Robbins:  Organizational Behavior 
Chapter Twelve

	CONTEMPORARY ISSUES IN LEADERSHIP


LEARNING OBJECTIVES

After studying this chapter, students should be able to:

1. Identify the five dimensions of trust.

2. Define the qualities of a charismatic leader.

3. Contrast transformational with transactional leadership.

4. Identify the skills that visionary leaders exhibit.

5. Explain how framing influences leadership effectiveness.

6. Identify the four roles that team leaders perform.

7. Explain the role of a mentor.

8. Describe how on-line leadership differs from face-to-face leadership.

9. Identify when leadership may not be necessary.

10. Explain how to find and create effective leaders.

CHAPTER OVERVIEW

Effective managers today must develop trusting relationships with those whom they seek to lead. Why? As organizations have become less stable and predictable, strong bonds of trust are likely to be replacing bureaucratic rules in defining expectations and relationships. Managers who are not trusted are not likely to be effective leaders. 

Organizations are increasingly searching for managers who can exhibit transformational leadership qualities. They want leaders with visions and the charisma to carry those visions out. While true leadership effectiveness may be a result of exhibiting the right behaviors at the right time, the evidence is quite strong that people have a relatively uniform perception of what a leader should look like. They attribute “leadership” to people who are smart, personable, verbally adept, and the like. To the degree that managers project these qualities, others are likely to deem them leaders. 

For managers concerned with how to fill key positions in their organization with effective leaders, we have shown that tests and interviews help to identify people with leadership qualities. In addition to focusing on leadership selection, managers should also consider investing in leadership training. Many individuals with leadership potential can enhance their skills through formal courses, workshops, rotating job responsibilities, coaching, and mentoring.
WEB EXERCISES

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 with a profile of Rudolph W. Giuliani, the former mayor of New York City.  As shock and grief gripped the nation after the September 11th terrorists attacks, Giuliani stepped up and led the city and nation through the crisis.  In the weeks that followed he provided the leadership that the public so craved.  He found the right balance between being a hardnosed administrator and a caring and emotional leader.  Time magazine named him its 2001 “Person of the Year.”

CHAPTER NOTES

Trust:  The Foundation of Leadership

A.  What is Trust?

1.   Trust is “a positive expectation that another will not—through words, actions, or

decisions—act opportunistically.”

2.   The two most important elements of our definition are that it implies familiarity and risk. 

· Positive expectation assumes knowledge and familiarity about the other party.

· Opportunistically refers to the inherent risk and vulnerability in any trusting relationship. 

3.   Trust is not taking risk per se; rather it is a willingness to take risk.

4.   What are the key dimensions that underlie the concept of trust? Recent evidence has identified five: 
a.   Integrity
b.   Competence
c.   Consistency
d.   Loyalty
e.   Openness
· Integrity refers to honesty and truthfulness. Of all five dimensions, this one seems to be most critical when someone assesses another’s trustworthiness.
· Competence encompasses an individual’s technical and interpersonal knowledge and skills. 

· Consistency relates to an individual’s reliability, predictability, and good judgment in handling situations. 
· Loyalty is the willingness to protect and save face for another person. 

· Openness. Can you rely on the person to give you the full truth?

B.  Trust and Leadership

1.   Trust is a primary attribute associated with leadership.  When trust is broken, it can have serious adverse effects on a group’s performance.

2.   It is evident that it is impossible to lead people who do not trust you. Trust and trust-worthiness modulate the leader’s access to knowledge and cooperation.
3.   When followers trust a leader, they are willing to be vulnerable to the leader’s actions, confident that their rights and interests will not be abused.

4.   Honesty consistently ranks at the top of most people’s list of characteristics they admire in their leaders. 

5.   Reengineering, downsizing, and the increased use of temporary employees have undermined a lot of employees’ trust in management. 
6.   A recent nationwide survey of US employees found that only half trusted their senior managers.


C.  Three Types of Trust

1.   There are three types of trust in organizational relationships: deterrence-based, knowledge-based, and identification-based.
2.   Deterrence-Based Trust: 
· The most fragile relationships are contained in deterrence-based trust. One violation or inconsistency can destroy the relationship.

· This form of trust is based on fear of punishment if the trust is violated. 

· Deterrence-based trust will work only to the degree that punishment is possible, consequences are clear, and the punishment is actually imposed if the trust is violated. 

· An example of deterrence-based trust is a new manager-employee relationship. As an employee, you typically trust a new boss even though there is little experience to base that trust on. The bond that creates this trust lies in the authority held by the boss and the punishment he or she can impose if you fail to fulfill your job related obligations.

3.   Knowledge-Based Trust:
· Most organizational relationships are rooted in knowledge-based trust.  It exists when you have adequate information about someone to understand them well enough to be able to accurately predict their behavior.

· Knowledge of the other party and predictability of his or her behavior replaces the contracts, penalties, and legal arrangements more typical of deterrence-based trust. 

· Predictability enhances trust—even if the other is predictably untrustworthy—because the ways that the other will violate the trust can be predicted!

· The more communication and regular interaction you have with someone else, the more this form of trust can be developed and depended upon. 

· Interestingly, at the knowledge-based level, trust is not necessarily broken by inconsistent behavior. If you believe you can adequately explain or understand another’s apparent violation, you can accept it, forgive the person, and move on in the relationship.

4.   Identification-Based Trust:
· The highest level of trust is achieved when there is an emotional connection between the parties. This is called identification-based trust.

· It allows one party to act as an agent for the other and substitute for that person in interpersonal transactions. This mutual understanding is developed to the point that each can effectively act for the other. 

· Controls are minimal at this level. You do not need to monitor the other party because there exists unquestioned loyalty.

