M. Javidan, PW. Dorfiman,
and V. Gupta (Thousand Ouks, CA- Sage, 2004), pp. 669-720; RJ. House. PJ. Hanges, M. Javdan, PW. Dorfan. and
V. Gupta, Culture, Leadersip, and Organizatons (Thousand Oaks, CA: Sage, 2004); M. Javidan. RJ. House, and PW. Dorfiman..
°A Nontechnical Summary of GLOBE Findings. in Cuu Leadership,and Organizatons, 0. RJ. House, PJ. Hanges, M. Javdan,
V. Dorfman, and V. Gupta (Thousand Oaks, CA Sage, 2004), pp. 29-48.
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despite their differing environments.” Indeed, such research suggests that almost 60 percent of the
variation in charismatic behavior can be explained by genes. One explanation for such findings s that
genes influence the personality traits that give rise to charisma. For example, research suggests that
extraversion, openness (o experience, and have significant effects on ions of
leader charisma,” and all three of those personality dimensions have a significant genetic component
(see Chapter 9 on personality and cultural values for more discussion of such issues).

Inspirational motivation involves behaving in ways that foster an enthusiasm for and commitment
to a shared vision of the future.”’ That vision is transmitted through a sort of “meaning-making™
process in which the negative features of the status quo are emphasized while highlighting the
positive features of the potential future.”* Inspirational motivation is represented by statements
like: “The leader articulates a compelling vision of the future.™ At Apple, Steve Jobs was
renowned for spinning a “reality distortion field" that reshaped employees’ views of the current
‘work environment.* One Apple employee explained, “Steve has this power of vision that s almost
frightening. When Steve believes in something, the power of that vision can literally sweep aside
any objections, problems, or whatever, They just cease to exist.™

Intellectual stimulation involves behaving in ways that challenge followers to be innovative and
creative by questioning assumptions and reframing old situations in new ways.* Intellectual stimu-
lation is represented by statements like: “The leader gets others to look at problems from many
different angles."™ Intellectual stimulation was a staple of Jobs's tenure at Apple. He pushed for
a different power supply on the Apple Il so that the fan could be removed, preventing it from
humming and churning like other computers of the time. Years later, he insisted on removing
the floppy drive from the iMac because it seemed silly to transfer data one megabyte at a time, a
decision that drew merciless criticism when the iMac debuted. One employe talking about Jobs
stated, “There would be times when we'd rack our brains on a user interface problem, and think
we'd considered every option, and he would go “Did you think of this?" He'd redefine the problem
or approach, and our little problem would go away." %

Individualized consideration involves behaving in ways that help followers achieve their potential
through coaching, development. and mentoring."" Not to be confused with the consideration behavior

derived from the Ohio State studies, indivi P treating employees as
unique individuals with specific needs, abilties, and aspirations that need t0 be tied into the unit's
mission. is by like: “The leader spends time teaching

and coaching™” O the four facets of transformational leadership, Steve Jobs scemed lowest on
individualized consideration. Employees who were not regarded as his equals were given a relatively short
leash and sometimes faced an uncertain future in the company. In fact, some Apple employees resisted
riding the elevator for fear of ending up trapped with Jobs for the ride between floors. As one observer
describes it, by the time the doors open, you might have had your confidence undermined for weeks.”

One interesting domain for examining transformational leadership issues is politics. Many
of the most famous speeches given by U.S. presidents include a great deal of transformational
content. To see the same in a famous British Prime Minister, see this chapter's OB on Sereen.
Table 14-4 includes excerpts from speeches given by presidents that rank highly on transfor-
mational content based on scientific and historical study.'™ One theme that's notable in the
table is the presence of a crisis, as many of the presidents were attempting to steer the country
through a diffcult time in history (e.g., World War IL, the Cold War, the Civil War). That's
not a coincidence, in that times of crisis are particularly conducive to the emergence of trans-
formational leadership. ** Times of stress and turbulence cause people to long for charismatic
leaders, and encouraging, confident, an isions resonate more deeply during such
times. In addition. support for this suggestion comes from President George W. Bush's specches
before and after the tragedies on 9/11. Coding of his major speeches, public addresses, and
radio addresses shows a significant increase in the transformational content of his rhetoric
after the 9/11 attacks, including more focus on a collective mission and more articulation of
a values-based vision. 1" As future research is conducted, we're fairly confident that President
Barack Obama’s speeches will be described similarly, as many of his campaign and postelection
speeches were high in transformational content. In fact, President Obama was known for being
a very charismatic leader in terms of both the messages he delivered and the mannerisms that
went along with them."” It remains to be seen how President Trump’s speeches will be seen and
received by others.
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DARKEST HOUR

