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Chapter Eleven

	BASIC APPROACHES TO LEADERSHIP 

	


LEARNING OBJECTIVES

After studying this chapter, students should be able to:

1. Contrast leadership and management.

2. Summarize the conclusions of trait theories.

3. Identify the limitations of behavioral theories.

4. Describe Fiedler’s contingency model.

5. Explain Hersey and Blanchard’s situational theory.

6. Summarize leader-member exchange theory.

7. Describe the path-goal theory.

8. Identify the situation variables in the leader-participation model.

CHAPTER OVERVIEW

Leadership plays a central part in understanding group behavior, for it is the leader who usually provides the direction toward goal attainment. Therefore, a more accurate predictive capability should be valuable in improving group performance.

The original search for a set of universal leadership traits failed. At best, we can say that individuals who are ambitious, have high energy, a desire to lead, self-confidence, intelligence, hold job-relevant knowledge, are perceived as honest and trustworthy, and are flexible are more likely to succeed as leaders than individuals without these traits. The behavioral approach’s major contribution was narrowing leadership into task-oriented and people-oriented styles, but no one style was found to be effective in all situations. A major breakthrough in our understanding of leadership came when we recognized the need to develop contingency theories that included situational factors. At present, the evidence indicates that relevant situational variables would include the task structure of the job; level of situational stress; level of group support; the leader’s intelligence and experience; and follower characteristics such as personality, experience, ability, and motivation.

WEB EXERCISES

[image: image1.wmf]At the end of each chapter of this instructor’s manual you will find suggested exercises and ideas for researching the WWW on OB topics.  The exercises “Exploring OB Topics on the Web” are set up so that you can simply photocopy the pages, distribute them to your class, and make assignments accordingly.  You may want to assign the exercises as an out-of-class activity or as lab activities with your class.  Within the lecture notes the graphic 

 will note that there is a WWW activity to support this material.

The chapter opens introducing Andrea Jung CEO of Avon.  Jung took over a company in deep trouble, but in four weeks had a turnaround plan worked out.  Jung launched new lines of businesses for Avon, developed blockbuster products, and began selling in retail stores.  More importantly, she breathed new life into the ranks of the “Avon Ladies,” the company’s sales force, by rewarding current reps for signing on new reps.  After two years, Jung’s leadership has made a difference.  Sales have grown, operating profits are strong, and the company’s stock is up 70 percent.
CHAPTER OUTLINE
What Is Leadership?

	A.  Definitions


	Notes:

	1.   John Kotter feels that management is about coping with complexity. 

· Good management brings about order and consistency by drawing up formal plans, designing rigid organization structures, and monitoring results against the plans. 

· Leadership is about coping with change. 

· Leaders establish direction by developing a vision of the future; then they align people by communicating this vision and inspiring them to overcome hurdles.

2.   Robert House of Wharton basically concurs:

· Managers use the authority inherent in their designated formal rank to obtain compliance.

· Management consists of implementing vision and strategy, coordinating and staffing, and handling day-to-day problems.

3.   We define leadership as “the ability to influence a group toward the achievement of goals.” 

· The source of this influence may be formal. A person may assume a leadership role simply because of his/her position.

· Not all leaders are managers, nor, for that matter, are all managers leaders. 

· Non-sanctioned leadership—the ability to influence that arises outside the formal structure of the organization—is often as important as or more important than formal influence. 

· Leaders can emerge from within a group as well as by formal appointment to lead a group.

4.   Organizations need strong leadership and strong management for optimum effectiveness.  Leaders must challenge the status quo, create visions of the future, and inspire organizational members.


	


	Trait Theories


	Notes:

	1.   The media has long been a believer in trait theories of leadership. They identify leaders by focusing on personal qualities and characteristics such as charismatic, enthusiastic, and courageous. 

2.   The search for attributes that describe leaders and differentiate them goes back to the 1930s.

3.   Research efforts at isolating leadership traits resulted in a number of dead ends. A review of 20 different studies identified nearly 80 leadership traits, but only five of these traits were common to four or more of the investigations.

4.   A search to identify traits that were consistently associated with leadership has better results.


	

	Trait Theories (cont.)

· Six traits on which leaders tend to differ from nonleaders are:
	Notes:

	a.   Ambition and energy

b.   Desire to lead

c.   Honesty and integrity

d.   Self-confidence

e.   Intelligence

f.    Job-relevant knowledge. 

· Recent research provides strong evidence that people who are high self-monitors are much more likely to emerge as leaders in groups than low self-monitors. 

· The cumulative findings from a half of a century of research show that some traits increase the likelihood of success as a leader, but none guarantee success. 

5.   The trait approach has at least four limitations:

· First, there are no universal traits that predict in all situations. 

· Second, traits predict behavior more in “weak” situations than in “strong” situations. 

a.   Strong situations are those in which there are strong behavioral norms, strong incentives for specific types of behaviors, and clear expectations. 

b.   Such strong situations create less opportunity for leaders to express their inherent dispositional tendencies. 

· Third, the evidence is unclear in separating cause from effect. 

· Finally, traits do a better job at predicting the appearance of leadership than in actually distinguishing between effective and ineffective leaders.


	


	Behavioral Theories


	Notes:

	1.   Researchers began to wonder if there was something unique in the way that effective leaders behave. The behavioral approach would have implications quite different from those of the trait approach. 

2.   Trait and behavioral theories differ in terms of their underlying assumptions. 

3.   Trait theories assumption:  Leadership is basically inborn, therefore we could select the right leaders.

4.   Behavioral approach assumption:  suggests that we could train people to be leaders. We can design programs to implant behavioral patterns. If training worked, we could have an infinite supply of effective leaders.


	


	A. The Ohio State Studies


	

	1.   The most comprehensive and replicated of the behavioral theories resulted from research that began at Ohio State University in the late 1940s. These researchers sought to identify independent dimensions of leader behavior.  