· This is the type of trust that managers ideally seek in teams. Team members are so comfortable and trusting of each other that they can anticipate each other and freely act in each other’s absence. 

Realistically, in the current work world, most large corporations have broken the bonds of identification trust they may have built with long term employees. Broken promises have led to a breakdown in what was, at one time, a bond of unquestioned loyalty. 


Instructor Note:  At this point in the lecture you may want to introduce the TEAM EXERCISE:  Affirmation Of Trust found in the text and at the end of these chapter notes.  

	Leaders as Shapers of Meaning


	Notes:

	A.  Framing Issues


	

	1.   Leadership has increasingly become viewed as the management of meaning. Leaders define organizational reality through the articulation of a vision.

2.   It is directed predominantly toward leaders at the top of organizations and has more relevance to explaining the success and failures of chief executives than of first-line supervisors. 

3.   Framing is a way to use language to manage meaning.  It is a way for leaders to influence how events are seen and understood. 

4.   Framing is analogous to what a photographer does. When the photographer aims her camera and focuses on a specific shot, she frames her photo. Others then see what she wanted them to see. They see her point of view. 

5.   For example, lobbying groups also provide rich illustrations of the framing concept. The leadership of the National Rifle Association (NRA) has historically been very successful in limiting gun controls in the United States. They have succeeded by framing gun control as a first amendment “freedom” issue.”

6.   It is through framing that leaders determine whether people notice problems, how they understand and remember problems, and how they act upon them.

	


Instructor Note:  At this point in the lecture you may want to introduce the OB IN THE NEWS:  A President Who Has Perfected the Art of Framing found in the text and below.  A suggestion for a class exercise follows.

OB IN THE NEWS --  A President Who Has Perfected the Art of Framing

Effective politicians know how to frame issues to their advantage. George W. Bush, during his first year in the US presidency, demonstrated his skill at framing when he successfully pushed his $1.35 trillion tax cut through Congress. In his effort to get a tax cut passed, Bush rarely spoke about a tax cut. Instead, he continually spoke about “a refund for overcharged Americans.” Providing a “refund” sounds a lot better to voters than giving “a tax cut to the rich.” 

Bush has used language in other ways to shape arguments in his favor. School vouchers, for instance, have long been unpopular. In his effort to enact education reform, he never used that term. Instead he speaks about “opportunity scholarships.” How can anyone be against providing children, most from minority or low income families, with opportunities? Similarly, Bush’s effort to repeal the estate tax made progress after he began calling it a “death tax.” While the public might associate estates with the rich, who should pay taxes, a death tax sounds more egalitarian since everyone dies. 

Bush should not be criticized for his use of framing. Every US president has engaged in the practice, some more successfully than others. Ronald Reagan, for instance, reshaped opinions when he christened the MX missile the Peacekeeper at the height of the cold war. Bill Clinton reshaped the debate over trade with China when he dropped the elitist sounding term “Most-Favored Nation” trade status and replaced it with the more egalitarian “Normal Trade Relations.” (cont.)

Source: Based on “R. S. Dunham, “When Is a Tax Cut Not a Tax Cut?” BusinessWeek, March 19, 2001, pp. 38–39.

Class Exercise: (cont.)

Ask students to think of examples of “framing” either in the popular press or campus.  Are there currently debated topics they can think of that can be “reframed?”  It would be helpful to have current newspapers or magazines available for reference, or to go online and project a newspaper for all the students to read.  They may not necessarily have better “frames” than the original topic, but the idea is to get them thinking about how to think about problems in terms everyone can relate to.  An example from one campus was a vote on a student fee to tear down the current student union and replace it with a new one.  Students did not see why they should pay an extra $100 or more a year for a building they did not use anyway.  The old building was leaky, ugly, and primarily held events that were outdated in many students’ minds (for example, a Spring Formal).  When the reference to rebuilding the Student Union was dropped and reframed as the development of a “Campus Center and Concert Hall” students reacted much more favorably.

	B.  Charismatic Leadership


	Notes:

	1.   There have been a number of studies that have attempted to identify personal characteristics of the charismatic leader. The best documented has isolated five such characteristics:

a.   They have a vision.

b.   They are willing to take risks to achieve that vision.

c.   They are sensitive to both environmental constraints and follower needs.

d. They exhibit behaviors that are out of the ordinary—that differentiate charismatic leaders from non-charismatic ones.
2.   How do charismatic leaders actually influence followers? The evidence suggests a four-step process:

· The leader first articulates an appealing vision. This vision provides a sense of continuity for followers by linking the present with a better future for the organization. 

· The leader then communicates high performance expectations and expresses confidence that followers can attain.

· Next, the leader conveys through words and actions a new set of values and, by his or her behavior, sets an example for followers to imitate. 

· Finally, the charismatic leader makes self-sacrifices and engages in unconventional behavior to demonstrate courage and convictions about the vision.

3.   There is an increasing body of research that shows impressive correlations between charismatic leadership and high performance and satisfaction among followers.

4.   Are Charismatic Leaders Born or Made? 
· Most experts believe that individuals can be trained to exhibit charismatic behaviors and can thus enjoy the benefits that accrue to being labeled “a charismatic leader.”

·  One set of authors proposes that a person can learn to become charismatic by following a three-step process:


	


	B.  Charismatic Leadership (cont.)


	Notes:

	a.   First, an individual needs to develop the aura of charisma by maintaining an optimistic view; using passion as a catalyst for generating enthusiasm; and communicating with the whole body, not just with words. 

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

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

5.   This approach seems to work as evidenced by researchers who have succeeded in actually scripting undergraduate business students to “play” charismatic leaders. Moreover, followers of these leaders had higher task performance, task adjustment, and adjustment to the leader and to the group than did followers who worked under groups led by non-charismatic leaders.