“What just happened?™
“He mobilized the English language. .. and sent it into battle.™

‘With those words, Viscount Halifax (Stephen Dillane) describes the transformational leadership that
‘Winston Churchill (Gary Oldman) displayed in his famous speech to rally Great Britain's Parliament
to fight against Adolf Hitler and the German army in Darkest Hour (Dir: Joe Wright, Universal
Pictures, 2017). The movie begins shortly before Winston Churchill takes power as Britain's Prime
Minister. The current Prime Minister, Neville Chamberlain, is being forced to resign by a large con-
tingent in Parliament. Reluctantly, Chamberlain chooses Churchill with the long+erm plan to install
Viscount Halifax as Prime Minister. The movie continues to follow Churchill's progression as Prime
Minister as Hitler continues his rampage across Europe. After continued and unceasing calls from
Halifax and Chamberlain for him to negotiate a peace settlement and a seemingly insurmountable
situation with the British army at Dunkirk, Churchill finally agrees to consider it

Lifestle pictures/Alamy

However, after a visit from King George VI (Ben Mendelsohn) encouraging him to continue the
fight, Churchill decides to ask the people what they think by riding the London underground for the
first time ever. Motivated by the fierce resolve the common people show, Churchill then begins to make
the rounds to motivate other members of Parliament to avoid surrender. The movie concludes with
what many consider (o be the most transformational speech during World War IL. Churchill delivers
what most refer (o as the “We shall fight on the beaches™ speech on June 4, 1940. The speech drips
with idealized influence and inspirational motivation. “We shall go on to the end! We shall fight in
France. We shall fight in the seas and oceans. We shall fight with growing confidence and growing
strength in the air. We shall defend our island whatever the cost may be. We shall fight on the beaches
‘We shall fight on the landing grounds. We shall fight in the fields and in the streets. We shall fight in
the hills. We shall never surrender!™* As the speech continues, Chamberlain decides to change his sup-
port to Churchill and the continuation of the war while all of Parliament applauds.

*Source: Darkest Hour.

SUMMARY: WHY ARE SOME LEADERS MORE EFFECTIVE
THAN OTHERS?

So what explains why some leaders are more effective than others? As shown in Figure 146,
answering that question requires an understanding of the particular styles that leaders use to make
decisions and the behaviors they perform in their leadership role. In terms of decision-making
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TABLE 14-4| Transformational Rhetoric among U.S. Presidents
PRESIDENT TeRM REMARK WHICH 1"7

Abraham Lincoln | 18611865 | “Fourscore and seven years | Idealized influence
ago our forefathers brought
forth on this continent, a new
nation, conceived in Liberty, and
dedicated to the proposition
that all men are created equal”

Frankin Roosevelt | 1933-1945 | “First of all et me assert Inspirational

‘my firm belief that the only motivation
thing we have to fear is fear
itself—nameless, unreasoning,
unjustified terror which
paralyzes needed efforts to
convert retreat into advanc

John . Kennedy | 19611963 | “And so, my fellow Americans | Intellectual
~...ask not what your country | stimulation
can do you for you—ask what
you can do for your country. My
fellow citizens of the world: Ask
not what America willdo for
You, but what together we can
do for the freedom of man.”

Lyndon Johnson | 1963-1969 | If future generations are Idealized influence
10 remember us more with
gratitude than sorrow, we must
achieve more than just the
‘miracles of technology. We must
also leave them a glimpse of
the world as it was created, not
just as it looked when we got
through with it™

RonaldReagan | 19811989 | “General Secretary Gorbachev, | Idealized influence.
if you seek peace, if you seek
prosperity for the Soviet Union
and Eastern Europe, if you seek
liberalization: Come here to this
gate! Mr. Gorbachev, open this
gate! Mr. Gorbachey, tear down
this wall”

Bill Clinton 19932001 | “To reaiize the full possibilties. Intellectual
of this economy, we mustreach | stimulation
beyond our own borders, to
shape the revolution that s tearing
‘down barriers and buiding new
networks among nations and
individuals, and econormies and
cultures: globalization. Its the
central reaity of our time”

Recse.“Presidential Leadership and Charisma: The Effcts of Metaphor.™
Leadership Quartrly 16 (2003): pp. 287-294; hup:/wwwus patriotsm.com/ quotes/_listhum.
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Why Are Some Leaders More Effective Than Others?