2.   They narrowed over a thousand dimensions into two dimensions—initiating structure and consideration.

3.   Initiating structure refers to the extent to which a leader is likely to define and structure his/her role and those of employees in the search for goal attainment.
	


	A.  The Ohio State Studies (cont.)


	Notes:

	· It includes attempts to organize work, work relationships, and goals. 

· The leader high in initiating structure could be described as someone who “assigns group members to particular tasks,” “expects workers to maintain definite standards of performance,” and “emphasizes the meeting of deadlines.”

4.   Consideration is described as “the extent to which a person is likely to have job relationships that are characterized by mutual trust, respect for employees’ ideas, and regard for their feelings.”

· The leader shows concern for followers’ comfort, well-being, status, and satisfaction. 

· A leader high in consideration could be described as one who helps employees with personal problems, is friendly and approachable, and treats all employees as equals.

5.   Leaders high in initiating structure and consideration tended to achieve high employee performance and satisfaction. 

· The “high-high” style did not always result in positive consequences. 

· Leader behavior characterized as high on initiating structure led to greater rates of grievances, absenteeism, and turnover, and lower levels of job satisfaction for routine tasks. 

· High consideration was negatively related to performance ratings of the leader by his/her superior.


	


	B. University of Michigan Studies


	

	1.   Leadership studies were undertaken at the same time as those being done at Ohio State, with similar research objectives. They discovered two dimensions of leadership behavior—employee-oriented and production-oriented.

2.   Employee-oriented leaders emphasized interpersonal relations.  They took a personal interest in the needs of their employees and accepted individual differences among members. 

3.   The production-oriented leaders tended to emphasize the technical or task aspects of the job—group members were a means to that end.

4.   Michigan researchers’ conclusions strongly favored the leaders who were employee oriented. Employee-oriented leaders were associated with higher group productivity and higher job satisfaction. 

5.   Production-oriented leaders tended to be associated with low group productivity and lower job satisfaction.


	


	C. The Managerial Grid


	

	1.   Blake and Mouton proposed a managerial grid based on the styles of “concern for people” and “concern for production,” which essentially represent the Ohio State dimensions of consideration and initiating structure or the Michigan dimensions of employee-oriented and production-oriented.
	


	D.  The Managerial Grid (cont.)


	Notes:

	2.   The grid has nine possible positions along each axis, creating 81 different positions. (See Exhibit 11-1).

3.   The grid shows the dominating factors in a leader’s thinking in regard to getting results.

4.   Based on the findings of Blake and Mouton, managers were found to perform best under a 9,9 style, as contrasted, for example, with a 9,1 (authority type) or 1,9 (lassiez-faire type) style. Unfortunately, the grid offers a better framework for conceptualizing leadership style than for presenting any tangible new information.
	


	E.  Scandinavian Studies


	

	1.   The previous three behavioral approaches were essentially developed between the late 1940s and early 1960s—when the world was a more stable place. 

2.   Researchers in Finland and Sweden have been reassessing the two-dimension model. Their basic premise is that effective leaders would exhibit development-oriented behavior. These leaders value experimentation, seek new ideas, and generate and implement change.

3.   The Scandinavian researchers’ review of the original Ohio State data found development items such as “pushes new ways of doing things,” “originates new approaches to problems,” and “encourages members to start new activities.” 
4.   These items, at the time, did not explain much toward effective leadership. The Scandinavian researchers proposed that this was because developing new ideas and implementing change were not critical in those days. 

5.   The Scandinavian researchers have been conducting new studies looking to see if there is a third dimension—development orientation—that is related to leader effectiveness.

6.   The early evidence is positive. Using samples of leaders in Finland and Sweden, the researchers have found strong support for development-oriented leader behavior as a separate and independent dimension. 


	


	F.  Summary of Behavioral Theories


	

	1.   The behavioral theories have had modest success in identifying consistent relationships between leadership behavior and group performance. 

2.   However, situational factors that influence success or failure need to be explored further.
	


Instructor Note:  At this point in the lecture you may want to introduce the POINT-COUNTERPOINT—The Perils of Leadership Training found in the text and at the end of these chapter notes.  A suggestion for a class exercise follows the material.  
Instructor Note:  At this point in the lecture you may want to introduce the OB IN THE NEWS—Leadership Styles: Little Change Over Time box found in the text.  A suggestion for a class exercise follows the introduction of the material below.  
OB IN THE NEWS—Leadership Styles: Little Change over Time
A consensus-building style among managers still has a way to go. That was the conclusion from a national 15-year study that assessed the leadership style of 41,000 middle- and upper-level managers. 

The results showed that managers are only slightly more likely to be inclusive in decisions made in 1999 than they were in 1985. Specifically, 35 percent of managers in 1985 preferred an autocratic style versus 31 percent of managers surveyed in 1999. For situations in which consensus was more appropriate, 21 percent of managers in 1985 selected the most inclusive style versus 24 percent in 1999. When faced with a vague problem, more than 30 percent of the contemporary managers tended to select a leadership style that did not allow for clarifying input from others. 

This evidence suggests that, in spite of all the attention that consultants, academics, and the media have given to the new workplace and the changing role of manager from boss to coach or advisor, it appears that many managers continue to rely on an autocratic style of leadership.

Source: “The Tyranny of Managers,” Training, January 2002, p. 19.
Class Exercise:

1.   Break students into teams.  Provide the students with materials to build a small structure.  Building sets, blocks, paper cups and sticks are just a few ideas, but every group must have the same materials.  The task will be to build the tallest free-standing structure with the materials provided in the time permitted.  Ten minutes should be the maximum amount of time allowed.  Give a two minute warning as time wraps up.  

2.   Select a “leader/manager.”  The manager is responsible for bringing the group to goal, which is to create a structure.  Explain that everyone, except the manager, will get “paid” (for example, a piece of candy).  However, the manager will get twice (two pieces of candy) what the group members do if they get to goal or nothing if they do not.  The winning group (the group with the tallest structure) will also receive a bonus (for example, two pieces of candy).  The winning manager will also receive a bonus of twice the amount (for example, four pieces of candy).