6.   Charisma appears to be most appropriate when the follower’s task has an ideological component or when the environment involves a high degree of stress and uncertainty.

7.   This may explain why, when charismatic leaders surface, it’s more likely to be in politics, religion, wartime; or when a business firm is in its infancy or facing a life-threatening crisis.
	


	C.  Transformational Leadership


	

	1.   Most of the leadership theories presented in the previous chapters—for instance, the Ohio State studies, Fiedler’s model, path-goal theory, and the leader participation model—have concerned transactional leaders. 
2.   These kinds of leaders guide or motivate their followers in the direction of established goals by clarifying role and task requirements. 

3.   Transformational leaders inspire followers to transcend their own self-interests for the good of the organization.

4.   They change followers’ awareness of issues by helping them to look at old problems in new ways; and they are able to excite, arouse, and inspire followers to put out extra effort to achieve group goals.

5.   Transformational leadership is built on top of transactional leadership—it produces levels of follower effort and performance that go beyond what would occur with a transactional approach alone. 
6.   Evidence indicates that transformational leadership is more strongly correlated with lower turnover rates, higher productivity, and higher employee satisfaction.


	


Instructor Note:  At this point in the lecture you may want to introduce the POINT- COUNTER-POINT:  Leadership Is Culturally Bound found in the text and at the end of the chapter notes.  A suggestion for a class exercise follows.

D.  Visionary Leadership


Notes:

1.   Visionary leadership is “the ability to create and articulate a realistic, credible, attractive vision of the future for an organization or organizational unit, that grows out of and improves upon the present.”

2.   This vision is so energizing that it “in effect jump-starts the future by calling forth the skills, talents, and resources to make it happen.”
3.   Vision differs from other forms of direction setting in several ways: 

· “A vision has clear and compelling imagery that offers an innovative way to improve, which recognizes and draws on traditions, and connects to actions that people can take to realize change. 

· Vision taps people’s emotions and energy. Properly articulated, a vision creates the enthusiasm that people have for sporting events and other leisure-time activities, bringing this energy and commitment to the workplace.”
4.   Qualities of a Vision:
· The key properties of a vision seem to be inspirational possibilities that are value centered, realizable, with superior imagery and articulation.

· Desirable visions fit the times and circumstances and reflect the uniqueness of the organization. 

· People in the organization must also believe that the vision is attainable. It should be perceived as challenging yet do-able. 

· Visions that have clear articulation and powerful imagery are more easily grasped and accepted.

5.   Qualities of a Visionary Leader:
· Once the vision is identified, these leaders appear to have three qualities that are related to effectiveness in their visionary roles:

a.   First is the ability to explain the vision to others.

b.   Second is to be able to express the vision not just verbally but through the leader’s behavior. 

c.   The third skill is being able to extend the vision to different leadership contexts. 

[image: image1.wmf]
Emotional Intelligence and Leadership Effectiveness

4. IQ and technical skills are “threshold capabilities.” They are necessary, but not sufficient requirements for leadership. 

5. It is the possession of the five components of emotional intelligence—self-awareness, self-management, self-motivation, empathy, and social skills—that allows an individual to become a star performer. 

6. Without EI, a person can have outstanding training, a highly analytical mind, a long-term vision, and an endless supply of terrific ideas, but still not make a great leader. 

7. When star performers were compared with average ones in senior management positions, nearly 90 percent of the difference in their effectiveness was attributable to EI factors rather than basic intelligence.

Emotional Intelligence and Leadership Effectiveness (cont.)


Notes:

5.   Great leaders demonstrate their EI by exhibiting all five of its key components: 

· Self-awareness: Exhibited by self-confidence, realistic self-assessment, and a self-deprecating sense of humor 

· Self-management: Exhibited by trustworthiness and integrity, comfort with ambiguity, and openness to change

· Self-motivation: Exhibited by a strong drive to achieve, optimism, and high organizational commitment

· Empathy: Exhibited by expertise in building and retaining talent, cross-cultural sensitivity, and service to clients and customers

· Social skills: Exhibited by the ability to lead change, persuasiveness, and expertise in building and leading teams

	Contemporary Leadership Roles


	Notes:

	A.  Providing Team Leadership


	

	1.   Leadership is increasingly taking place within a team context. The role of team leader is different from the traditional leadership role performed by first-line supervisors. 

2.   Many leaders are not equipped to handle the change to teams. The challenge for most managers, then, is to learn how to become an effective team leader. 

3.   They have to learn skills such as the patience to share information, to trust others, to give up authority, and understanding when to intervene.

4.   The team leader’s job is to focus on two priorities: managing the team’s external boundary and facilitating the team process.

5.   These priorities can be broken down into four specific roles:

· First, team leaders are liaisons with external constituencies. These include upper management, other internal teams, customers, and suppliers. The leader represents the team to other constituencies, secures needed resources, clarifies others’ expectations of the team, gathers information from the outside, and shares this information with team members.

· Second, team leaders are troubleshooters. When the team has problems and asks for assistance, team leaders sit in on meetings and help try to resolve the problems.

· Third, team leaders are conflict managers. When disagreements surface, they help process the conflict. By getting team members to address questions such as these, the leader minimizes the disruptive aspects of intra-team conflicts.
· Finally, team leaders are coaches. They clarify expectations and roles, teach, offer support, cheerlead, and do whatever else is necessary to help team members improve their work performance.

	


	B.  Mentoring


	Notes:

	1.   A mentor is a senior employee who sponsors and supports a less-experienced employee (a protégé). The mentoring role includes coaching, counseling, and sponsorship.

