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ership a8 & concept, common chap.

his chapter introduces you theories, and leadership styles,
..“—Jnﬁﬁ_hz.nu 2 _man_nﬁ.u_whmﬂ_ﬁ_u”w“”rﬂHzanqmuE traits and styles are sip.
Enpﬂ _mwm.g-mrm_..._ mng_w_.u.?_mm.__w. m_..mmA leaders Possoss
ad 1y arn about. The purpose of this

will le ;
wn theories and preferences as

pyle that will work for you,

to lead

Leadership is not E.__

ly examples identified b :
H___uE_m but not all the attributes you ¥
chapter is to have you think about your ©

you begin to develop a personal leadership s

rocess of inspiring, influencing, directing, and .m,..__h&nm
ici ticipation, lead-

thers to participate in a common effort.! To encourage parlicipa :
Mum u:ﬂE”Hme.wn authority and power they possess with .___E:. personal
skills. Many leadership theories and expert

attributes, vision, and social !
opinions argus about what is {and is not) most effective. There is no perfect

definition or theary. Developing leadership takes time, com mitment, and
the ability to learn from your mistakes. _

As you reflect on your own leadership qualities, remember that each
leader is unique. You may have some, but not all, of the leadership qualities
mentioned. The fact that you do not have all the qualities does not mean
you do not have the potential to be a great leader. Think about people you
know in leadership positions: parents, past and present bosses, friends.
coaches, deans, or the president of your college, for example. Di: they all
have the same qualities? Are they effective leaders just because ey are in
leadership positions? Often, people who are not in traditional | wlership
positions are effective leaders.

Developing your own leadership style and honing your leadership
skills will take time and focused effort. Find ways to practice leadership
skills both on and off the job. For example, serving in campus, community,
or raligious organizations will give you opportunities to experiment with
different leadership styles. Leading effectively is learned by doing

Leadership is the p

Leadership Versus Management

Before we proceed, it is important to think about the di

e difference betwean

and Dusines proleser it U, eadership author spesker
EES0T & ._u_._._.m.n.um._. E 7

the difference as follows: ¥ of Southern California, described

ship. "To mansge” means i, brin
charge of or responsibility for 4 "
ing guiding in direction, and actigqer 078" is “influenc-

Managers and supervisges
are .
mal leaders. However, thay use o ”E fecessarily the organization's for

T3y of qualities and skills, including |

jargon

iriformal terminology unigue o
& business or [ndustry, aften not
understond by new employess,
customers, and ciher people
oulside the arganizatian

Leadership

leadership qualities and skills, in managing and waorking with people to
accomplish organizational goals. Recall the description of a supervisor's lead-
ership role and responsibilities on page 28 of Chapter 2. Managers set the
tone for their employees; they lead by sxample. At the same time, they stay
focused on organizational goals, production standards, and customer needs.

Characteristics of Inspiring or Charismatic Leaders

Figure 4.1 provides two lists of qualities and skills of inspirational leaders.
The first list is from the leader's perspective. This list was developed from
a series of interviews of high-performing leaders. The second list, the fol-
lower’s perspective, was compiled from a survey of followers.?

Clearly, both leaders and followers value effective communication and
interpersonal skills. These include the ability to articulate their vision us-
ing storytelling and other techniques to bring an idea to life, the ability
to listen effectively and not do all the talking, and an effort to minimize
the use of jargon. Jargon is informal terminology unique to a business or

FIGLIRE 4.1
Characteristics of
inspiring leaders

. Eiﬁngac:i?:i:ﬂu:ﬂiﬂ. .
F Passion for learning and intense curlosity . B b
= Focus on devsloping people
= Having fun and very energized . .. ,i
+ Strang self-belief, coupled with humanity and humility
»* Committed to giving samething back and 1o myking a significantdifference IR
« Clarity of vision and ability to share it with their people i
= Wery strang focus on prigrities
1Nk ataic o shw some wilnerabilty
+ Reguior use of reflective periods. T .
b Amost universal dislike of jargon i R
« Passion for and peide in what they do
+ Genulne shared visian
[ Real confidence and trust in thelr teams ) i
* EE*E!:EEE_::E%. ) )

. :E&t&ﬁ.—itﬂng . o .

