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PREFACE

Many leaders have recently had their assumptions challenged about how organiza-
tions succeed. Leaders are struggling to make sense of the shifting environment and
learn how to lead effectively and successfully in the midst of turmoil. The crisis in the
housing, mortgage, and finance industries and resulting recession; the failures of sev-
eral large, long-standing organizations and the government bailout of others; volatile
oil prices; ethical scandals; political turmoil; and other events have dramatically
shifted the organizational and economic landscape. This edition of The Leadership
Experience addresses themes and issues that are directly relevant to the current
turbulent environment. My vision for the sixth edition is to give students an exciting,
applied, and comprehensive view of what leadership is like in today’s world.
The Leadership Experience integrates recent ideas and applications with established
scholarly research in a way that makes the topic of leadership come alive. Organizations
are undergoing major changes, and this textbook addresses the qualities and skills
leaders need in this rapidly evolving world.

Recent chaotic events, combined with factors such as a growing need for
creativity and innovation in organizations, the rise of social media, the growth of
e-business and mobile commerce, the use of virtual teams and telecommuting, glob-
alization, the emerging problem of cybercrime, and other ongoing transformations
place new demands on leaders that go far beyond the topics traditionally taught
in courses on management or organizational behavior. My experiences teaching
leadership to students and managers, and working with leaders to change their
organizations, have affirmed for me the value of traditional leadership concepts
while highlighting the importance of including new ideas and applications.

The Leadership Experience thoroughly covers the history of leadership studies and
the traditional theories but goes beyond that to incorporate valuable ideas such as lead-
ership vision, shaping culture and values, leadership courage, and the importance of
moral leadership. The book expands the treatment of leadership to capture the excite-
ment of the subject in a way that motivates students and challenges them to develop
their leadership potential.

NEW TO THE SIXTH EDITION

A primary focus for revising The Leadership Experience, sixth edition, has been to
relate leadership concepts and theories to events in today’s turbulent environment.
Each chapter has been thoroughly revised and updated to bring in current issues
and events that leaders are facing.

© 2012 Jordan Lye/Flickr Open/Getty Images
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xiv PREFACE

Topics that have been added or expanded in the sixth edition include:

o the importance of self-awareness o using social media for leadership
for leadership ® essential team competencies

o developing a global mindset ® team task and socioemotional

o clements of personal mastery roles

o the influence of emotions on e balancing conflict and
performance cooperation

® emotional contagion o employee affinity groups

o leadership courage as a skill ® minority sponsorship

® managing up and down the o diversity of thought
hierarchy ® Machiavellian-style leadership

o follower sources of power ® cocreating a vision

o leadership coaching o steps for implementing strategy

® positive and negative motives that ~ ®  building a high-performance cul-
influence people to act ture through attention to both

o building a thriving workforce values and results

o the making progress principle o facilitating creativity by enabling

e psychological and job design ele- immersion and allowing pauses
ments of empowerment ® the transition required for people

o the leader as a sensegiver to change behavior

e candid communication o helping people change with a

® using storytelling to influence positive emotional attractor.

o redundant communication

The book also includes several new cases for analysis that are related to new
topics and current issues.

The Leadership Experience continues to offer students great opportunities for
self-assessment and leadership development. An important aspect of learning to be
a leader involves looking inward for greater self-understanding, and the sixth edi-
tion provides numerous opportunities for this reflection. Each chapter includes mul-
tiple questionnaires or exercises that enable students to learn about their own
leadership beliefs, values, competencies, and skills. These exercises, several of which
are new to this edition, help students gauge their current standing and connect the
chapter concepts and examples to ideas for expanding their own leadership abilities.
A few of the self-assessment topics involve engagement, networking, ethical maturity,
personality traits, leading diverse people, developing a personal vision, spiritual lead-
ership, candor, leadership courage, optimism, and leading with love versus leading
with fear. Self-assessments related to basic leadership abilities such as listening skills,
emotional intelligence, motivating others, and using power and influence are also
included. Additional self-assessments are available within CengageNOW.