3.   Once time has elapsed, select a winner and reward the team members and managers who got their teams to goal.  Award the bonuses to the winning team.  (If no team can complete the task you must decide whether or not to allow more time or to repeat the exercise.)

1. Debrief with the students asking them to described what happened.  Did the manager’s attitude change as time drew near?  What worked and what did not?  What could have helped them to be more successful in completing the task?  What was a barrier?  Were they satisfied with the result?  Would they work for this manager again?  Ask the manager how it felt to have the pressure on him or her to perform knowing a bonus was at stake.  Did it seem “fair” to be singled out?  What would he or she do differently if the exercise were repeated?

1. This exercise is usually fun and creates a lot of noisy activity among the students.  However, as time draws to a close, the “managers” often get more autocratic in their decision making as they try to complete the task. Monitor that students are respectful of one another in their remarks.

Contingency Theories

	A. Fiedler Model


	Notes:

	1.   The first comprehensive contingency model for leadership was developed by Fred Fiedler who proposed that effective group performance depends upon the proper match between the leader’s style and the degree to which the situation gives control to the leader.

2.   Identifying leadership style:

· Fiedler believed that a key factor in leadership success is the individual’s basic leadership style. He created the least preferred coworker (LPC) questionnaire for this purpose. 

a.   It purports to measure whether a person is task- or relationship-oriented. 

b.   The questionnaire contains 16 contrasting adjectives (such as pleasant-unpleasant, efficient-inefficient, open-guarded, supportive-hostile). 

c.   It asks respondents to describe the one person they least enjoyed working with by rating him or her on a scale of one-to-eight for each of the 16 sets of contrasting adjectives. 

d.   Fiedler believes that based on the respondents’ answers to this questionnaire, he can determine their basic leadership style. 

e.   If the least preferred coworker is described in relatively positive terms (a high LPC score), the respondent is primarily interested in good personal relations with this coworker.

f.    If the least preferred coworker is seen in relatively unfavorable terms (a low LPC score), the respondent is primarily interested in productivity and thus would be labeled task-oriented. 

g. About 16 percent of respondents cannot be classified as either.

· Fiedler assumes that an individual’s leadership style is fixed.

3.   Defining the situation:

· After assessing leadership style, it is necessary to match the leader with the situation. Fiedler has identified three contingency dimensions:

a.   Leader-member relations—The degree of confidence, trust, and respect members have in their leader

b.   Task structure—The degree to which the job assignments are procedural.

c.   Position power—The degree of influence a leader has over power variables such as hiring, firing, discipline, promotions, and salary increases

· The next step is to evaluate the situation in terms of these three contingency variables. 

a.   Leader-member relations are either good or poor.

b.   Task structure is either high or low.

c. Position power is either strong or weak.

· Fiedler states the better the leader-member relations, the more highly structured the job, and the stronger the position power, the more control the leader has. 

· Altogether, by mixing the three contingency variables, there are potentially eight different situations or categories in which leaders could find themselves.
	


	A.  Fiedler Model (cont.)


	Notes:

	4.   Matching leaders and situations:

· The Fiedler model proposes matching them up to achieve maximum leadership effectiveness. 

· Fiedler concluded that task-oriented leaders tend to perform better in situations that were very favorable to them and in situations that were very unfavorable. (See Exhibit 11-2).
a.   Fiedler would predict that when faced with a category I, II, Ill, VII, or VIII situation, task- oriented leaders perform better. 

b.   Relationship-oriented leaders, however, perform better in moderately favorable situations—categories IV through VI. 

· Fiedler has condensed these eight situations to three. Task-oriented leaders perform best in situations of high and low control, while relationship-oriented leaders perform best in moderate control situations.

· Given Fiedler’s findings, you would seek to match leaders and situations. Because Fiedler views an individual’s leadership style as being fixed, there are only two ways to improve leader effectiveness.

a. First, you can change the leader to fit the situation.

b. The second alternative would be to change the situation to fit the leader.

5.   Evaluation:

· There is considerable evidence to support at least substantial parts of the model. If predictions from the model use only three categories rather than the original eight, there is ample evidence to support Fiedler’s conclusions.

· There are problems and the practical use of the model that need to be addressed.  The logic underlying the LPC is not well understood and studies have shown that respondents’ LPC scores are not stable.

· Also, the contingency variables are complex and difficult for practitioners to assess. 

6.   Cognitive resource theory:

· Fiedler and an associate, Joe Garcia, re-conceptualized the original theory focusing on the role of stress as a form of situational unfavorableness and how a leader’s intelligence and experience influence his/her reaction to stress. The re-conceptualization is Cognitive Resource Theory.

· The essence of the new theory is that stress is the enemy of rationality. It is difficult for leaders to think logically and analytically when they are under stress. 

· The importance of a leader’s intelligence and experience to his/her effectiveness differs under low- and high-stress situations. Intelligence and experience interfere with each other. Three conclusions:

a.   Directive behavior results in good performance only if linked with high intelligence in supportive, low-stress situations.

b.   In high stress situations, there is a positive relationship between job experience and performance.

c.   The intellectual abilities of leaders correlate with group performance in situations that the leader perceives as low in stress. 

· Cognitive resource theory is developing a solid body of research support.
	


Instructor Note:  At this point in the lecture you may want to introduce the MYTH OR SCIENCE—“It’s Experience That Counts!” box found in the text and below.  A suggestion for a class exercise follows the introduction of the material.
MYTH OR SCIENCE—“It’s Experience That Counts!”
The belief in the value of experience as a predictor of leadership effectiveness is very strong and widespread. Unfortunately, experience alone is generally a poor predictor of leadership.
Organizations carefully screen outside candidates for senior management positions on the basis of their experience. Similarly, organizations usually require several years of experience at one managerial level before a person can be considered for promotions. For that matter, have you ever filled out an employment application that did not ask about previous experience or job history? Clearly, management believes that experience counts, but the evidence does not support this view. Studies of military officers, research and development teams, shop supervisors, post office administrators, and school principals tell us that experienced managers tend to be no more effective than the managers with little experience. 