Source: Adapted from LK. Department of Trade and Industry, “Inspired Leadership” 5,
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Managers will froquontly assess
cmploves skills and prepare

an actlon or professicnal
development plan for the anoual dant, aned humble are anroEg the
performance evaluation

gzgﬂigg!wgnﬁ
thiey prowide the necessary training and resoerces. &g trust grows
amaondg team merebery, managers no longer need 10 work tide by
sida with thatir emphoyees. However, they should routinely meet
ta solicit feedinack and provide guidance and coaching when
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industry that is often not understood by new employess, cus.

ization.
ther i outside the organizh
EE”__.“.H...H_.FD___-. ._wwn_.ﬁu lists include personal attributes.

anate, determined, energetic, confj-
Respectful, athical. pass's characteristics of inspirational

item that appears on both lists is the idea of
wﬂhﬂm.ﬂﬁm which is essential for managers. Omne of the
_u__L_E.Hw roles of managers is to get wark wn_..ﬁ_.__“v:_.iﬂm through
i in their jobs, a man-
other people. To set people up for individul success in
agar _%HE be committed to helping each person develop and grow,

What Does “Developing People” Mean?

The first step involves learning sbout your employees and their skills,

knowledge, education, goals, and dreams. The next step is to meet with
your employees individually te create a develap-

ment plan that is pconsistent with their personal
goals and that will kelp the organization.

Managers will frequently assess epmployes
skills and prepare an action plan or professional
development plan as part of the employes's an-
nual performance evaluation. The plan may
include action ltems such as the employes's en-
rolling in training classes, taking some collage
coursas, job shedowing, sitting in on meetings,
working on special projects, croas-tralnimg, and/
or accepting more responstbiliny,

As 8 manager. you must be patient as vou work
to develop your peopla into more effective employ-
ees and potentially future managers and leaders.
Learning new skills and taking on new assignments
are processes that lake time and commitment. Plan
1o develop your peaple to the point where they can
have confldence and trust in their ability to do their

nECEssaTy. jobis without constant suparvision.
Basic Leadership Theories and Models
Secholars have spent decades studying various leadershi i
p theories and exam-
ining the traits, behaviors, and approaches used 1o Jagd people effectively.
W will explore some hasic keadership theorias
trait theory PS5 |
T et Trait Theory
personality or behavioral Perhaps no leadesshi
pu has
B_..!:_nﬂ_u..mnil which originated in the Hh_n..._.__. n._.__m”._w”_._p_u:n._”“”“ Tl fln St ey

Trailx saich as -_ln___. age, anel
erclieation co mol distinguish
effective fronm ineTective leadors,

Ll _._n_.._..."m_m_”_ Iraits hedp lea
H\, inqnine skillz, foem & vish

plan. aned make the vigion o

behavioral leadership

styles
pariems of leaderihip behavior

authoritarian leader
one who retaing all suthoricy and
respansibdity

democratic leader
ane wh delegates sutharity white
' eetiining ultimate responsibidlity

Baslc Leaderiblp Thearies and Modeis

ineffective leaders lack. Initial research focused on physiologi-
cil factors (height, weight. etc.), particularly in military leadars,
and on demographics [age, education, affluence, eic.). Subse-
quent studies showed these traits did not distinguish effective
from ineffactive leaders.

I later resoarch, Shelley Kirkpatrick and Edwin Locke of the
University of Maryland provided evidence that effective leaders differ from
other people in certain respects. They identified six key leadership traits:

® Drive—a broad term that includes achievement, motivation,
ambition, energy, tenacity. and inftiative

* Leadership motivation—the desire to lead but not to seek power for
ils own saka

= Honesty and integrity—essential qualities for building credibility
and trust

= Self-confidence—believing in yourself and controlling your emotions
* Cognitive ability—good judgment and strong analytical abilitios

* Knowledge of the business—a high level of knowledge that also
encompasses the industry and technical matters®

Kirkpatrick and Locke believe these traits help leaders ac-
ders quire the necessary skills for leadership, formulate an organkza-
ariel tional vision and an effective plan for pursuing it, and take the
lity. necessary steps to make the vision a reality.®

Behavioral Styles Theories

Thiz perspective of leadership is probably the most widely recognized.
Rather than focusing on individual traite, bahavioral leadership theorists
examine patterns of leadership behavior. called behavioral leadership
styles. The thres classic styles ofleadership bohavior are suthoritasian, dem-
ocratic, and laissez-faire (or hands-off). Each has strengths and limitations.

Authoritarian

Authoritarian leaders retain all authority and responsibility. They assign
people to clearly defined tasks, and thers is primarily a downward fow of
communication. This leadarship style tends 1o stress prompt, orderly, and
predictable performance. However, it can also stifle individual initiative
and bresd resentment.