ORGANIZATION

The organization of the book is based on first understanding basic ways in which
leaders differ from managers, and the ways leaders set direction, seek alignment
between organizations and followers, build relationships, and create change. Thus,
the organization of this book is in five parts:

1. Introduction to Leadership
2. Research Perspectives on Leadership
3. The Personal Side of Leadership
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4. The Leader as a Relationship Builder
5. The Leader as Social Architect

The book integrates materials from both micro and macro approaches to lead-
ership, from both academia and the real world, and from traditional ideas and
recent thinking.

DISTINGUISHING FEATURES

This book has a number of special features that are designed to make the material
accessible and valuable to students.

In the Lead The Leadership Experience is loaded with new examples of leaders in
both traditional and contemporary organizations. Each chapter opens with a real-
life example that relates to the chapter content, and several additional examples are
highlighted within each chapter. These spotlight examples are drawn from a wide
variety of organizations including education, the military, government agencies,
businesses, and nonprofit organizations.

Consider This! Each chapter contains a Consider This! box that is personal, compel-
ling, and inspiring. This box may be a saying from a famous leader, or wisdom
from the ages. These Consider This! boxes provide novel and interesting material
to expand the reader’s thinking about the leadership experience. Several of these
are new to this edition.

Leader’'s Bookshelf In this edition, 13 of the 15 chapters have new Leader’s Bookshelf
reviews. A unique feature of The Leadership Experience is that each chapter includes a
review of a recent book relevant to the chapter’s content. The Leader’s Bookshelf con-
nects students to issues and topics being read and discussed in the worlds of academia,
business, military, education, and nonprofit organizations.

New Leader Action Memo This feature helps students apply the chapter concepts in
their own lives and leadership activities, as well as directs students to self-assess-
ments related to various chapter topics.

Leader’s Self-Insight These boxes provide self-assessments for learners and an
opportunity to experience leadership issues in a personal way. These exercises take
the form of questionnaires, scenarios, and activities.

Follow the Leader This brand-new feature referenced within the text and housed
within CengageNOW provides an opportunity for students to review a curated list
of Twitter feeds from today’s business leaders. Students can then add those leaders’
feeds to their own personal Twitter accounts as desired, providing a constant,
current window into the leadership world.

Student Development Each chapter ends with discussion questions and then two
activities for student development. The first, Leadership at Work, is a practical, skill-
building activity that engages the student in applying chapter concepts to real-life lead-
ership. These exercises are designed so students can complete them on their own out-
side of class or in class as part of a group activity. Instructor tips are given for
maximizing in-class learning with the Leadership at Work exercises. Leadership
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Development—Cases for Analysis, the second end-of-chapter activity, provides two
short, problem-oriented cases for analysis. Fourteen of the 15 chapters have a new
case in this edition, and additional cases are available online. These cases test the
student’s ability to apply concepts when dealing with real-life leadership issues.
The cases challenge the student’s cognitive understanding of leadership ideas while
the Leadership at Work exercises and the feedback questionnaires assess the student’s
progress as a leader.

CengageNOW The Leadership Experience, sixth edition, now includes a robust set
of online resources within the CengageNOW platform designed to facilitate student
progress through the stages of learning, allowing them to ENGAGE with the course
content, CONNECT to the concepts through knowledge and comprehension activ-
ities, PERFORM as leaders through the application of those concepts, and LEAD
through participation in real-world experiential exercises.

The CengageNOW diagram on page xvii provides a quick glance at the multitude
of brand-new digital resources available for each chapter. Among the features are the
in-text “Leader’s Self-Insight” exercises provided in an interactive format and enhanced
with even more online-exclusive assessments, a selection of brand-new homework
activities written within the Engage/Connect/Perform/Lead levels of learning, the
“Leadership at Work” exercises now provided in an online format for convenient
completion, and a brand-new selection of curated Twitter feeds that allow students
to “Follow the Leaders” who write regularly about their experiences in today’s evolv-
ing environment. All this and much more is available within CengageNOW. Look for
the “See It Online” icons within the text that identify where textual information is
enhanced with interactive CengageNOW content.