One flaw in the “experience counts” logic is the assumption that length of time on a job is actually a measure of experience. This says nothing about the quality of experience. The fact that one person has 20 years’ experience while another has two years’ does not necessarily mean that the former has had 10 times as many meaningful experiences. Too often, 20 years of experience is nothing more than one year of experience repeated 20 times! In even the most complex jobs, real learning typically ends after about two years. By then, almost all new and unique situations have been experienced.  One problem with trying to link experience with leadership effectiveness is not paying attention to the quality and diversity of the experience. 

A second problem is that there is variability between situations that influence the transferability or relevance of experience. Situations in which experience is obtained is rarely comparable to new situations. Jobs differ, support resources differ, organizational cultures differ, follower characteristics differ, and so on. So another reason that leadership experience is not strongly related to leadership performance is undoubtedly due to variability of situations.

Class Exercise:

1.   Give each student several sheets of “post it notes” or 3 x 5 cards.  Ask each student to write an idea of how he or she is developing leadership experience, or can develop, leadership experience while still in school.  Each student should try to come up with two-to-three ideas.

2.   When the students have finished, collect the cards and begin by reading an idea and then grouping them on the board under a like category—ask students for help with the categorizations. For example, service organizations, clubs, church, etc.  The categories should become apparent as ideas are read.  

3.   Discussion:  Ask how these skills will transfer to being a manager or other positions of responsibility in the future.  How might they explain this experience in a job interview?  Do they think this experience will help them when looking for a professional position in the future?  Why? What have they learned about leadership?  What style of leadership do they use?  Are some categories more likely to provide leadership skills than others—and if so, do they plan to spend time developing skills in those activities?  Which leadership theory seems to make the most “sense” based on their personal experiences and why?  Have they experienced stress when participating in a leadership activity and how did it affect their experience?  And finally, what have they learned about being a follower?

	B. Hersey and Blanchard’s Situational Theory


	Notes:

	1.   Paul Hersey and Ken Blanchard developed a leadership model that has gained a strong following among management development specialists. This model—Situational Leadership Theory (SLT)—has been incorporated into leadership training programs at over 400 of the Fortune 500 companies, and over one million managers a year from a wide variety of organizations are being taught its basic elements.

2.   Situational leadership is a contingency theory that focuses on the followers. 

· Successful leadership is achieved by selecting the right leadership style, which is contingent on the level of the followers’ readiness. The term readiness refers to “the extent to which people have the ability and willingness to accomplish a specific task.”

· The emphasis on the followers in leadership effectiveness reflects the reality that it is the followers who accept or reject the leader. 

a.   SLT views the leader-follower relationship as analogous to that between a parent and child. 

b.   Just as a parent needs to relinquish control as a child becomes more mature and responsible, so too should leaders.

3.   Hersey and Blanchard identify four specific leader behaviors—from highly directive to highly laissez-faire. The most effective behavior depends on a followers’ ability and motivation. 

4.   SLT has an intuitive appeal. Yet, research efforts to test and support the theory have generally been disappointing.


	


	C.  Leader-Member Exchange Theory


	

	a.   The leader-member exchange (LMX) theory argues that because of time pressures, leaders establish a special relationship with a small group of their followers. 

b.   These individuals make up the in-group—they are trusted, get a disproportionate amount of the leader’s attention, and are more likely to receive special privileges. 

c.   The theory proposes that early in the history of the interaction between a leader and a given follower, the leader implicitly categorizes the follower as an “in” or an “out” and that relationship is relatively stable over time.

· How the leader chooses who falls into each category is unclear. (See Exhibit 11-3).

· The leader does the choosing on the basis of the follower’s characteristics.

· The theory and research surrounding it provide substantive evidence that leaders do differentiate among followers and that these disparities are far from random.


	


	E. Path-Goal Theory


	Notes:

	1.   One of the most respected approaches to leadership is the path-goal theory developed by Robert House.

2.   It is a contingency model of leadership which extracts key elements from the Ohio State leadership research on initiating structure and consideration and the expectancy theory of motivation.

3.   It is the leader’s job to assist followers in attaining their goals and to provide the necessary direction and/or support to ensure that their goals are compatible with the overall objectives of the firm. 

4.   The term path-goal is derived from the belief that effective leaders clarify the path to help their followers achieve their work goals.

5.   House identified four leadership behaviors:

· The directive leader lets followers know what is expected of them, etc.

· The supportive leader is friendly and shows concern for the needs of followers. 

· The participative leader consults with followers and uses their suggestions before making a decision. 

· The achievement-oriented leader sets challenging goals and expects followers to perform at their highest level. 

6.   In contrast to Fiedler, House assumes leaders are flexible and can display any of these behaviors. (See Exhibit 11-4).
7.   Two classes of situational or contingency variables moderate the leadership behavior:

· Environmental or outcome relationship. These factors determine the type of leader behavior required as a complement if follower outcomes are to be maximized.

· Personal characteristics of the employee. These determine how the environment and leader behavior are interpreted. 

a.   Directive leadership leads to greater satisfaction when tasks are ambiguous or stressful than when they are highly structured and well laid out.

b.   Supportive leadership results in high employee performance and satisfaction when employees are performing structured tasks. 

c.   Directive leadership is likely to be perceived as redundant among employees with high perceived ability or with considerable experience. 

d.   Employees with an internal locus of control will be more satisfied with a participative style.

d. Achievement-oriented leadership will increase employees’ expectancies that effort will lead to high performance when tasks are ambiguously structured.

