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CHAPTER 9 CHARISMATIC AND TRANSFORMATIONAL LEADERSHIP 329

organizations and individuals 35 4 number of studies have highlighted the effects of
transformational leadership on various organizational and follower outcomes.

At the organizational level, studies have found that transformational leadership has
positive effects on organizational performance, 57 cyulture and learning ** Transforma-
tional leaders are more likely to be strong advocates of teamwork, cooperation, and in-
novation—all ingredients of learning culture, 394041

At the individual level, transformational leadership has been found o positively affect
Jollower organizational commitment and organizational commitment reflects the extent
to which members are loyal and willing to work hard toward achieving organizational
objectives, 4243 Organizational commitment has direct implications on employee turn.

vision of the future, 1 Followers associated with transformational leaders report higher
levels of job satisfaction and empowerment and lower levels of turnover angd stress 50,5152

In certain work situations, t

ransformational leadership is associated with increased

employee cognitive abilities, which in turn improve creativity and decision quality, 5334

Transformational versus Transactional Leadership

Begin this section by complet
transactional or a transformat

ing Self-Assessment 9-] to determine if you are more ofa
ional leader.
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!. Disagree Agree

|

l — | lenjoy change and see myself as a change —— % Ilearn from my experience; | don't repeat

; agent. the same rnistakes,

| =—— 2 lam better at inspiring employees toward ——— 10. I beleve the effort to change something

| a new future than motivating them to for the better should be rewarded, even

| perform their current jobs. f the final outcome s disappointing,

II ~—— 3. I have/had a vision of how an organization Add up the numbers on lines 1|0 and place your total
5 can change for the better . score here and on the continuum below,

| —— 4 Isee myself as someone who is comfort.

| able encouraging people to express ideas 0 —20—30—40— 50

| and opinions that differ from my own, Transactional legder Transformational leader

| ———: 5. |edioy takin risks, but I'm not reckless. ) .
| —_— bt erjuo); speﬁ ding time developing new The higher the score, generally, the more you exhibit
| solutions to olg problems rather than transformational leader qualities. However, transforma-
i implementing existing solutions, tional leaders also perform transactional behaviors. It is
| =—— 7 |dehberate carefully before acting; I'm not also generally easier to be transformational at higher levels
' impulsive, of management than at lower levels,

[ —— 8 1like to support change inttiatives, even

when the idea may not work.

—_—

e

—_— —



denatall

Ses | BEHETV =

Somewhar like me Not like me
5 4 3 2 |

e

Are You More Charismatic,Transformational, or Both?

so be honest and you will really increase your self-awareness. We suggest doing |

Like me
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| do enjoy getting up in front of audiences
and gving passionate presentations on
topics | care about,

- I tend to associate my faith and religious

values to issues | care very much about.

- lenjoy change and see myself as a change

agent.

- | have always seen myself as someone

who has the ability 1o inspire trust with
my fellow students.

- On occasions when | have made a diffi-

cult moral decision (or if | had to make a
moral decision). [ was {or wil be) guided
by the desire to not seem like 3 hypocrite
if rmy actions became public,

- | see myself as someone who, if gven a

leadership opportunity, will influence my
followers and colleagues based on who |
am {my vision and values), not what | am
(my position).

- When | walk into a reom of people

(other students), | generally feel like my
presence evokes a “powerful aura” or
immediate attention,

- | make friends easily and feel fike | am

extraordinariy gified in more ways than
others,

- | am pretty good at making people feel

empowered and seif-confident.

. I | believe in someth ng. | will not give

Up trying to achieve it even f my life is
threatened because of it.

—— |l 'want to be remembered for something
special I did beyond just being a loving
member of my family,

I am better at inspiring employees toward

@ new future than mot vating them to

perform their current jobs.

- I'have/had a vision of how an organization
can change for the better

- | see myself as someone who is comfort-
able encouraging people to express ideas
and opinions that differ from my own.

[5. I enjoy taking risks but I'm not reckiess.

16 | enjoy spending time developing new
solutions to old problems rather than
IMpiementing existing solutions.

- | deliberate carefully before acting: 'm not
impulsive,

- Being in a position to turn a struggiing
organizaton around will be more attrac.
tve to me than leading a stable {rno big
changes required) type organization.

—

To determine whether you are more charismatic,
transformational, or bath; (1) In the blanks, place a number
from | to 7 that represents your score for each statement.
(2) Add up each column. Your total should be a number
from 5 to 35.(3) On the number scale, circle the number
that is closest to your towal score. Each column in the
chart represents an attribute of charismatic or transfor-
mational leadership,

I Charismatic 2 Transformational | 3 Both

35 35 35

30 30 30
S—— 25 — 12, 25 S ) 25
—_2 20 — 14 20 _4 20
-7 I5 — 15 |5 -_ 5 15
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342 PART 3 ORGANIZATIONAL LEADERSHIP

(Self-Assessment 2 continued)
— 8 10 — 16 10 N 10
— _10. 5 — 7. 5 — 5
I, 18. 13.
Total Scale Total Scale Total Scale
The higher the total number, the stronger you are in that can always improve your weak areas if you want to be a
particular leadership type.As discussed in the text, you better charismatic or transformational leader or both. /
-
Explain the basis of stewardship and servant leadership. )

Stewardship and Servant Leadership

Stewardship and servant leadership represent a shift in the leadership paradigm from a
focus on leading to a focus on serving. Traditional leadership theories elevate the leader
and his or her role in effecting organizational success. The leader is the authority from
whom followers take their orders. Advocates of stewardship and servant leadership view
the leader as a steward and servant of the people. They believe that leadership has less
to do with directing other people and more to do with serving people by placing others’
needs ahead of the leader’s.?” Servant leadership and stewardship have their roots in
ethics, virtues and morality.* Stewardship and servant leadership describe leaders who
lead from positions of moral influence, not power, and who are very follower-centric.
Both leadership types call for empathy, kindness, honesty, humility, equality, moral in-
tegrity, empowerment, and respect for others, especially the less powerful or influential.*
These attributes are important in identifying leaders who can be effective in the role of
servant leader or stewardship. Some have used the term values-based leadership to de-
scribe these two leadership types. Values-based leadership is the moral foundation under-
lying the decisions and actions of servant and steward leaders.?>%6

Though some may view these two leadership types as one and the same, they are not
exactly identical. The cognitive and behavioral disposition of leaders with a servant pro-
file and the organizational contexts that influence it are not exactly the same for steward
leadership.*” While both shine the spotlight on followers, servant leadership goes a step
further. Servant leadership calls for the highest level of selflessness—a level that some
doubt exists in the real world or at best can only be found in a few individuals.

Therefore, we define stewardship as an employee-focused form of leadership that
empowers followers to make decisions and have control over their jobs. We define servant
leadership as leadership that transcends self-interest to serve the needs of others, by helping
them grow professionally and personally. Both stewardship and servant leadership advocate
moral imperatives related to public policy, such as the need to address poverty and economic
exploitation. % They remind followers to be good stewards of resources {especially natural
resources) so future generations are not short-changed and also to serve those in need.'®?

In this section, we examine the cognitive and behavioral disposition of leaders with
servant and steward identities and the organizational contexts that influence each type.
We conclude with a discussion of the attributes of effectiveness for the steward and

servant leader.
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