ANCILLARIES

This edition offers a wide range of instructor ancillaries to fully enable instructors
to bring the leadership experience into the classroom. These ancillaries include:

Instructor's Manual

A comprehensive Instructor’s Manual is available to assist in lecture preparation.
Included in the Instructor’s Manual are the chapter outlines, suggested answers to
end-of-chapter materials, suggestions for further study, and a quick-glance overview
for each chapter of the available CengageNOW resources to assist instructors in their
planning.

Test Bank

Cengage Learning Testing Powered by Cognero is a flexible, online system that
allows you to author, edit, and manage test bank content from multiple Cengage
Learning solutions; create multiple test versions in an instant; and deliver tests
from your LMS, your classroom, or wherever you want. The test bank for The
Leadership Experience, sixth edition, includes approximately 60 questions per
chapter to assist in writing examinations. Types of questions include true/false,
multiple choice, completion, short-answer, and essay, with all questions tagged to
relevant national competencies. To ensure consistency across our entire package,
the content of the test bank has been fully reviewed and updated by the same
authors who have crafted our new digital resources.
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CengageNOW Resources

Assignable Homework Content Instructor-driven assignments within CengageNOW.

Both in-text and online-exclusive

LesiErs selr s self-assessments with activities.

Engagement Videos Videos enhanced with follow-up questions.

A robust set of questions designed to

i RS gauge understanding of material.

One extra “Leadership Development” case

A men
0 RIS per chapter with activities.

Resources for Instructors

End-of-Chapter text feature offered in an
interactive format.

Leadership at Work

Thoroughly reviewed and updated by the authors

Full Test Bank of our homework content.

Personalized Study Plan Student-driven self-paced learning experience.

15 questions per chapter to assess prior
knowledge.

(%]
<
o
=X
(2]

Leadership at Work
terms.
PowerPoint Presentations
Engagement Videos
m 15 questions per chapter to assess
mastery of concepts.
Extended Online Resources

“Follow the Leader” Twitter Feeds

Resources for Students

Students can stay updated on the daily
musings of today’s leaders.

A carefully-curated feed of timely
IS WGmiay el management-related news articles.

A powerful research tool for gathering solid
articles, statistics, and reports from
reliable sources.

Business Insights: Essentials

A powerful tool for students to assess their
career readiness and research current
opportunities.

Career Transitions
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PowerPoint Lecture Presentations

An asset to any instructor, the lectures provide outlines for every chapter, illustra-
tions from the text, and additional examples providing instructors with a number of
learning opportunities for students.

Videos

Videos compiled specifically to accompany The Leadership Experience, sixth
edition, allow students to engage with the textual material by applying theories
and concepts to real-world situations.
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YOUR LEADERSHIP CHALLENGE

After studying this chapter, you should be able to:

¢ Understand the full meaning of leadership and see the leadership potential in yourself and others.
¢ Recognize and facilitate the six fundamental transformations in today’s organizations and leaders.

e |dentify the primary reasons for leadership derailment and the new paradigm skills that can help
you avoid it.

Recognize the traditional functions of management and the fundamental differences between
leadership and management.

Appreciate the crucial importance of providing direction, alignment, relationships, personal qualities,
and outcomes.

Explain how leadership has evolved and how historical approaches apply to the practice of
leadership today.