8.   Research evidence generally supports the logic underlying the path-goal theory.


	


Instructor Note:  At this point in the lecture you may want to introduce the TEAM EXERCISE—Debate: Do Leaders Really Matter? found in the text and at the end of these chapter notes.  
	F. Leader-Participation Model


	Notes:

	1.   In 1973, Victor Vroom and Phillip Yetton developed a leader-participation model.  Recognizing that task structures have varying demands for routine and non-routine activities, these researchers argued that leader behavior must adjust to reflect the task structure. 

2.   The model was normative—it provided a sequential set of rules that should be followed in determining the form and amount of participation in decision making, as determined by different types of situations. 

3.   The model was a decision tree incorporating seven contingencies and five leadership styles.

4.   More recent work by Vroom and Arthur Jago revised this model.

· Retaining the same five alternative leadership styles but adds a set of problem types and expands the contingency variables to twelve

· The twelve contingency variables are listed in Exhibit 11-5.

5. Research testing both the original and revised leader-participation models has been encouraging.

· Criticism has focused on variables that have been omitted and on the model’s overall complexity.

· Other contingency theories demonstrate that stress, intelligence, and experience are important situational variables. 

· The model is far too complicated for the typical manager to use on a regular basis.

6.   Vroom and his associates have provided us with some specific, empirically-supported contingency variables that you should consider when choosing your leadership style.


	


Instructor Note:  At this point in the lecture you may want to introduce the CASE INCIDENT—Can a Leader’s Means Justify the Ends? found in the text and at the end of these chapter notes.  A suggestion for a class exercise follows the materials
QUESTIONS FOR REVIEW

1.   Trace the development of leadership research.

Answer – Leadership research began with trait research and goes back to the 1930s. Research efforts at isolating leadership traits resulted in a number of dead ends. A review of 20 different studies identified nearly 80 leadership traits, but only five of these traits were common to four or more of the investigations. The cumulative findings from a half of a century of research showed that some traits increase the likelihood of success as a leader, but none guarantee success. 

Leadership research from the late 1940s through the mid-1960s emphasized the preferred behavioral styles that leaders demonstrated. Researchers began to wonder if there was something unique in the way that effective leaders behave. Behavioral studies suggest that we could train people to be leaders. 

The most comprehensive and replicated of the behavioral theories resulted from research that began at Ohio State University in the late 1940s. University of Michigan leadership studies were undertaken at the same time as those being done at Ohio State, with similar research objectives.

2.   Describe the strengths and weaknesses in the trait approach to leadership.

Answer – The trait approach has at least four limitations. First, there are no universal traits that predict in all situations. Second, traits predict behavior more in “weak” situations than in “strong” situations. Third, the evidence is unclear in separating cause from effect. Finally, traits do a better job at predicting the appearance of leadership than in actually distinguishing between effective and ineffective leaders. These limitations have led researchers to look in other directions. 

3.   What is initiating structure? Consideration?

Answer – Initiating structure refers to “the extent to which a leader is likely to define and structure his/her role and those of employees in the search for goal attainment.” It includes attempts to organize work, work relationships and goals.  Consideration is described as “the extent to which a person is likely to have job relationships that are characterized by mutual trust, respect for employees’ ideas, and regard for their feelings.” Leaders high in initiating structure and consideration tended to achieve high employee performance and satisfaction. 

4.   What is the managerial grid? Contrast its approach to leadership with the approaches of the Ohio State and Michigan groups.

Answer – Blake and Mouton proposed a managerial grid based on the styles of “concern for people” and “concern for production,” which essentially represent the Ohio State dimensions of consideration and initiating structure or the Michigan dimensions of employee-oriented and production-oriented. The grid has nine possible positions along each axis, creating 81 different positions. See Exhibit 11-1. The grid shows the dominating factors in a leader’s thinking in regard to getting results. 

Ohio State researchers sought to identify independent dimensions of leader behavior. They narrowed over a thousand dimensions into two categories—initiating structure and consideration. 

University of Michigan leadership studies were undertaken at the same time as those being done at Ohio State, with similar research objectives. They discovered two dimensions of leadership behavior—employee-oriented and production-oriented. Employee-oriented leaders emphasized interpersonal relations; they took a personal interest in the needs of their employees and accepted individual differences among members. The production-oriented leaders tended to emphasize the technical or task aspects of the job; group members were a means to that end.

5.   What was the contribution of the Scandinavian studies to the behavioral theories? 

Answer – Researchers in Finland and Sweden have been reassessing the two-dimension model. Their basic premise is that effective leaders would exhibit development-oriented behavior. These leaders value 

experimentation, seek new ideas, and generate and implement change. The Scandinavian researchers’ review of the original Ohio State data found development items such as “pushes new ways of doing things,” “originates new approaches to problems,” and “encourages members to start new activities.” Yet these items did not explain much toward effective leadership. 

The Scandinavian researchers proposed that this was because developing new ideas and implementing change were not critical in those days. The Scandinavian researchers have been conducting new studies looking to see if there is a third dimension—development orientation—that is related to leader effectiveness. The early evidence is positive. Using samples of leaders in Finland and Sweden, the researchers have found strong support for development-oriented leader behavior as a separate and independent dimension. Previous behavioral approaches that focused in on only two behaviors may not appropriately capture leadership in the 1990s.

6.   What are Fiedler’s three contingency variables?
Answer – After assessing leadership style, it is necessary to match the leader with the situation. Fiedler identified three contingency variables to match the leader with the situation:

· Leader-member relations—The degree of confidence, trust, and respect members have in their leader

· Task structure—The degree to which the job assignments are procedural.

· Position power—The degree of influence a leader has over power variables such as hiring, firing, discipline, promotions, and salary increases.

7.   What contribution does cognitive resource theory make to leadership?
Answer – Fiedler and Garcia reconceptualized the contingency model including the element of stress as a variable.  The essence of the new theory is that stress is the enemy of rationality. It is difficult for leaders to think logically and analytically when they are under stress. The importance of a leader’s intelligence and experience to his/her effectiveness differs under low- and high-stress situations. Intelligence and experience interfere with each other. Three conclusions:

· Directive behavior results in good performance only if linked with high intelligence in supportive, low-stress situations.