‘Optimal Choice of Deci

Optimal Mix of Day-to-Day Behaviors

Laissez Faire

styles. do they choose the most effective combination of leader and follower control in terms of
the autocratic, consultative, facilitative, and delegative styles, particularly considering the impor-
tance of the decision and the expertise in the unit? In terms of day-today behaviors, do they
engage in adequate levels of initiating structure and consideration? Finally, do they utilize an effec-
tive combination of transactional leadership behaviors, such as contingent reward, and transfor-
mational leadership behaviors, such as idealized influence, inspirational motivation, intellectual
stimulation, and individualized consideration?
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CHAPTER 14 Leadersnip: S Behavio
HOW IMPORTANT IS LEADERSHIP

@146 How important is leadership? As with some other topics in organizational behavior, that's a

How doss leadership complicated question because “leadership” isn't just one thing. Instead, all of the styles and

affectjob performance and behaviors summarized in Figure 14-6 have their own unique importance. However, transforma-

organizational commitmen®?  tional leadership stands apart from the rest o some extent, with particularly strong effects in
organizations. For example, transformational leadership is more strongly related to unit-focused
measures of leadership effectiveness, like the kind shown in the top panel of Table 14-1.1%" Units
led by a transformational leader tend to be more financially successful and bring higher-quality
products and services to market at a faster rate.'”” Transformational leadership is also more
strongly related to dyad-focused measures of leader effectiveness, like the kind shown in the
bottom panel of Table 14-1. Transformational leaders tend to foster leader-member exchange
relationships that are of higher quality, marked by especially strong levels of mutual respect and
obligation. "

What if we focus specifically on the two outcomes in our integrative model of OB: perfor-
mance and commitment? Figure 14-7 summarizes the rescarch evidence linking transforma-
tional leadership to those two outcomes. The figure reveals that transformational leadership
indeed affects the job performance of the employees who report to the leader. Employees with
transformational leaders tend to have higher levels of task performance (including creativity)
and engage in higher levels of citizenship behaviors."!! Why? One reason is that employees with
transformational leaders have higher levels of motivation than other employees."”> They feel a
stronger sense of psychological empowerment, feel more self-confident, and set more demand-
ing work goals for themselves.'” Transformational leaders also help their followers frame stress-
ful situations in such a way that they are better able to cope with hindrance stressors and to be
engaged by challenge stressors. ! (See Chapter 5 for a detailed discussion of these stressors.)
‘They also trust the leader more, making them willing to exert extra effort even when that effort
might not be immediately rewarded.""s

Figure 147 also reveals that employees with transformational leaders tend to be more com-
mitted to their organization.'"* They feel a stronger emotional bond with their organization
and a stronger sense of obligation to remain present and engaged in their work.!” Why? One
reason is that employees with transformational leaders have higher levels of job satisfaction
than other employees."* One study showed that transformational leaders can make employees
flel that their jobs have more variety and significance, enhancing intrinsic satisfaction with the
‘work itself."” Other studies have shown that charismatic leaders express positive emotions more
frequently and that those emotions are “caught” by employees through a sort of “emotional
contagion™ process.”® For example, followers of transformational leaders tend to feel more
optimism and less frustration during their workday, which makes it a bit easier to stay commit-
ted to work. "

Although leadership is very important to unit effectiveness and the performance and com-
mitment of employees, there are contexts in which the importance of the leader can be reduced.
‘The substitutes for leadership model suggests that certain characteristics of the situation can con-
strain the influence of the leader, making it more difficult for the leader to influence employee
performance.”? Those situational characteristics come in two varietics, as shown in Table 14-5.

tutes reduce the impo of the leader while si providing a direct benefit
to employee performance. For example, a cohesive work group can provide its own sort of gov-
erning behaviors, making the leader less relevant, while providing its own source of m
and job satisfaction. Neutralizers, in contrast, only reduce the importance of the leader; they
themselves have no beneficial impact on performance. > For example, spatial distance lessens the
impact of a leader's behaviors and styles, but distance itself has no direct benefit for employee job
performance.

The substitutes for leadership model offers a number of prescriptions for a better understand-
ing of leadership in organizations. First, it can be used o explain why a leader who seemingly
“does the right things™ doesn't seem to be making any difference.'2* It may be that the leader's
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FIGURE 14-7 | Effects of Transformational Leadership on Performance and Commitment

Transformational leadership has a moderate positive effect on Performance. Employees
with transformational leaders tend to have higher levels of Tusk Performance. They are
also more likely to engage in Citizenship Behavior. Less is known about the effects of
transformational leadership on Counterproductive Behavior

---

Transformational leadership has a strong positive effect on Commitment. Employees.
with transformational leaders tend to have higher levels of Affective Comitment and
higher levels of Normative Commitment. Transformational leadership has no effect on
Continuance Commitment.

[ eorsers o ong coreoon around.50in mogrte,

Represents amoderate correlation (around 30 in magnitude).