CHAPTER OUTLINE

The Need for Leadership In the Lead Leader’s Bookshelf
The New Reality for Leaders 9 Vineet Nayar, HCL 11 Great by Choice: Uncertainty,
Technologies Chaos, and Luck—Why Some

13 How Leadership Differs from Thrive Despite Them All

Management 22 Google
17 Evolving Theories of Leader’s Self-Insight MGERETE ] (8 LTS
Leadership 27 Leadership Right-Wrong

12 Your Learning Style: Using
20 Leadership Can Be Learned Multiple Intelligences Leadership Development: Cases for

23 Mastering the Art and Science 16 Your Leadership Potential At

of Leadership 28 Sales Engineering Division

22 Are You on a Fast Track to
25 Organization of This Book Nowhere? 29 The Marshall Plan

s a young politician, Abraham Lincoln once provoked an opponent to tears by

using his expert communication skills to mimic and ridicule his rival. Soon

afterward, the man who would later become the 16th president of the United
States felt disappointed and ashamed of his own behavior and sought out his opponent
to offer an apology. Lincoln took this as a valuable lesson about channeling his
emotions, practicing empathy, and using his abilities to promote good. From then on,
Lincoln applied his superb leadership and communication skills to serve the higher
interests of the American people rather than his own goals and ego.

Interest in Abraham Lincoln’s leadership swelled with the release of Steven
Spielberg’s 2012 historical film Lincoln, which was a huge critical and commercial
success, grossing more than $250 million at the box office and garnering 12
Academy Award nominations. “Lincoln’s presidency is a big, well-lit classroom for
business leaders seeking to build successful, enduring organizations,” said Howard
Schultz, CEO of Starbucks. In this era of disconnected and morally bankrupt
leaders, it is no wonder the skills, strengths, and character of Lincoln have struck a
chord. His ability to control his emotions and stay committed to a vision even under
intense hardship, his commitment to go into the field and establish connections with
soldiers and the general public, and his willingness to listen to different points of view
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and to share credit for successes and take blame for failures all tap into a deep
longing within people for genuine leadership.’

The public trust in leaders may be at an all-time low. Referring to the dire
economic situation that followed the ethical and financial problems in the mortgage
and finance industries, David Rothkopf wrote in the Washington Post, “This is not
just a global economic crisis. It is a global leadership crisis.”>

THE NEED FOR LEADERSHIP

Many of us think of leadership in a way similar to what U.S. Supreme Court Justice
Potter Stewart said about obscenity in reviewing a 1964 pornography case: we may
not be able to define it but “we know it when we see it.”> People can clearly see
leadership in Abraham Lincoln, but many are having a hard time seeing it in
current political, business, military, and even religious leaders. General David
Petraeus, one of the most decorated military leaders of his generation, stepped down
as director of the Central Intelligence Agency after the FBI inadvertently discovered
he had an extramarital affair with his biographer and began investigating for
potential leaks of classified information. The British Broadcasting Corporation
(BBC) was tarnished by allegations that managers covered up years of sexual abuse
by a well-known reporter.* Senator Chuck Grassley recently probed the financial
records of six well-known televangelists, including Creflo Dollar and Kenneth
Copeland, after reports that tax-exempt donations were financing lavish lifestyles for
the religious leaders, including mansions, Rolls Royce cars, and private jets.” Nearly
every month brings a new report of a business leader somewhere lying to, misleading,
or cheating employees, customers, or the government. No wonder survey after survey
shows that confidence in leaders is sinking and suspicion and distrust are rising.°

Yet there are good leaders working in every organization, large and small. In
fact, quality leadership is all around us every day, in all facets of our lives—our
families, schools, communities, social clubs, and volunteer organizations, as well
as in the world of business, sports, religion, government, and the military. Without
good leadership, our institutions and society would fall apart.