· In high stress situations, there is a positive relationship between job experience and performance.

· The intellectual abilities of leaders correlate with group performance in situations that the leader perceives as low in stress. 

8.   What are its implications for leadership practice?

Answer – The leader-member exchange (LMX) theory argues that because of time pressures, leaders establish a special relationship with a small group of their followers. These individuals make up the in-group—they are trusted, get a disproportionate amount of the leader’s attention, and are more likely to receive special privileges. The theory proposes that early in the history of the interaction between a leader and a given follower, the leader implicitly categorizes the follower as an “in” or an “out” and that relationship is relatively stable over time. How the leader chooses who falls into each category is unclear. See Exhibit 11-3. The leader does the choosing on the basis of the follower’s characteristics. Research to test LMX theory has been generally supportive. The theory and research surrounding it provide substantive evidence that leaders do differentiate among followers and that these disparities are far from random.

9.   What are the contingency variables in path-goal theory?

Answer – The contingency variables in path-goal theory are extracted from the key elements of initiating structure and consideration from the Ohio State studies and the expectancy theory of motivation.  It says that the leader’s job is to help followers in attaining their goals and to provide the necessary direction and support to ensure their goals are compatible with the overall objectives of the organization.

10. What are the implications if leaders are inflexible in adjusting their style?

Answer – Leaders will be ineffective.  Directive leadership styles are redundant when employees have high ability and considerable experience.  It is also ineffective when tasks are highly structured and well laid out.  Employees in these situations prefer supportive leadership.  Conversely, supportive leadership is less effective when tasks are ambiguous which would render a leader ineffective using that style.

QUESTIONS FOR CRITICAL THINKING

1.   Review trait theories in the context of the “nature vs. nurture” debate.

Answer – Proponents of trait theories believe that a leader is “born.”  They often describe leaders in terms of their personal characteristics, such as “charismatic” and “driven.”  Behaviorists believe leadership can be taught, or nurtured, by providing the necessary skills to an individual to be an effective leader.

2.   If you were a manager, how would you assess a situation in terms of Fiedler’s three contingency variables?

Answer – While each situation would no doubt require a different outcome, one should begin by analyzing the situation as to each variable. Are leader-member relations good or poor?  If poor, work would need to be done to repair those relationships.  For example, are these highly skilled people who have been subjected to a highly directive leadership style?  It would be best to adjust that style to one that is more participative in nature.  Second, task structure should be analyzed.  Is there a great deal of flexibility in how the work is performed?  Third, how much power does the leader have in hiring, firing and discipline?  If the leader has little power, he or she will need to rely on a more participative style and use personal characteristics to influence others.  Even with high position power, depending on the analysis of the other variables, a more participative leadership style would be in order.

3.   Develop an example where you operationalize the Fiedler model.

Answer – Have students consider a class project, or team project situation where there is a need to balance getting something done (task) and develop social relations (relationship). Their operationalization ideas will vary but should include the following elements:

· Three contingency dimensions

a.   Leader-member relations—The degree of confidence, trust, and respect members have in their leader

b.   Task structure—The degree to which the job assignments are procedural.

c.   Position power—The degree of influence a leader has over power variables such as hiring, firing, discipline, promotions, and salary increases

· Three contingency variables

a.   Leader-member relations are either good or poor.

b.   Task structure is either high or low.

c. Position power is either strong or weak.

· Matching leaders and situations (See Exhibit 11-2.)

4.   Develop an example where you operationalize path-goal theory.
Answer – Students might consider a tutoring or coaching situation where one student is helping another set and achieve specific quantified goals. They would need to identify which of the four leadership behaviors is most effective.

· Directive leadership leads to greater satisfaction when tasks are ambiguous or stressful than when they are highly structured and well laid out. 

· Supportive leadership results in high employee performance and satisfaction when employees are performing structured tasks. 

· The participative leader consults with followers and uses their suggestions before making a decision. Employees with an internal locus of control will be more satisfied with a participative style.

· Achievement-oriented leadership will increase employees’ expectancies that effort will lead to high performance when tasks are ambiguously structured.

5.   Develop an example where you operationalize SLT.
Answer – Since the best documented studies have isolated five such characteristics—they have a vision, are willing to take risks to achieve that vision, are sensitive to both environmental constraints and follower needs, and exhibit behaviors that are out of the ordinary—the activities should provide an opportunity to develop and display these characteristics. See Exhibit 11-7.

Most experts believe that individuals can be trained to exhibit charismatic behaviors. The text offers a three-step process. Activities that allow a person to develop these would help the student be more charismatic.

· First, an individual needs to develop the aura of charisma by maintaining an optimistic view.

· Second, an individual draws others in by creating a bond that inspires others to follow. 

· Third, the individual brings out the potential in followers by tapping into their emotions. 

POINT-COUNTERPOINT – The Perils of Leadership Training
POINT

Organizations spend billions of dollars on leadership training every year. We propose that much of this effort to train leaders is probably a waste of money. Our position is based on two very basic assumptions that underlie leadership training.

The first assumption is that we know what leadership is. We do not. Experts cannot agree if it is a trait, a characteristic, a behavior, a role, a style, or an ability. The second basic assumption is that we can train people to lead. We do seem to be able to teach individuals about leadership. Unfortunately, findings indicate we are not so good at teaching people to lead, because some people may not have the right personality traits, there is no evidence that individuals can substantially alter their basic leadership style, and the complexity of leadership theories makes it nearly impossible for any normal human being to assimilate all the variables and be capable of enacting the right behaviors in every situation.