Democratic

Demoeratic leaders delegate a great deal of authority while retaining ultimate
raspansibility, Work is divided and assigned on the basis of participatory deci-
sion making. An active, two-way fow of upward and dewnward comrmunica-
tion is common. Democratic leaders typically enhance personal commitment

through participation. However, this approach can be very time-consuming,

B
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CHAPTER & Leadership Exsentialy
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ACTI

situstional leadership
‘the concept that successhul
lendership occurs whan the
feader’s style matches the
sltuation

Blanchard and Hersey's
situational leadership
model

amodel baged on four different
feadership styles of charscieritics.
directing, coaching, upporting.
and delegating

Advocates of the Blake/Mouten Leadership nqn__“_. wmﬂmﬂ_ﬂwmwhuﬂ“ﬁ

Management style is the "_”_Emmn@“ “nu__.m_r“._...”aqﬂwﬁ“ﬁ#mﬂ:nﬂﬂinsdxmﬁ they
for le and faf -

o = ﬂﬁdﬁ.wsﬁw not always work or be effective in every wark

uu.__m_-..mn.dﬁnun.. For example, in a crisis sitution, 29,1 Authority-Compliance

itati f the Blake/Mouton
the best results. The limitations o .
ﬂﬁhmﬂﬂﬂ%mﬂ%”wm that it is based on only two dimensions—concern for
production and concern for people—and that generally one style of leader.
ship is recommended as the best to use. Thase limitations led to the devel-
opment of situstional leadarship models.

depend-

1. As a general style (knowing you may hiave E.mnmq your style

_z ing on the situation), which of the five styles in the Blake/Mouton
Leadership Grid would you prefer to use? Why?

2. Which style would you be least comfortable with as a general style?
Whiy?

Situational Theories and Models

Convinced that no one best style of leadership exists, some management
experts have {dentified situational or contingency thinking as a mone
effective approach. Situational leadership occurs when the leader’s style
matches the situation. Thres different approsches to situational leadership,
which were briefly introduced in Chapter 2, are discussed here: (1) Ken
Blanchard and Paul Hersey's model, (2) Fred E. Fiedler's contingency the-
ary, and (3] the path-goal theary.

Blanchard and Hersey Model

Ken Blanchard and Paul Hersey have been called the pioneers of situs-
tional leadership.” The framework for Blanchard and EWPHMHEmnEE
ﬂ- r _._ﬂh_ di E_H_“m Eﬂmﬂ on four diffarent leadership styles or charac-
aristics: ieecling. [2) coaching, [3) supporting, and (4) del Jating.®
mhﬂhﬂ_ﬁﬂmagsﬂs phusizs that “no sngle .. ladership sylo i uni
¥ 8y provida this overview of situational leadership:

ﬂ%ﬂnﬂ“uﬂﬂ“ﬂ"ﬂﬁh nm_ﬁﬂwu..._ﬂ o meat followers” nesds

+ Effc:
the followers, and situatiop] Huhﬁru”_wﬁnm on the leader.
diagnose their own behavigr light of th, ers must be able to

.ﬂ_— EEH. .E._u..r.—-_u.._“_H._uﬂ_.-_.nH. j [5]

To be successful using 1 g
nead to shift styles to wp%n_u”frhﬂ____”rnﬂ and Hersey model, managers
of their amployess. Far axampla mu u

Tagine you ar the manager of a bank

ation and accommodate the needs

Fiedler's contingency

a leader's performance depends
on the lellhood that he or ihe
can suecetsfilly accoenplish
thir job and the leader’s basic
mralivation

path-goal theory

a maedel that suggests leaders
mithate thelr followers by
prewviding clear goats and
meaningful incentives for
reaching them

Basic Leadership Theoshes and Models A‘-'

branch, When you hire a new employes and he or she is scheduled to open
the bank for the first time, your leadership style needs to be directive. As
you build trust in the employes and the employee's confidence and level
of readiness increase, you can shift 1o coaching, supporting, or delegating
leadership styles. In other words, your leadership style accommodatas the
individual’s personal growth and development.

Fiedler's Contingency Theory

Fiedler's contingency theory is based on the notion that a leader's per-
formance depends on the likelihood that he or she can successfully
accomplish the job and the leaders basic motivation. Although it is closely
aligned with Blanchard and Hersey's situational leadership model, thera
are unigue aspects and distinct differences that are worth exploring.
Among the leadership theories discussed so far, Fiedler's is the most thor-
cughly tested. It is the product of more than 30 years of research by Fred E.
Fiadler and his associates. Fiedler’s contingency theory gets its name from
the following assumptions:

The performance of a leader depends on two interrelated factors:
(1) the degree to which the situation gives the leader control and
influence—that is, the likelihood that [the leader] can successfully
accomplish the job; and (2] the leader's basic motivation—that is,
whether [the leader's] self-esteem depends primarily on accomplish-
ing the task or on having elose supportive relations with others,”

Regarding the second factor, the leader’s basic motivation, Fiedler
believes leadars are either task-motivated or relationship-motivated. These
two motivational profiles are roughly equivalent to managers” being pri-
marily concerned about production (task-motivated) or about people (rela-
tionship-motivated).