Before we can examine what makes an effective leader, we need to know what
leadership means. Scholars and other writers have offered hundreds of definitions
of the term leadership, prompting James McGregor Burns to conclude that leader-
ship “is one of the most observed and least understood phenomena on earth.””
Defining leadership has been a complex and elusive problem largely because the
nature of leadership itself is complex. Some have even suggested that leadership is
nothing more than a romantic myth, perhaps based on the false hope that someone
will come along and solve our problems by sheer force of will.®

There is some evidence that people do pin their hopes on leaders in ways that
are not always realistic. Think about how some struggling companies recruit well-
known, charismatic CEOs and invest tremendous hopes in them, only to find that
their problems actually get worse.” For example, Yahoo hired former Autodesk
CEO Carol Bartz in 2009 with high hopes that the star leader could turn the strug-
gling company around, only to ask her to leave a couple of years later as Yahoo’s
fortunes continued to slide. In mid-2012, Yahoo hired former Google executive
Marissa Mayer as the fifth CEO in five years.

Particularly when times are tough, people often look to a grand, charismatic
type of leader to alleviate fear and uncertainty. Think of how Barack Obama sailed
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to the U.S. presidency in 2008 based largely on his charisma and the ability to make
people feel hopeful in a time of uncertainty. In recent years, the romantic or heroic
view of leadership has been challenged.'® Much progress has been made in under-
standing the essential nature of leadership as a real and powerful influence in orga-
nizations and societies.

Leadership Defined

Leadership studies are an evolving discipline, and the concept of leadership will
continue to develop. For the purpose of this book, we will focus on a single defini-
tion that delineates the essential elements of the leadership process: Leadership is an
influence relationship among leaders and followers who intend real changes and
outcomes that reflect their shared purposes.'!

Exhibit 1.1 summarizes the key elements in this definition. Leadership involves
influence; it occurs among people; those people intentionally desire significant
changes; and the changes reflect purposes shared by leaders and followers. Influ-
ence means that the relationship among people is not passive; however, also inher-
ent in this definition is the concept that influence is multidirectional and
noncoercive. The basic cultural values in North America make it easiest to think
of leadership as something a leader does to a follower.'* However, leadership is
reciprocal. In most organizations, superiors influence subordinates, but subordinates
also influence superiors. The people involved in the relationship want substantive
changes—leadership involves creating change, not maintaining the status quo. In addi-
tion, the changes sought are not dictated by leaders but reflect purposes that leaders
and followers share. Moreover, change is toward an outcome that both the leader
and the followers want, a desired future or shared purpose that motivates them toward
this more preferable outcome. An important aspect of leadership is influencing others
to come together around a common vision. Thus, leadership involves the influence of
people to bring about change toward a desirable future.

Also, leadership is a people activity and is distinct from administrative paper-
work or planning activities. Leadership occurs among people; it is not something

Influence Intention

Personal
responsibility
and integrity

Followers Leader

Shared
purpose

Change

© Cengage Learning

Leadership

an influence relationship
among leaders and followers
who intend real changes and
outcomes that reflect their
shared purposes
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done o people. Since leadership involves people, there must be followers. An individ-
ual performer who achieves excellence as a scientist, musician, athlete, or woodcarver
may be a leader in her field of expertise but is not a leader as defined in this book
unless followers are involved. Followers are an important part of the leadership
process, and all leaders are sometimes followers as well. Good leaders know how to
follow, and they set an example for others. The issue of intention or will means that
people—leader and followers—are actively involved in the pursuit of change. Each
person takes personal responsibility to achieve the desired future.

One stereotype is that leaders are somehow different, that they are above others;
however, in reality, the qualities needed for effective leadership are the same as those
needed to be an effective follower."? Effective followers think for themselves and
carry out assignments with energy and enthusiasm. They are committed to something
outside their own self-interest, and they have the courage to stand up for what they
believe. Good followers are not “yes people” who blindly follow a leader. Effective
leaders and effective followers may sometimes be the same people, playing different
roles at different times. At its best, leadership is shared among leaders and followers,
with everyone fully engaged and accepting higher levels of responsibility.

Everyday Leadership

Using this definition of leadership makes clear that leadership can come from
anyone. When we stop equating leadership with greatness and public visibility,
it becomes easier to see our own opportunities for leadership and recognize the
leadership of people we interact with every day. Leaders come in all shapes and
sizes, and many true leaders are working behind the scenes. Leadership that has
big outcomes often starts small.