The second basic assumption is that we can train people to lead. The evidence here is not very encouraging. We do seem to be able to teach individuals about leadership. Unfortunately, findings indicate we are not so good at teaching people to lead. There are several possible explanations. To the degree that personality is a critical element in leadership effectiveness, some people may not have been born with the right personality traits. A second explanation is that there is no evidence that individuals can substantially alter their basic leadership style. A third possibility is that, even if certain theories could actually guide individuals in leadership situations and even if individuals could alter their style, the complexity of those theories make it nearly impossible for any normal human being to assimilate all the variables and be capable of enacting the right behaviors in every situation.

COUNTER POINT

Leadership training exists, and is a multi-billion dollar industry, because it works. Decision makers are, for the most part, rational. Would a company like General Electric spend literally tens-of-millions of dollars each year on leadership training if it did not expect a handsome return? We don’t think so! And the ability to lead successfully is why corporations like Disney willingly pay Michael Eisner $100 million a year or more. By his ability to lead, Eisner has increased the value of Disney stock 30-fold. 

While there are certainly disagreements over the exact definition of leadership, most academics and business people agree that leadership is an influence process whereby an individual, by his or her actions, facilitates the movement of a group of people toward the achievement of a common goal. 

Do leaders affect organizational outcomes? Of course they do. Successful leaders anticipate change, vigorously exploit opportunities, motivate their followers to higher levels of productivity, correct poor performance, and lead the organization toward its objectives. A review of the leadership literature, in fact, led two academics to conclude that the research shows “a consistent effect for leadership explaining 20 to 45 percent of the variance on relevant organizational outcomes.” 

What about the effectiveness of leadership programs? They vary, and well they should since the programs themselves are so diverse. Moreover, people learn in different ways. Since some leadership programs are better than others and because some people participate in programs that are poorly matched to their needs and learning style, we should expect leadership-training effectiveness to have a spotty record. Decision makers need to be careful in choosing leadership-training experiences for their managers, but they should not conclude that all leadership training is a waste of money.

See R. A. Barker, “How Can We Train Leaders If We Do Not Know What Leadership Is?” Human Relations, April 1997, pp. 343–62. 

N. Nicholson, Executive Instinct (New York: Crown, 2001). 
R. J. House and R. N. Aditya, “The Social Scientific Study of Leadership: Quo Vadis?” Journal of Management, vol. 23, no. 3, 1997, pp. 460–61.

D.V. Day and R.G. Lord, “Executive Leadership and Organizational Performance: Suggestions for a New Theory and Methodology,” Journal of Management, Fall 1988, pp. 453–464.]

Class Exercise: 

1.   Rent a video tape of one of the following movies:

· Lawrence of Arabia

· Hoosiers

· 12 O’Clock High

· 9 to 5

· The Memphis Belle

· Saving Private Ryan

2.   Preview the video and note points where the leadership abilities of the individual are demonstrated.

· Lawrence of Arabia—About 30 minutes into the film, Lawrence convinces the Arabs to cross the desert. Start with his discussion of the idea, and go all the way up to the attack on the coastal city.

· Hoosiers—Show the clip where the coach explains his coaching style to the team, and then go to the end of the movie, when, in the last minute of play during the championship game, the team leader asserts himself.

· 12 O’clock High—use the clip where General Savage takes over command from chewing out the clerk through his meeting with each member of his new staff.  It ends when he asks his adjutant for advice and is rejected.

· 9 to 5—Show the clip where Violet leads the other women into the scheme of tying up the boss in his own home. Then show the closing scenes of the film, when she is leading the owner of the company through the firm showing him all the changes that have been made.

· The Memphis Belle—Begin with the plane in flight on its last mission. For the sake of time, stop when the plane finally drops its bombs. This film is especially useful to generate discussion about others beside the formal leader demonstrating leadership.

· Saving Private Ryan—Begin with the patrol searching for Ryan and coming upon the German machine gun nest. Stop after they decide to let the German go.  This is an excellent clip for showing leadership with followers also having power (guns) and of followers leading the leader (the soldier who intervenes in the killing of the captive.)

3.   Ask students to note leadership dimensions, elements, or behaviors as they watch the selected clip.

4.   Record on the board those elements the students noted.

5.   Lead a discussion as to whether those are traits, behaviors, etc., and whether or not someone could be trained to duplicate them.

6.   Does this lead them to agree more with the POINT or COUNTER POINT position?

TEAM EXERCISE – Debate:  Do Leaders Really Matter?
Break the class into groups of two. One group member will argue, “Leaders are the primary determinant of an organization’s success or failure.” The other group member will argue, “Leaders do not really matter because most of the things that affect an organization’s success or failure are outside a leader’s control.” Take 10 minutes to develop your arguments; then you have 10 minutes to conduct your debate. 

After the debates, form into teams of six. Three from each of these groups should have taken the “pro” argument on leadership and three should have taken the “con” side. The teams have 15 minutes to reconcile their arguments and to develop a unified position. When the 15 minutes are up, each team should be prepared to make a brief presentation to the class, summarizing their unified position.
CASE INCIDENT – Can a Leader’s Means Justify the Ends?

By any objective measure, Jack Welch’s 20-year reign as CEO of General Electric would have to be called an overwhelming success. When Welch took over the head job at GE, the company had a market value of $13 billion. When he retired in 2001, the company was worth $400 billion. Its profits in 2000 of $12.7 billion were more than eight times the $1.5 billion it earned in 1980.  Welch’s performance paid off for stockholders. Including dividends, the value of GE shares rose an average of 21.3 percent a year since he took over. This is compared with about 14.3 percent for the S&P 500 during the same period. 

How did Welch achieve such success? On a strategic level, he redefined GE’s objectives for every business in which it operated. He said GE would either be No. 1 or No. 2 in all businesses or get out of them. He dropped those with low growth prospects, like small appliances and TVs, while expanding fast-growth businesses 

such as financial services and broadcasting. During his tenure as CEO, Welch oversaw 933 acquisitions and the sale of 408 businesses. He was obsessed with improving efficiency, cutting costs, and improving performance. To achieve these ends, Welch completely remolded GE in his style—impatient, aggressive, and competitive. 