· As a coach, mentors help to develop their protégés’ skills. 

· As counselors, mentors provide support and help bolster protégés’ self-confidence. 

· As sponsors, mentors actively intervene on behalf of their protégés, lobby to get their protégés visible assignments, and politic to get their protégés rewards such as promotions and salary increases.

2.   Some organizations have formal mentoring programs where mentors are officially assigned to new or high-potential employees, however, most organizations rely on informal mentoring—with senior managers personally selecting an employee and taking that employee on as a protégé.

3.   Why would a leader want to be a mentor? 

· The mentor-protégé relationship gives the mentor unfiltered access to the attitudes and feelings of lower-ranking employees.

· The mentor-protégé relationship is a valuable communication channel that allows mentors to have news of problems before they become common knowledge to others in upper management. 

· In addition, in terms of leader self-interest, mentoring can provide personal satisfaction to senior executives. The opportunity to share knowledge with others can be personally rewarding for the mentor. 

	


Instructor Note:  At this point in the lecture you may want to introduce the MYTH OR SCIENCE?:  “Men Make Better Leaders Than Women?” found in the text and below.  A suggestion for a class exercise follows.

MYTH OR SCIENCE?  --  “Men Make Better Leaders Than Women?”
There is no evidence to support the myth that men make better leaders than women. The similarities in leadership style between men and women tend to outweigh the differences. Any differences tend to favor women.
· Women tend to use a more democratic leadership style. 

· They encourage participation, share power and information, and attempt to enhance followers’ self-worth. 

· They prefer to lead through inclusion and rely on their charisma, expertise, contacts, and interpersonal skills.

· Men are more likely to use a directive command-and-control style. 

· They rely on the formal authority of their managerial position for their influence base.

In today’s organizations, flexibility, teamwork, trust, and information sharing are replacing rigid structures, competitive individualism, control, and secrecy. The best leaders listen, motivate, and provide support to their people. Many women seem to do those things better than men. The leadership styles women typically use can make them better at negotiating, trying hard to make the other party a winner in its own and other’s eyes.

Class Exercise:

1. Create teams of three-to-five students, mixing the gender.

2. Assign or have half of the teams select a prominent woman leader and half of the teams select a prominent man leader, preferably in business or politics. The leaders should be alive and prominent so that finding articles on them is relatively easy.

3. Student teams should extract from their research information that will allow them to write and present to the class a leadership profile on their subject.

4. Each team should offer a 10–15-minute presentation, with a one-page summary handout of the leadership characteristics they discovered, and their explanation as to the effectiveness of the individual as a leader.

5. Once all presentations are complete, lead a discussion as to whether there is a pattern of leadership behaviors and whether a gender-based pattern can also be determined.

6. The following are some suggested names, based solely on their recent prominence in the press.

Barbara Krumsiek of The Calvert Group

Sandra Day O’Connor

Hilary Clinton




Bill Clinton

George Bush




Jack Welsh of GE

Donald Trump




Jeffery Bezos of Amazon.com

Andrea Jung of Avon

	C.  Self-Leadership


	Notes:

	1.   Proponents of self-leadership say that there are a set of processes through which individuals control their own behavior. How do leaders create self-leaders? The following ideas have been suggested:
· Model self-leadership. Practice self-observation, set challenging personal goals, self-direction, and self-reinforcement. Then display these behaviors and encourage others to rehearse and then produce them.

· Encourage employees to create self-set goals. Having quantitative, specific goals is the most important part of self-leadership.

· Encourage the use of self-rewards to strengthen and increase desirable behaviors. In contrast, self-punishment should be limited only to occasions when the employee has been dishonest or destructive.

· Create positive thought patterns. Encourage employees to use mental imagery and self-talk to further stimulate self-motivation.


	


	C.  Self-Leadership (cont.)


	Notes:

	· Create a climate of self-leadership. Redesign the work to increase the natural rewards of a job and focus on these naturally rewarding features of work to increase motivation.

· Encourage self-criticism. Encourage individuals to be critical of their own performance.

2.   The importance of self-leadership has increased with the expanded popularity of teams. Empowered, self-managed teams need individuals who are self-directed. 


	


	Moral Leadership


	Notes:

	1.   Only recently have ethicists and leadership researchers begun to consider the ethical implications in leadership.

2. Ethics touches on leadership at a number of junctures. 

· Transformational leaders have been described by one authority as fostering moral virtue when they try to change the attitudes and behaviors of followers.

· Unethical leaders are more likely to use their charisma to enhance power over followers, directed toward self-serving ends. 

· The issue of abuse of power by leaders, for example, when they give themselves large salaries and bonuses while, at the same time, they seek to cut costs by laying off long-time employees 

· The topic of trust explicitly deals with honesty and integrity in leadership.

3.   Leadership effectiveness needs to address the means that a leader uses in trying to achieve goals as well as the content of those goals. Leadership is not value free.

	


	On-Line Leadership:  Some Speculative Thoughts


	Notes:

	1.   Leadership research has been directed almost exclusively to face-to-face and verbal situations. The reality is that today’s managers and their employees are increasingly being linked by networks rather than geographical proximity. 

2.   Obvious examples include managers who regularly use e-mail to communicate with their staff, managers overseeing virtual projects or teams, and managers whose telecommuting employees are linked to the office by a computer and modem.

3.   Some suggested guidelines for the on-line leader:

· In face-to-face communications, harsh words can be softened by nonverbal action such as a smile and comforting gestures. That nonverbal component does not exist with online interactions. 
· The structure of words in a digital communication also has the power to motivate or demotivate the receiver. If the message is made up of full sentences it is perceived as less threatening than just phrases.  

· A message in all caps is the equivalent of shouting. 
	