[ L ——

Sources: Judge, T. A, and R. F. Piccolo. T Leadership: A Testof Their
Rl Vit s of e Pty 8 (2000 155765 et . -} S L o and L
Topolnyisky. “Affectve, Continuance, and Normative Commitment o the Organization: A Meta-Analysis of Antecedents,
Correates, and Consequences.” Journal of Vocational Behavior 61 (2002): pp. 20-52: and Podsakoff, P. M., S. B.
MacKenie, J. . Paine, and D. G. Bachrach. “Organizational Citizenship Behavors: A Critical Review of the Theoretical

and Empircal Literaure and Suggestions for Future Rescarch.” Journal of Management 26 (2000): pp. S13-563,

SuBSTITUTES DESCRIPTION

Task feedback Receiving feedback on performance from the task itself

Training & experience | Gaining the knowledge to act independently of the leader

Professionalism Having a professional speciaty that offers guidance

Staff support Receiving information and assistance from outside staff

Group cohesion Working in a close-knit and interdependent work group.

Intrinsic satisfaction | Deriving personal satisfaction from one’s work
NEUTRALIZERS DESCRIPTION

Task stability Having tasks with a clear, unchanging sequence of steps

Formalization Having written policies and procedures that gover one’s job

Inflexibilty Working in an organization that prioritizes rule adherence

Spatial distance. Being separated from one’s leader by physical space

\ )

Source: Adapted from Kerr, S. and J. M. Jermier. “Substiutes for Leadership: Their Meaning and Measurement”
Orsanizational Behavior and Human Performance 22 (1978): pp. 375403,
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‘work context possesses high levels of neutralizers and substitutes. Second. it can be used to explain
‘what t0 do if an ineffective person is in a leadership role with no immediate replacement waiting
in the wings."** I the leader can't be removed, perhaps the organization can do things to make
that leader more irrelevant. Studies of the substitutes for leadership model have been inconsistent
in showing that substitutes and neutralizers actually make leaders less influential in the predicted
manner. What is clearer is that the substitutes in Table 14-5 have beneficial effects on the job,
performance and organizational commitment of employees. In fact, the beneficial effects of the
substitutes is sometimes even greater than the beneficial effects of the leader’s own behaviors and
styles. Some leadership experts even recommend that leaders set out to create high levels of the
substitutes in their work units wherever possible, even if the units might ultimately wind up “run-
ning themselves.”

APPLICATION: LEADERSHIP TRAINING

Given the importance of leadership, what can organizations do to maximize the effectiveness
of their leaders? One method is to spend more time training them. As mentioned in Chapter
8, organizations spend more than $150 billion on employee learning and development, and
much of that is devoted to management and supervisory training.'** One training analyst
explains the increasing emphasis on leadership training this way: “The biggest problem that
companies face today is an acute shortage of midlevel managers. They look around and just
don't have enough qualified people.”" This is exactly the determination that Walmart's pres-
ident and CEO Bill Simon made when he instituted a 16-week military-style leadership train-
ing program. Walmart's senior vice president of talent development, Celia Swanson, says.
“Our analysis showed we were capable of building new stores faster than we could prepare
new store managers.” "

@147 Leadership training programs often focus on very specific issues, like conducting more

Conleaders be trainedtobe  accurate performance evaluations, being a more effective mentor, structuring creative prob-

more effectve? lem solving, or gaining more cultural awareness and sensitivity. " However, training programs
can also focus on much of the content covered in this chapter. For example, content could
focus on contextual considerations that alter the effectiveness of decision-making styles or
particular leader behaviors, such as initiating structure and consideration. Thi
what Campbell Soup Company is doing through its “CEQ Institute™a two-year program
focused on personal leadership development. Farmer's Insurance puts all of its upperlevel
executives through a program that gives them direct feedback from their peers on their leader-
ship behaviors. The executives use this information to create individual leadership develop-
ment plans. "

It turns out that many training programs focus on transformational leadership content, and
research suggests that those programs can be effective.™ One study of transformational leader-
ship training occurred in one of the largest bank chains in Canada."”* Managers at all of the
branches in one region were randomly assigned to cither a transformational training group or
a control group. The managers in the training group took part in a one-day training session that
began by asking them o describe the best and worst leaders they had ever encountered. Where
applicable, the behaviors mentioned as belonging to the best leaders were framed around trans-

ip. The ional di were then described in a lecturesstyle
format. Participants set goals for how they could behave more transformationally and engaged
iin role-playing exercises to practice those behaviors. The managers then created specific action
plans, with progress on those plans monitored during four “booster sessions™ over the next month.
‘The results of the study showed that managers who participated in the training were rated as more
transformational afterward. More importantly, their employees reported higher levels of organi-
zational commitment, and their branches enjoyed better performance in terms of personal loan
sales and credit card sales.
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Takeaways

141 Leadership is defined as the use of power and influence to direct the activities of followers
toward goal achievement. An “effective leader” improves the performance and well-being
of his or her overall unit, as judged by profit margins, productivity, costs, absenteeism,
retention, employee surveys. and so forth. An “effective leader” also cultivates high-quality
leader-member exchange relationships on a dyadic basis through role taking and role
making processes.