® C(linical psychologist Barbara Van Dahlen was working primarily with children
in the Washington, D.C., area when she became concerned about the effects
of the wars in Iraq and Afghanistan on the mental health of U.S. soldiers, veter-
ans, and their families. Van Dahlen founded Give an Hour in 2005 to provide
free services that give help and hope to returning service members. The organiza-
tion now has a national network of more than 6,100 mental health professionals
who volunteer their time. Give an Hour also works with other organizations,
such as Bare the Burden, a nonprofit organization that creates an online commu-
nity for veterans to heal by connecting with others.'*

® During his five years working as a car salesman, Robert Chambers was
disgusted by how some dealers and finance institutions preyed on low-income
customers. After he retired from a varied career, the 62-year-old electrical engi-
neer decided to do something about it. He founded More Than Wheels, which
helps low-income people buy new, base-model cars at low prices and on good
loan terms. With branches in New Hampshire, Vermont, and Maine, More
Than Wheels has negotiated price and extended warranty deals with a dozen
or so auto dealers and worked with banks to provide low interest rates. More
Than Wheels guarantees the loan and then works with clients to help them
manage their finances, improve their credit score, and improve their future.'

® Wendy Kopp was a senior at Princeton University when she first came up with
the idea of a sort of “Peace Corps for teachers,” a national organization that
would recruit recent college graduates to commit to teach for two years at some
of America’s toughest public schools. One of her Princeton professors admits he
called her “deranged” when she proposed the idea to him. Yet Teach for
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America, the organization Kopp started, became one of the most respected
educational initiatives in the United States. As the organization has grown larger,
it has come under attack, but most observers agree it has changed education for
the better and it continues to harness the idealism of young college graduates as a
force for good.'®

There are opportunities for leadership all around us that involve influence and
change toward a desired goal or outcome. The leaders of tomorrow’s organizations
will come from anywhere and everywhere, just as they always have. Do you have
the capacity and commitment required for taking a leadership role in your school,
community, or workplace? You can start now, wherever you are, to practice lead-
ership in your own life. Leadership is an everyday way of acting and thinking that
has little to do with a title or formal position in an organization. As we will discuss
in the following section, business leaders need to understand this tenet more than
ever in the world of the twenty-first century.

THE NEW REALITY FOR LEADERS

Social media. Globalization. Mobile commerce. Geopolitical wars. Renewable technol-
ogies and smart machines. Outsourcing. Climate change and resource scarcity.
Telecommuting and virtual teams. Cybercrime. Redistribution of economic power.
Massive changes in the world mean today’s leaders are facing challenges they couldn’t
even imagine just a few years ago.!” In a survey by the Center for Creative Leadership,
84 percent of leaders surveyed say the definition of effective leadership changed
significantly within the first few years of the twenty-first century.'® And that was
even before social and mobile technologies began reshaping everyday life and work.
Social connectedness and mobility are becoming central aspects of every leader’s job.

Some historians and other scholars believe our world is undergoing a transfor-
mation more profound and far-reaching than any experienced since the dawn of the
modern age and the Industrial Revolution more than 500 years ago. Today’s lea-
ders operate in a world where little is certain, the pace is relentless, and everything
is more complex. This transformation requires a transition from a traditional to a
new leadership paradigm, as outlined in Exhibit 1.2.'” A paradigm is a shared
mindset that represents a fundamental way of thinking about, perceiving, and
understanding the world.

Although many leaders are still operating from an old-paradigm mindset, as out-
lined in the first column of Exhibit 1.2, they are increasingly ineffective. Successful
leaders will respond to the new reality outlined in the second column of the exhibit.