	On-Line Leadership:  Some Speculative Thoughts (cont.)


	Notes:

	4.   Leaders need to be sure the tone of their message correctly reflects the emotions they want to send. Leaders who are not comfortable with the written word tend to make their written communications much more formal than their verbal style. This creates confusion for employees and hinders the leaders’ effectiveness.

5.   Finally, online leaders must choose a style. Do they use emoticons, abbreviations, jargon, and the like? Observation suggests that some managers are having difficulty adjusting to computer-related communications. For instance, they are using the same style with their bosses that they are using with their staff, with unfortunate consequences. 

6.   They also need to develop the skills of “reading between the lines” in the messages they receive. Effective online leaders need to develop the skill of deciphering the emotional components of messages.

7.   Some managers whose face-to-face leadership skills are less than satisfactory may shine online. Their talents may lie in their writing skills and ability to read the messages behind written communiqués. 


	


	Challenges To The Leadership Construct


	Notes:

	1.   Much of an organization’s success or failure is due to factors outside the influence of leadership. In many cases, success or failure is just a matter of being in the right or wrong place at a given time. 
2.   Two perspectives that challenge the widely accepted belief in the importance of leadership:

· The first argument proposes that leadership is more about appearances than reality. You do not have to be an effective leader as long as you look like one! 

· The second argument directly attacks the notion that some leadership will always be effective regardless of the situation. This argument contends that in many situations, whatever actions leaders exhibit are irrelevant.

	

	A.  Leadership As An Attribution


	

	1.   The attribution framework has shown that people characterize leaders as having such traits as intelligence, outgoing personality, strong verbal skills, aggressiveness, understanding, and industriousness.

2.   The high-high leader (high on both task and people dimensions) has been found to be consistent with attributions of what makes a good leader.

3.   The attribution framework accounts for the conditions under which people use leadership to explain organizational outcomes. When an organization has either extremely negative or extremely positive performance, people are prone to make leadership attributions to explain the performance.

4.   This tendency helps to account for the vulnerability of CEOs when their organizations suffer a major financial setback, and the credit for extremely positive financial results—regardless of how much or how little they contributed.

5.   One finding in the attribution model of leadership literature is the perception that effective leaders are generally considered consistent or unwavering in their decisions.
	


	B.  Substitutes and Neutralizers to Leadership


	Notes:

	1.   Contrary to the arguments, leadership may not always be important. Data from numerous studies collectively demonstrate that, in many situations, whatever actions leaders exhibit are irrelevant. 

2.   Certain individual, job, and organizational variables can act as substitutes for leadership or neutralize the leader’s effect to influence his or her followers. 
3.   Neutralizers make it impossible for leader behavior to make any difference to follower outcomes. They negate the leader’s influence. 

4.   Substitutes make a leader’s influence not only impossible but also unnecessary. They act as a replacement. 

5.   For example, training can replace the need for a leader’s support or ability to create structure and reduce task ambiguity. 

6.   Organizational characteristics like explicit formalized goals, rigid rules and procedures, and cohesive work groups can also replace formal leadership.  

7.   Supporters of the leadership concept place an undue burden on this variable for explaining and predicting behavior. It is important to recognize explicitly that leadership is merely another independent variable in our overall OB model. 


	


	Finding and Creating Effective Leaders


	Notes:

	A.  Selection


	

	1.   The entire process that organizations go through to fill management positions is essentially an exercise in trying to identify individuals who will be effective leaders.

2.   Items of consideration during selection include:

· Reviewing the specific requirements for the position.  What knowledge, skills, and abilities are needed to do the job effectively?

· Analyze the situation in order to find candidates who will make a proper match.

· Testing is useful for identifying and selecting leaders. Personality tests can be used to look for traits associated with leadership—ambition and energy, desire to lead, honesty and integrity, self-confidence, intelligence, and job-relevant knowledge.

· Testing to find a leadership-candidate’s score on self-monitoring. High self-monitors are likely to outperform their low-scoring counterparts because the former is better at reading situations and adjusting his or her behavior.

· Assess candidates for emotional intelligence. High EI should have an advantage, especially in situations requiring transformational leadership.
· Interviews provide an opportunity to evaluate leadership candidates.


	


Instructor Note:  At this point in the lecture you may want to introduce the CASE INCIDENT:  CEO’s Buck the Trend found in the text and at the end of these chapter notes.  

	B.  Training


	Notes:

	1.   Billions are spent on leadership training and development every year.

2.   Here are some things management can do to get the maximum effect from their leadership-training budgets:
· People are not equally trainable. Leadership training is likely to be more successful with individuals who are high self-monitors than with low self-monitors.

· It may be optimistic to believe that we can teach “vision-creation,” but we can train people to develop “an understanding about content themes critical to effective visions.”

· We also can teach skills such as trust building, mentoring, and situational-analysis skills. 

· There is evidence suggesting that behavioral training through modeling exercises can increase an individual’s ability to exhibit charismatic leadership qualities. 

	


QUESTIONS FOR REVIEW

1.   Contrast the three types of trust.  Relate them to your experience in personal relationships.

Answer – Students’ personal experiences will vary but their discussion should recognize the following elements.

· Deterrence-based trust

The most fragile—one violation or inconsistency can destroy the relationship. Based on fear of reprisal if the trust is violated. It will work only to the degree that punishment is possible, consequences are clear, and the punishment is actually imposed if the trust is violated. 

· Knowledge-based trust

Most organizational relationships are rooted in knowledge-based trust. Relies on information rather than deterrence. Knowledge of the other party and predictability of his or her behavior replaces the contracts, penalties, and legal arrangements more typical of deterrence-based trust. Predictability enhances trust—even if the other is predictably untrustworthy. This trust is not necessarily broken by inconsistent behavior, if you believe you can adequately explain or understand another’s apparent violation.