14.2 Leader emergence has been linked to a number of traits, including conscientiousness,
disagreeableness, openness, extraversion, general cognitive ability, energy level, stress
tolerance, and self-confidence. Of that set, the last six traits also predict leader efectiveness.

14.3 Leaders can use a number of styles to make decisions. Beginning with high leader control
and moving to high follower control, they include autocratic, consultative, faciltative, and
delegative styles. According to the time-driven model of leadership, the appropriateness
of these styles depends on decision significance, the importance of commitment, leader
expertise, the likelihood of commitment, shared objectives, employee expertise, and team-
work skils.

14.

s

Most of the day-to-day leadership behaviors that leaders engage in are examples of either
initiating structure or consideration. Initiating structure behaviors include initiation, orga-
nization, and production sorts of duties. Consideration behaviors include membership,
integration, communication, recognition, and representation sorts of duties.

14

n

Transactional leadership emphasizes “carrot-and-stick” approaches to motivating employ-
ees, whereas transformational leadership ally changes the way emp view
their work. More specifically, transformational leadership inspires employees to commit
to shared vision or goal that provides meaning and challenge to their work. The specific

that underlie t ional ip include the “Four I's™ idealized influ-
ence, inspi ion, stimulation, and individualized consideration.

14.6 Transformational leadership has a moderate positive relationship with job performance
and a strong positive relationship with organizational commitment. It has stronger effects
on these outcomes than other leadership behaviors.

14.7 Leaders can be trained to be effective. In fact, such training can be used to increase trans-

formational leadership behaviors, despite the fact that charisma is somewhat dependent on
personality and genetic factors.

Key Terms
* Leadership p.444  + Time-driven model of leadership  p. 449
+ Leader-member exchange « Initiating structure p.452
theory p.444 + Consideration p. 452
+ Role taking p.444 + Life cycle theory of leadership p. 453
* Role making p.444 + Readiness p. 453
« Leader effectiveness p.446 + Telling p. 453
« Leader emergence p.446 + Selling p. 455
*  Autocratic style p.447 « Participating p. 455
+ Consultative style p.448  + Delegating p. 455
* Facilitative style p.448  « Transformational leadership p. 456
* Delegative style p.448  « Laissezfaire leadership p. 457
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* Transactional leadership p.457 + Intellectual stimulation p.460
* Passive management-by-exception  p.457 + Individualized consideration p.460
* Active managementby-exception  p. 457 + Substitutes for leadership model . 464
+ Contingent reward p.457 + Substitutes p.464
* Idealized influence p.458 + Neutralizers p.464
« Inspirational motivation P. 460

Discussion Questions

14.1 Before reading this chapter, which statement did you feel was more accurate: “Leaders are
born” or “Leaders are made™? How do you feel now, and why do you feel that way?

14.2 The time-sensitive model of leadership argues that leaders aren't just concerned about the
accuracy of their decisions when deciding among autocratic, consultative, facilitative, and
delegative styles; they're also concerned about the efficient use of time. What other consid-
erations could influence a leader’s use of the four decision-making styles?

14.3 The timesensitive and life cycle models of leadership both potentially suggest that
leaders should use different styles and behaviors for different followers. Can you think
of any negative consequences of that advice? How could those negative consequences
be managed?

14.4 Consider the four dimensions of transformational leadership: idealized influence,
inspirational motivation, intellectual stimulation, and individualized consideration.
Which of those dimensions would you respond to most favorably? Why?

14,5 Can you think of any potential “dark sides” to transformational leadership? What would
they be?

Case: Spotify

Although it didn't start that way, few people doubt the ability of Daniel Ek (CEO of Spotify)
10 be able to follow through any more. One carly investor said, “When I first met him, he could
completely articulate how this could affect the music industry and what the world would look
like. I was shaking my head about his crazy ambition, but what he said at a meeting in 2007
has turned out to become true." EK is known for his willingness o sit through extraordinarily
long negotiations with musicians and executives in order o prove his point, but he rarely
‘compromises if he believes he is right. Unlike most CEOs, EX is seen by most as “egoless” and
focuses a good amount of time on his family. Although he is used to those who question his
practices, EX receives different kinds of criticism now that he runs a public company.