As illustrated in Figure 4.4, task-motivated leaders seem to be effec-
tive in extreme situations when they have sither very little control or a
great deal of control over situational variables. In moderately favorable
situations, however, relationship-motivated leaders tend to be more effec-
tive. Consequently, Fiedler and one of his colleagues summed up their
findings by noting that “everything points to the conclusion that there is
no such thing as an ideal leader.”"* Instead, there are leaders, and there
are siteations. The challenge, according to Fiedler, is to analyze a leader's
basic motivation and then match that leadar with a suitable situation to
form a productive combination. He believes it is more efficient to move
leaders to a suitable situation than to tamper with their personalities by
trying to get task-motivated leaders to become relationship-motivated, or
vice versa.

Path-Goal Theory

Another situational leadership theory is the path-goal theory. This the-
ory gets its name from the assumption that effective leaders can enhance

) -
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CHAPTER 4 Leadership Eiventials

peparchers have tested diffar.
pave alsg compared transfar.
cluda that transformationa]
anization, whereas servan
_educational, or nonprofiy

of
In the past two decades. 8 pumber

; darship 209
ent assumptions of uﬁmﬂmﬁma? Some com

mational and servant lea itive OTg
leadership is hetter suited to nnMﬂﬁE_Enﬁ
leadarship is batter suited ta 8 PEEEE
organization.'

.......................... et i ction is the meost
. mmunication and intera

Miast _mwnn-: ”H_”H.._q _.“__n.__ﬂnwﬂ_“”n oo ¢ information to the entire .u.qu.___.__._nu____us.

“._ uah.__ﬁ_u._”h._._nﬂnr leaders often have that luxury. In large ENTETRTISES that are

geographically dispersed, it may piat be possible, Today's technology provides a

workable alternative,

Assume you are a manager in a company that has ten atfices with

250 ernployess in the United States, Canada, and South ..___z._E_n.m ..,_..nE team has
developed a new product, and the CEQ has asked you to participate in an an-
nauncement abaut the product 1 the entire _”_u.__,._ns:e..,_...ﬂ_.: team includes a
representative from each office. It is not feasible to bring in all the employees
for a live presentation .

The first step in using technodogy effectively is 1o determing the barriers to
communication enabled by technology:

s One-way versus two-way communication, Will information be provided
without feedback, of will employees be able to comment and ask
questions?

» Timeond language differences, Can all emiployees be reached at the same
tirme during the warkday, and can they all speak English?

= Individual or group receprion. Will employees listen to the announcemeant
streamed on their own computers o in groups in the vatous office
locations?

 ;

In this scenaric, overcoming the barriers is misch easier with GFsE-way Com-
rvunication than with two-way communication, One effective methad is video,
Angther is a presentation in the main office with a live audience. streamed to all
computers via a webinar or webcast with slides in the appropriate language. &A™
follow-up discussion period with local leaders in the remate offices would allow
for feedback, o

|rr-IrlJI
i

!

L

1. Assume you are the manager in the scenario described above, and
the CEQ made a one-way presentation that all employees watched
together in a large training room. How would you follow up the CEO's
presentation?

Tranidoimationsl and Servaar Leadership

ACTION

2. What types of questions and comments would you expect from your
emplayees? Think about how you might respand.

3. What would you expect to accomplish in your follow-up session?

y : What Is the Ideal Leadership Style?

i You have learned about several leadership

.m_ o 25 m_ behaviors, theories, models, and styles. With
= 2] s 5 the wide variety of options, it can ba somewhat

overwhelming to try to figure out which style

is begt. Put your mind at ease because there

is no such thing as the ideal leadership style.

In fact. the best answar to this question 1s, “It

depends.” Choosing the appropriate leadership

style depends on many variables, including the

following:

® Your personal leadership styla and
exporionce

s The lavel of readiness of your followers

» The organizational culture

= Tha situation

Supenatsors shoukd adapt their leadership style 1o the sibsation.
Whart is the ideal keaderchip style for & supsrvier of firsfighters
dharing and after the fire?