· Identification-based trust
The highest level of trust—achieved when there is an emotional connection between the parties. It allows one party to act as an agent for the other in interpersonal transactions. Trust exists because the parties understand each other’s intentions and appreciate the other’s wants and desires. Controls are minimal at this level.
2.   What could you do if you wanted others to perceive you as a charismatic leader?

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.  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.

3.   When can charisma be a liability?

Answer – Charisma appears to be most appropriate when the follower’s task has an ideological component or when the environment involves a high degree of stress and uncertainty.  This may explain why, when charismatic leaders surface, it is more likely to be in politics, religion, wartime; or when a business firm is in its infancy or facing a life-threatening crisis.  During times of non-crisis this type of leadership is unnecessary.
4.   What are the qualities of a vision? 

Answer – The key properties of a vision seem to be inspirational possibilities that are value centered, realizable, with superior imagery and articulation. Desirable visions fit the times and circumstances and reflect the uniqueness of the organization. Additionally, people in the organization must also believe that the vision is attainable and it should be perceived as challenging yet do-able. Visions that have clear articulation and powerful imagery are more easily grasped and accepted.

5.   How does a leader increase self-leadership among his or her followers?

Answer – Proponents of self-leadership say that there are a set of processes through which individuals control their own behavior. The following ideas have been suggested:
· Model self-leadership. Practice self-observation, setting challenging personal goals, self-direction, and self-reinforcement. Then display these behaviors and encourage others to rehearse and then produce them.

· Encourage employees to create self-set goals. Having quantitative, specific goals is the most important part of self-leadership.

· Encourage the use of self-rewards to strengthen and increase desirable behaviors. In contrast, self-punishment should be limited only to occasions when the employee has been dishonest or destructive.

· Create positive thought patterns. Encourage employees to use mental imagery and self-talk to further stimulate self-motivation.

· Create a climate of self-leadership. Redesign the work to increase the natural rewards of a job and focus on these naturally rewarding features of work to increase motivation.

· Encourage self-criticism. Encourage individuals to be critical of their own performance.

6.   How does EI relate to leadership effectiveness?

Answer – IQ and technical skills are “threshold capabilities.” They are necessary, but not sufficient requirements for leadership. It is the possession of the five components of emotional intelligence—self-awareness, self-management, self-motivation, empathy, and social skills—that allows an individual to become a star performer. Without EI, a person can have outstanding training, a highly analytical mind, a long-term vision, and an endless supply of terrific ideas, but still not make a great leader. 

7.   How does one become an effective leader?

Answer – Leadership has increasingly become viewed as the management of meaning. They define organizational reality through the articulation of a vision. It is directed predominantly toward leaders at the top of organizations and has more relevance to explaining the success and failures of chief executives than of first-line supervisors. Framing is a way to use language to manage meaning.  It is a way for leaders to influence how events are seen and understood. Framing is analogous to what a photographer does. When the photographer aims her camera and focuses on a specific shot, she frames her photo. Others then see what she wanted them to see. They see her point of view. 

8.   Why would a leader want to be a mentor?

Answer – The mentor-protégé relationship gives the mentor unfiltered access to the attitudes and feelings of lower-ranking employees. It is a valuable communication channel that allows mentors to have news of problems before they become common knowledge to others in upper management. In addition, in terms of leader self-interest, mentoring can provide personal satisfaction to senior executives. The opportunity to share knowledge with others can be personally rewarding for the mentor. 
9.   How is leadership an attribution?

Answer – The attribution framework accounts for the conditions under which people use leadership to explain organizational outcomes. When an organization has either extremely negative or extremely positive performance, people are prone to make leadership attributions to explain the performance. This tendency helps to account for the vulnerability of CEOs when their organizations suffer a major financial setback, and the credit for extremely positive financial results—regardless of how much or how little they contributed.

10. Contrast substitutes and neutralizers for leadership.

Answer – Contrary to the arguments, leadership may not always be important. Data from numerous studies collectively demonstrate that, in many situations, whatever actions leaders exhibit are irrelevant.  Certain individual, job, and organizational variables can act as substitutes for leadership or neutralize the leader’s effect to influence his or her followers. Neutralizers make it impossible for leader behavior to make any difference to follower outcomes. They negate the leader’s influence. Substitutes make a leader’s influence not only impossible but also unnecessary. They act as a replacement. 

QUESTIONS FOR CRITICAL THINKING

1.   What role do you think training plays in an individual’s ability to trust others?  For instance, does the training of lawyers, accountants, law enforcement personnel, and social workers take different approaches toward trusting others?  Explain.

Answer – Students’ answers will vary on this.  Certainly, the professionals named above all have specific code of conduct as prescribed by their profession requiring that they conduct their duties to a specified standard.  This may affect how they trust others given they work with a variety of individuals with varying backgrounds, however, they are required to treat everyone with the same level of respect.  In the case of the police officer, he/she may treat the traffic law offender with respect throughout the interaction, but not necessarily trust that individual not to do him or her harm.  Their training requires that they approach the vehicle and conduct the interaction in a way that also maximizes his or her own safety.

3. How might an understanding of knowledge-based trust explain the reluctance of a person to change jobs?
Answer – Most organizational relationships are rooted in knowledge-based trust.  It exists when you have adequate information about someone to understand them well enough to be able to accurately predict their behavior.  An individual may be reluctant to change jobs because of the unknown of the new organization or new supervisor.

3.   “It’s not possible to be both a trusting boss and a politically astute leader.  One requires openness and the other requires concealment.”  Do you agree or disagree with this statement?  Explain.
Answer – Students’ answers will vary on this.  The ideas are not necessarily mutually exclusive of each other.