One of these criticisms is the high rate of turnover among key executives in Spotify. Ek labels
himself as “missionary” in that he likes (o set S:year missions for himself. He says, “That’s how
1 think about lfe. Five years is long enough for me to achieve something meaningful but short
enough so I can change my mind every few years. I'm on my second five-year commitment on
Spotify. In two years, I will have to make my next one. I will need to ask myself if I still enjoy
what I'm doing. I'm kind of unusual that way, but it gives me clarity and purpose.”** He expects
others to do the same. Every year he sits down with his executives and asks them one question,
“Is this what you want 1o do for the next two years?” In a process that he calls “excruciating.” he
forces his employees into thinking about whether or not what they are doing is their true passion
and whether they are willing to commit to another “mission.”

#Source: Dow Jones & Company. Inc.
**Source: Condé Nast.
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After reading this chapter, you should be able to answer the following questions:

14.1 What is leadership, and what does it mean for a leader to be “effective"?

14.2 What traits and characteristics are related to leader emergence and leader effectiveness?

14.3 What four styles can leaders use to make decisions, and what factors combine to make these
styles more effective in a given situation?

14.4 What two dimensions capture most of the day-to-day leadership behaviors in which leaders engage?

14.5 How does transformational leadership differ from transactional leadership, and which behaviors
setit apart?

14.6 How does leadership affect job performance and organizational commitment?

14.7 Can leaders be trained to be more effective?
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SPOTIFY

aniel Ek,

people picture leading a $26 bilion technology

start-up. However, as cofounder and CEO of the
Swedish-based music streaming service Spotify. Ek is
now in charge of the one of the biggest technology IPOs
in history. In early 2019, Spotify had 207 million users
spanning more than 60 countries, including about 96 million
of those paying for ts services. Just as the music industry’s
revenues went into a major slump, Spotify has helped to
turn that around by making music a service as opposed
to a product. Given that Spotify used to be thought of as
pure evil by the music industry (handing out music for free),
itis now perceived as one of its biggest supporters—both
financially and artistically. This is illustrated perfectly by
Taylor Swift, who rather vocally removed her music from the

at 36, is not the epitome of who most

company’s streaming services out of protest only to return
and give Spotify an exclusive video several years later in the
days leading up to its public offering,

Ek started as the opposite of what he has become.
Originally CEO of uTorrent,
made money off of the illegal downloading of music and
movies. However, Ek came to the realization that artists
were being taken advantage of and that the industry was
under those conditions, so he founded

his company essentially

Silent Mode .

D))

N
TORU YAMANAKA/Gety Images

Spotify. Known for taking risks and being willing to make
decisions quickly, Ek has led Spotify to success against
some rather large competitors including Apple, Amazon,
and Google.

Ek comes most highly
personality—he deflects attention from himself and is a

across to as a reserved
self-described introvert who likes to be invited to parties
but doesn't like to go. In fact, the New Yorker
went as far as 1o say that “he is not long on charisma.

However, what he lacks in outward charisma, he more
than makes up for in vision and ruthless persistence.
Ek says, “What motivates me is impacting culture
When it comes to having an outsized vision of what is
possible and how he plans to shape the world around
him, he has few peers. One of EK's visions is for Spotify

to allow 1 million different artists to be able to make a
living off of its services. As one music manager who is
close with Ek said, “The major-label system was built out
for the 5,000 biggest artists in the world, if we are going
to [enable] a million artists to make a living, that's going to
require an entirely different ecosystem.”

Source: Mansueto Ventures LLC
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CHAPTER 14 Leade

LEADERSHIP: STYLES AND BEHAVIORS

This is the second of two chapters on leadership, defined as the use of power and influence to
direct the activities of followers toward goal achievement.' That direction can affect followers™
interpretation of events, the organization of their work activities, their commitment to key goals,
their relationships with other followers, or their access to cooperation and support from other
work units.” The last chapter described how leaders ger the power and influence needed to direct
others. In the case of Daniel EK, his power derives primarily from his formal role as Spotify’s CEO
and his expertise. This chapter describes how leaders actually use their power and influence in an
effective way. Although young and seen as somewhat reserved, Ek has a powerful and clear vision
of what Spotify can be in the future.
@141 OF course, most leaders can't judge their performance by pointing to how many cars they've
Whats leadership, andwnat  S0ld (over 10 million per year) or how long they've worked for a company. Fortunately, leader
does it mean for a leader to effectiveness can be gauged in a number of ways. Leaders might be judged by objective evaluations
be “effective™? of unit performance, such as profit margins, market share, sales, returns on investment, produc-
tivity, quality, costs in relation to budgeted expenditures, and so forth.” If those sorts of indices
are unavailable, the leader’s superiors may judge the performance of the unit on a more subjec-
tive basis. Other approaches to judging leader effectiveness center more on followers, including
indices such as absenteeism, retention of talented employees, grievances filed, requests for trans-
fer, and so forth.* Those sorts of indices can be complemented by employee surveys that assess
the perceived performance of the leader, the perceived respect and legitimacy of the leader, and
i . and ical welkbeing. The top panel of Table 14-1
provides one example of these sorts of measures.