In the 1980s, as Welch began his remaking of GE, he picked up the nickname of “Neutron Jack.” A play off of the neutron bomb, which kills people but leaves buildings standing.  Welch cut more than 100,000 jobs—a fourth of GE’s workforce—through mass layoffs, divestitures, forced retirements, and relocating U.S. jobs to overseas locations with cheaper labor. He pressured his managers and the employees who remained to drive themselves to meet ever-more-demanding efficiency standards.  He was blatantly impatient when things did not move very rapidly. For instance, a former technical worker at a GE plant that makes industrial drives says his unit set aggressive goals every year. “We would meet and beat those goals, but it was never good enough. It was always, ‘We could have done more.’ We felt the philosophy at General Electric was that they could replace us in a heartbeat.” To reinforce the competitive environment, Welch established a comprehensive performance evaluation and ranking system for managers. Outstanding managers were highly rewarded while those at the bottom of the annual rankings were routinely fired. 

Welch’s demanding goals and penchant for closing down poor-performing units upended the lives of thousands of employees and severely strained the bonds between the company and many of the communities in which it operated. There were also a number of scandals that surfaced under Welch’s watch at GE. These ranged from the company’s 1985 admission that it had submitted time cards for too much overtime on government contracts to the 1994 bond-trading scandal at its former Kidder Peabody & Co. investment-banking unit. 

Welch’s style was a blend of restlessness, bluntness, sarcasm, emotional volatility, and teasing humor. As one former GE vice chairman said about Welch, “even when he has fun, he’s driving himself. He won’t give up till he has won, whatever he does.” Welch regularly put in days of 12 hours or more but he expected the same kind of dedication from his employees. When he got angry, he could lash out with personal attacks that sometimes left shamed managers hurt and speechless.

Questions

1. Describe Welch’s leadership style using (a) the Ohio State dimensions, (b) the managerial grid, and (c) LMX theory.

2. Assess Welch’s leadership effectiveness as assessed by (a) stockholders, (b) GE managers, (c) GE employees, and (d) communities where GE operations are located.

3. Would you describe Jack Welch as a successful leader at GE? Explain.

4. How would you rate the ethics of Welch’s leadership?

5. Would you have wanted to work for Jack Welch? Why or why not?

Answer — Student’s responses to the above questions will vary depending on their values and experience (except for question 1).  Welch’s leadership style is highly directive.  Leadership effectiveness was generally judged as effective by stockholders, and less so as one goes down the list.  A community like Erie, PA, for example, has been devastated by the loss of jobs from one of its major employers, GE. The loss of jobs as a measure of effectiveness would find Welch ineffective as a leader.  Welch’s behavior was, at times, terrible—but not necessarily unethical.  As for working for Welch—student’s will no doubt discuss the employees’ dilemmas of lack of opportunities, unwillingness to relocate, too close to retirement to leave, etc. and reasons for staying.  Some may like Welch’s style of being a hard driving businessman who turned companies around and want to learn what they can from him.

Based on M. Murray, “Why Jack Welch’s Brand of Leadership Matters,” Wall Street Journal, September 5, 2001, p. B1.
	Exploring OB Topics on the World Wide Web



Search Engines are our navigational tool to explore the WWW.  Some commonly used search engines are:

www.goto.com                                  www.google.com 

www.excite.com                                www.lycos.com 

www.hotbot.com                               www.looksmart.com 

1. Learn about your personal leadership characteristics by taking the following assessment instrument at  http://www.nwlink.com/~donclark/leader/survlead.html .  The survey is designed to provide you with feedback about your level of preference or comfort with leadership characteristics and skills.  Note what your strengths are and areas for development.  
2. Point to http://www.nwlink.com/~donclark/leader/leader.html . This site provides free access to extensive materials on group leadership. Once at the site, scroll down through the topics and choose one that interests you.  Write a two page paper on the topic (feel free to do additional searches if you need more information).  Bring the paper to class for your instructor.

3. Find five companies whose CEOs have left (for reasons other than normal retirement) in the past 12 months. Assess their company’s profit performance against the average for their industry group. Using terms such as “CEO” + “turnover” or “resignation” will yield a number of results, such as this article http://www.idg.net/crd_adaptec_19792.html , announcing the resignation of Grant Saviers, the CEO and chairman of Adaptec. To find the stock price performance, you can then use any of a number of online services such as www.cnnfn.com . What did this exercise tell you?  Write a short paper on what you learned.

4. If leadership is a skill that can be learned, then it presupposes that one can make mistakes.  What are mistakes that new leaders make and how to remedy them.  Go to:  

http://www.ed.gov/databases/ERIC_Digests/ed422604.html 

and read the research article discussing the mistakes of school administrators/leaders.  Write a journal entry about a mistake you have observed a leader make and how it could have been corrected.

5. Do women’s leadership styles differ from men’s?  Go to the following website to read more:  http://www.ed.gov/databases/ERIC_Digests/ed400025.html .  Do another search with “women” or “females” + “leadership.”  Write a journal entry on what you learned.

6. Leading can be a difficult task.  It is hard to know what other leaders are thinking, what is important to them, and how they do it day in and day out.  Visit the U.S. Coast Guard’s website and read how leaders do their job everyday from their own essays.  Point to:   

http://www.uscg.mil/hq/g-w/g-wt/g-wtl/essays/index.htm 

Select two essays and print.  Apply a leadership theory to the writer’s thoughts.  Bring it to class for a group discussion.

7. Leaders face challenges everyday.  Visit http://www.css.edu/users/dswenson/web/lead9.html to learn more about the Nine Dilemmas Leaders face.  Write a short reaction paper to the article.  Have you found yourself facing one (or more) of these dilemmas in a leadership position you have held?  Do you agree with the author?  How should a manager deal with these issues?
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