4.   As a new employee in an organization, why might you want to acquire a mentor?  Why might women and minorities have more difficulty in finding a mentor than white males?
Answer – A mentor is a senior employee who sponsors and supports a less-experienced employee (a protégé). The mentoring role includes coaching, counseling, and sponsorship.  The advantages include assistance as they develop skills, provide support and bolster self-confidence, and intervene on behalf of the protégés to lobby for visible assignments and rewards such as promotions and salary increases.  Mentors are typically the ones who initiate the relationship, and most often choose someone they can relate to—often younger versions of themselves.  The majority of senior executives are white males (although progress has been made) making it difficult for minorities and females to be selected as protégés.

5.   Is there an ethical problem if leaders focus more on looking like a leader than actually being one?  Discuss.

Answer – Student’s answers vary on this.  Possibly if the leader is misleading people, yet it has been argued that too much credit is given to leaders who have just been in the right place at the right time.

POINT--COUNTER POINT — Leadership Is Culturally-Bound
POINT

Leaders must adapt their style to different national cultures. What works in China, for instance, is not likely to work in Canada or France. Can you imagine, for instance, executives at a large Canadian department store chain, like The Bay, being effective by humiliating their employees? Yet that works at the Asia Department Store in central China. Executives there blatantly brag about practicing “heartless” management, requiring new employees to undergo two to four weeks of military-type training in order to increase their obedience, and conduct the store’s in-house training sessions in a public place where employees can openly suffer embarrassment from their mistakes. 

National culture affects leadership style by way of the follower. Leaders cannot choose their styles at will. They are constrained by the cultural conditions that their followers have come to expect. For instance, Korean leaders are expected to be paternalistic toward employees; Arab leaders who show kindness or generosity without being asked to do so are seen by other Arabs as weak; and Japanese leaders are expected to be humble and speak infrequently.
Consistent with the contingency approach, leaders need to adjust their style to the unique cultural aspects of a country. For example, a manipulative or autocratic style is compatible with high power distance, and we find high power distance scores in Russia, Spain, Arab, Far Eastern, and most Latin countries. Power distance rankings should also be good indicators of employee willingness to accept participative leadership. Participation is likely to be most effective in low-power distance cultures as exist in Norway, Finland, Denmark, and Sweden. 

Source:  “Military-Style Management in China,” Asia Inc., March 1995, p. 70. bR. J. House, “Leadership in the Twenty-First Century,” in A. Howard (ed.), The Changing Nature of Work (San Francisco: Jossey-Bass, 1995), pp. 442–44; and M. F. Peterson and J. G. Hunt, “International Perspectives on International Leadership,” Leadership Quarterly, Fall 1997, pp. 203–31. 

COUNTER POINT
The GLOBE research program, which we introduced in Chapter 3, has gathered data on approximately 18,000 middle managers in 825 organizations, covering 62 countries. It is the most comprehensive cross-cultural study of leadership ever undertaken, so its findings should not be quickly dismissed. It is illuminating that one of the results coming from the GLOBE program is that there are some universal aspects to leadership. Specifically, a number of the elements making up transformational leadership appear to be associated with effective leadership regardless of what country the leader is in. This conclusion is very important because it flies in the face of the contingency view that leadership style needs to adapt to cultural differences. 

What elements of transformational leadership appear universal? Vision, foresight, providing encouragement, trustworthiness, dynamism, positiveness, and proactiveness. The results led two members of the GLOBE team to conclude that “effective business leaders in any country are expected by their subordinates to provide a powerful and proactive vision to guide the company into the future, strong motivational skills to stimulate all employees to fulfill the vision, and excellent planning skills to assist in implementing the vision.”
What might explain the universal appeal of these transformational leader attributes? It has been suggested that pressures toward common technologies and management practices, as a result of global competition and multinational influences, may make some aspects of leadership universally accepted. If true, we may be able to select and train leaders in a universal style and thus significantly raise the quality of leadership worldwide.

Source: R. J. House, P. J. Hanges, S. A. Ruiz-Quintanilla, P. W. Dorfman, and Associates, “Culture Specific and Cross- Culturally Generalizable Implicit Leadership Theories: Are the Attributes of Charismatic/Transformational Leadership Universally Endorsed?” Leadership Quarterly, Summer 1999, pp. 219–56; and D. E. Carl and M. Javidan, “Universality of Charismatic Leadership: A Multi-Nation Study,” paper presented at the National Academy of Management Conference, Washington, DC, August 2001. dD. E. Carl and M. Javidan, “Universality of Charismatic Leadership,” p. 29.

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. 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.  Are there cultural implications?  (These are all American made movies.)  Do the leaders change their style based on where they find themselves?  Or the situation they are in?

7. Does this lead them to agree more with the Point or Counter Point position?

TEAM EXERCISE – Affirmation of Trust
Break into groups of 8 to 12 members each.

A.  Each group has 20 minutes to discuss the following four topics:

1.   What kind of situations cause you to be afraid?

2.   What kind of situations cause you to feel insecure?

3.   What makes you happy?

4.   What makes you cry?


B.   Each group member should remove a shoe and place it alongside the shoes of other members in a designated place, outside the group’s meeting area. Each member should identify his or her shoe by putting his or her name on a slip of paper and putting it in front of the shoe.

C.  Review the 5-item “Affirmation of Trust” listing that follows this exercise. Each member should:

1.   Write down the name of a person in your group on a slip of paper. Under his or her name, write the letters A through E in a vertical column. Next to each letter, rate your perception of that person (based on your experience in class as well as their responses to this activity) on a scale of 1 to 5 (1 being low) using the “Affirmation of Trust” listing. Sign your name to the bottom of the slip. Deposit this slip of paper in the other member’s shoe. 