One source of complexity when judging leader effectiveness, particularly with more subjec-
tive, employee-centered approaches, is “Whom do you ask?” The members of a given unit often
disagree about how effective their leader is. Leader-member exchange theory, which describes how
leader-member exchange (LMX) relationships develop over time on a dyadic basis, can explain
why those differences exist.* The theory argues that new leader-member relationships are typi-
cally marked by a role taking phase, during which a manager describes role expectations to an
employee and the employee attempts to fulfill those expectations with his or her job behaviors.*
In this period of sampling and experimentation, the leader tries to get a feel for the talent and
motivation levels of the employee. For some employees, that role taking phase may even-
twally be supplemented by role making, during which the employee’s own expectations for the
dyad get mixed in with those of the leader.” The role making process is marked by a free-flowing
exchange in which the leader offers more opportunities and resources and the employee contrib-
utes more activities and effort.

Over time, the role taking and role making processes result in two general types of leader-
member dyads, as shown in Figure 14-1. One type is the “high-quality exchange™ dyad, marked
by the frequent exchange of information, influence, latitude, support, and attention. Those
dyads form the leader’s “ingroup” and are characterized by higher levels of mutual trust,
respect, and obligation.* The other type is the “low-quality exchange” dyad, marked by a more
limited exchange of information, influence, latitude, support, and attention. Those dyads form
the leader’s “outgroup™ and are characterized by lower levels of trust, respect, and obligation.”
Tests of the theory suggest that employees who are competent, likable, and similar to the leader
in personality will be more likely to end up in the leader’s ingroup; those factors have even
greater impact than age, gender, or racial similarity.'° These ingroup relationships can be very
powerful attachments for some workers. Research suggests that employees are less likely to
leave an organization when they have a high LMX relationship with a specific leader, but they
are more likely to leave following a leadership succession.'" Leader-member exchange theory
also suggests that judgments of leader effectiveness should gauge how effective the most criti-
cal leader-member dyads appear to be. The bottom panel of Table 14-1 provides one example
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TABLE 14-1| Employe

Ask all members of the unit o fill out the following survey items, then average the
responses across the group to get a measure of leader effectiveness.

Unit-Focused Approach

1. My supervisor is effective in meeting our job-related needs.

2. My supervisor uses methods of leadership that are satisfying.

3. My supervisor gets us to do more than we expected to do.

4. My supervisor is effective in representing us to higher authority.

5. My supervisor works with us in a satisfactory way.

6. My supervisor heightens our desire to succeed.

7. My supervisor is effective in meeting organizational requirements.

8. My supervisor increases our wilingness to try harder.

9. My supervisor leads a group that s effective.

Dyad-Focused Approach

Ask members of the unit to fill out the following survey items in reference to their
particular with the leader. The. are not across the
‘group; rather, differences across people indicate differentiation into “ingroups” and
“outgroups” within the unit.

1. 1always know how satisfied my supervisor is with what | do.

2. My supervisor understands my problems and needs well enough.

3. My supervisor recognizes my potential.

4. My supervisor would use his/her power to help me solve work problems.

5.1 can count on my supervisor to “bail me out” at his/er expense if | need it

6. My working relationship with my supervisor

extremely effective:

7. 1have enough confidence in my supervisor to defend and justify his/her decisions
‘when he/she is not present to do so. )

Sources: Adapted from Bass, B, and B. Avolio. MLQ Manual. Menlo Park. CA: Mind Garden, .. 2004; and Graen. G. B.
and M. UhbBien. “Relationship-Based Approach to Leadership: Development of Leader-Member Exchange (LMX)
“Theory of Leadership over 25 Years: Applying a MultrLevel Mult-Domain Perspectve.” Leadership Quarierly 6 (1995):
Pp.219-247.

of this sort of measure, with more agreement indicating a higher-quality exchange relationship
and thus higher levels of leader effectiveness on a dya Recent meta-analyses have
found that employees with higher-quality exchange relationships have higher levels of job per-
formance and exhibit more organizational citizenship behaviors and fewer counterproductive
behaviors on average." It should be noted, though, that the development of high LMX relation-
ships has proven to be more effective in individualistic (Western) cultures than in collectivistic
(Asian) cultures.
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FIGURE 1 Leader-Member Exchange Theory
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WHY ARE SOME LEADERS MORE

EFFECTIVE THAN OTHERS?

For our purposes, leader effectiveness will be defined as the degree to which the leader's actions
result in the achievement of the unit's goals, the continued commitment of the unit's employees,
and the development of mutual trust, respect, and obligation in leader-member dyads. Now
that we've described what it means for a leader to be effective, we turn to the critical question
in this chapter: “Why are some leaders more effective than others?” That is, why exactly are
some leaders viewed as more effective on a unitwide basis, and why exactly are some leaders
better at fostering high-quality exchange relationships? Beginning as far back as 1904, research
on leadership has atiempted to answer such questions by looking for particular traits or charac-
teristics of effective leaders. * The search for traits and characteristics is consistent with “great
person” theories of leadership that suggest that “leaders are born, not made."* Early research
iin this area frequently focused on physical features (e.g., gender, height, physical attractiveness,
energy level). whereas subsequent research focused more squarely on personality and ability
(see Chapter 9 on personality and cultural values and Chapter 10 on ability for more discussion
of such issues).
@142 After a century of research, leadership scholars now acknowledge that there is no generalizable
What raits and characteristics  Prolfile of effective leaders from a trait perspective.”” In fact, most studies have concluded that
are rlated to leadier traits are more predictive of leader emergence (i.c., who becomes a leader in the first place) than
emergence and leader they are of leader effectiveness (i.c., how well people actually do in a leadership role). Table 14-2
Sochyenses: reviews some of the traits and characteristics that have been found to be correlated with leader
emergence and leader effectiveness. Although a number of traits and characteristics are relevant
0 leadership, two limitations of this work have caused leadership research to move in a differ-
ent direction. First, many of the trait-leadership correlations are weak in magnitude, particularly
‘when leader effectiveness serves as the outcome. Second, the focus on leader traits holds less prac-
tical relevance than a focus on leader actions. Although rescarch shows that traits can seemingly
have an effect on leader effectiveness, these effects are generally explained much more strongly by
leader behavior." What exactly can leaders do that can make them more effective? This chapter
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Sources: Adapted from Judge, . A. J. E. Bono, R. lies, and M. W, Gerhardt. “Personality and Leadership: A Qualitative
and Quantitative Review.” Journal of Appled Pchology 87 (2002): pp. 765-780; Judge, T. A., A. E. Colbert, and R. llies.
“Intellgence and Leadership: A Quanitaive Review and Test of Theoretical Propositions. Journal of Aplied Pyychology 89
(2004): pp. $42-552: and Yukl. G. Leadership in Organizations, th ed. Englewood CIfls, NJ: rentice Hall, 1998.

reviews three types of leader actions: decision-making styles, day-to-day behaviors, and behaviors
that fall outside of a leader's typical duties.

LEADER DECISION-MAKING STYLES
Of course, one of the most important things leaders do is make decisions. Think about the job you
currently hold or the last job you had. Now picture your boss. How many decisions did he or she have
to make in a given week? How did he or she go about making those decisions? A leader’s decision-
‘making style reflects the process the leader uses to generate and choose from a set of alternatives to
solve a problem (see Chapter 8 on learning and decision making for more discussion of such issues).
Decision-making styles capture /iow a leader decides as opposed to what a leader decides.
The most important element of a leader’s decision-making style is this: Does the leader decide . 14.3

‘most things for him- or herself, or does the leader involve others in the process? We've probably all  what four styles can leaders
had bosses (or professors, or even parents) who made virtually all decisions by themselves, stop- use to make decisions,
ping by to announce what had happened once the call had been made. We've probably also had  and what factors combine
other bosses (or professors, or parents) who tended o do the opposite—involving us, asking our !0 Make these styles more

. g e £ effective in a given situation?
opinions, or seeking our vote even when we didn't care about what was being discussed. It turns
out that this issue of leader versus follower control can be used to define some specific decision-
‘making styles. Figure 14-2 shows those styles, arranged on a continuum from high follower control
10 high leader control.

DEFINING THE STYLES With an autocratic style, the leader makes the decision alone without
asking for the opinions or suggestions of the employees in the work unit.”” The employees may
provide information that the leader needs but are not asked to generate or evaluate potential
solutions. In fact, they may not even be told about the decision that needs to be made, know-
ing only that the leader wants information for some reason. This decision-making style was a
favorite of ex-Fiat-Chrysler CEO Sergio Marchionne, who did his best to make sure decisions
were made extraordinarily quickly-and he did that by making them himself. Marchionne gave out
daily orders to more than 50 people who reported directly to him via WhatsApp on his numerous