2.   Repeat the above for all the other members of the group.

D.   After all members have distributed their slips, each one retrieves his or her own shoe with the slips left in. Read each of the slips directed to you by the other members of your group and record the summary results.

E.  Group members now discuss their reactions to their slips with the group. To what degree do they align with your self-perceptions? To what degree do the various statements converge and agree? What have you learned from this feedback that could help you build trust with others?

Affirmation of Trust List

1. Open

2. Speaks his or her feelings

3. Tells the truth

4. Consistent

5. Demonstrates competence

Source: Based on J. W. Pfeiffer and J. E. Jones (eds.), A Handbook of Structured Experiences for Human Relations Training, vol. VI (La Jolla, CA: University Associates, 1977), pp. 110–13. 

CASE INCIDENT—Three CEOs Buck the Trend

Noel Forgeard, Edward Zore, and Andrew Taylor were bucking the trend during the 2001 recession. While their counterparts were aggressively laying off workers, these CEOs were holding the line against layoffs. 

Noel Forgeard is CEO at Airbus. His company, along with Boeing, dominates the market for commercial aircraft. While Boeing announced layoffs of up to 30,000 workers following the terror attacks of September 11, 2001, Foregeard said he was not firing anybody. Said an Airbus executive, “This is a bet that life will resume. There is more uncertainty now, but we decided to be optimistic. This thing will turn around, and you cannot risk losing skilled people when the upturn comes.” 

Edward Zore is CEO at Northwestern Mutual, the largest seller of individual life insurance in the United States. Zore is no “Mr. Nice Guy.” Every year his firm fires the lowest four percent of its 4,100 employees— those with the poorest performance—but it is fiercely loyal to its good ones. Zore is committed to a no-layoff policy. Why? Employee loyalty, says Zore. He believes employee loyalty breeds customer loyalty, and he may be right since Northwestern loses only about half as many customers as the industry average. Zore argues that his firm’s higher customer retention rate allows Northwestern to have more money to invest longer, while spending less to replace defectors. The company can then pass the savings back to customers by lowering prices on policies. 

Our final CEO, Andrew Taylor, heads up Enterprise Rent-a-Car. Taylor proudly boasts that his company has never had a layoff. This may be one reason why Enterprise is now America’s largest rental car company. In a down economy, these CEOs were running against the tide. When the economy began to slow, most corporate leaders’ first reaction was to cut the size of their workforce. In 2001 alone, companies let more than one million workers go. Why? It immediately cuts operating expenses. For public companies, it sends a message to stock investors and analysts that management is serious about maintaining profits or reducing losses. A week after Boeing announced that it was laying off 20 percent of its workforce, its stock jumped 10 percent.

Questions

1.   What are the arguments for and against layoffs in hard times?

Answer:  The argument for layoffs includes reducing expenses to save the organization and, hence, jobs in the long term.  The argument against layoffs includes that employee loyalty is valuable and not losing talent more than pays off in the long term?

2.   How have the three executives in this case shown leadership?
Answer:  They have provided a direction for their companies based on what they value.

3.   Recent research indicates that stocks of companies that initiated cutbacks of 15 percent or more during an economic downturn under performed their rivals who kept their layoffs to a minimum. Reconcile this finding with the facts in the case.

Answer:  Investors clearly like hearing that expenses will be reduced—which they believe will ultimately put more money in their pocket.  However, investors are only one of the stakeholders of an organization.  These managers, through their policies, have communicated that employees are also valued stakeholders.

Source: Q. Hardy, “Cease Firing,” Forbes, November 26, 2001, pp. 150–51.
	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. Who’s hot and who’s not?  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. A web search using terms such as “CEO” + “turnover” or “resignation” will yield a number of results. 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?  Be prepared to discuss in class.

2. Do you trust your employer?  How would your organization know if you trusted it or not?  Go to: http://management.about.com/library/weekly/aa022900.htm  to learn more about how an organization can determine if its employees trust it.  Be sure to link on and read the Seattle Times companion article.  Write a few paragraphs addressing why you do or do not trust your organization using the guidelines in the articles as a springboard for ideas.  Bring your work to class for further discussion.

3. Trust no one?  For some employees it is their new motto.  Find out why at: http://careers.usatoday.com/service/usa/national/content/news/onthejob/2002-02-05-employee-trust .  Write a short reaction paper as to why you agree or do not agree with the article (or parts of the article).  Can you relate any of what is discussed to your own working career?  If so, include that in your paper as well.  What will be your strategy when selecting your next employer?  Bring your paper to class for further discussion.

4. Write a short paper on the connection between charismatic leadership and impression management.  Perform a search using the key words “charismatic” + “leadership” + “impression” + ”management” will get you off to a good start.  Try using the terms in different combinations to get additional links.  Be prepared to discuss your findings in class.

5. Select one of the links at: http://www.css.edu/users/dswenson/web/Leadlink.htm , which is a huge resource of online leadership resources.  Once you have selected a topic, prepare a five minute presentation to give to the class on that topic.  Develop a handout, or print off selections from the website to distribute so that every member of the class will have a his or her own “leadership resource library” once the presentations are completed.  Try to keep your handout at two pages or less.

6. A Very Royal Vision!  Visit:   

http://www.findarticles.com/cf_trvgnt/m0VOU/1997_March_17/47217411/p1/article.jhtml
Read what CEO and Chairman Richard Fain of Royal Caribbean Cruise Lines has to say about his company’s vision.  Analyze the case presented using the criteria for visionary leadership as discussed in the text.  Bring your work to class for further discussion.
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