From Stabilizer to Change Manager

In the past, many leaders assumed that if they could just keep things running on a
steady, even keel, the organization would be successful. Yet today’s world is in
constant motion, and nothing seems certain anymore. If leaders still had an illusion
of stability at the dawn of the twenty-first century, it is surely shattered by now.
Consider the following recent events:

® A powerful earthquake in Japan in 2011 triggered massive tsunami waves that
damaged the nuclear reactors at the Fukushima Daiichi power plant and led to
the shutdown of numerous companies, creating supply chain disruptions for
manufacturers around the world. In the wake of the disaster, managers at

NEW LEADER
ACTION MEMO

As a leader, you can recognize
opportunities for leadership
and act to influence others and
bring about changes for a
better future.

Go to
CengageNOW
to complete the
questionnaire
“Intolerance of
Ambiguity” and
see how comfortable you
would be dealing with the
uncertainty facing today’s
leaders.

Paradigm

a shared mindset that
represents a fundamental
way of thinking about, per-
ceiving, and understanding
the world
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EXHIBIT 1.2 The New Reality for Leaders

Old Paradigm New Paradigm

To Leader

From

Leader

Change
Manager

Facilitator

Competitor Collaborator

Diversity Diversity
Avoider Promoter

© Cengage Learning

Tokyo Electric Power Company (Tepco) were criticized for failing to act
quickly enough to cool the reactors at Fukushima. Trying to protect their
investment, they hesitated to use seawater, which they knew could damage the
reactors, leading to the second-largest nuclear disaster in history.*’

® The Arab Spring, a revolutionary wave of protests in the Arab world that
began in late 2010, has created a tumultuous environment for businesses
operating in the region as well as heightened uncertainty and instability for
companies around the world.?' Instability remains elevated throughout the
Arab world, causing problems for both local and foreign organizations.

® In the European Union (EU), Spain, Ireland, and particularly Greece have all
had trouble paying their debts, leading to a possible breakup of the euro system
(the single currency adopted by EU countries). Leaders of multinational firms
doing business in EU countries had to brace for the worst and take steps to
protect themselves, as well as consider what they would do in the event that a
return to national currencies required a rethinking of everything from how to
expand operations to how to pick suppliers or pay employees.**

® Meanwhile, the United States has faced its own debt crisis, and the fallout from
the meltdown in the mortgage and housing industries has continued. Although
the economy has improved, it remains a largely “jobless recovery,” with people
struggling to find work and pay their bills. Companies are struggling too, and
passage of the Patient Protection and Affordable Care Act (passed in 2010 and
upheld by the Supreme Court as constitutional in 2012), which requires that
companies provide health insurance for employees or pay penalties, has
increased the complexity.??
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Most leaders, whether in business, politics, the military, education, social
services, the arts, or the world of sports, recognize that trying to maintain stability
in a world of such unexpected and far-reaching change is a losing battle. “You have
to be able to react very quickly,” said Ellen Kullman, CEO of DuPont, referring
to the impact of events such as the Japanese tsunami and the EU financial crisis.
“And the world is so connected that the feedback loops are more intense.”**

Today’s best leaders accept the inevitability of change and crisis and tap into
them as potential sources of energy and self-renewal. Adaptability is the watchword
of the day. The Leader’s Bookshelf on page 11 argues that organizational success
results from leaders who can remain calm, focused, and disciplined in the face of
uncertainty and inevitable change.

From Controller to Facilitator

Leaders in powerful positions once believed strict control was needed for the orga-
nization to function efficiently and effectively. Rigid organizational hierarchies,
structured jobs and work processes, and detailed, inviolate procedures let everyone
know that those at the top had power and those at the bottom had none.

Today, the old assumptions about the distribution of power are no longer
valid. An emphasis on control and rigidity serves to squelch motivation, innovation,
and morale rather than produce desired results. Effective leaders share power rather
than hoard it and find ways to increase an organization’s brainpower by getting
everyone in the organization involved and committed. Rather than being a controller,
the leader is a facilitator who helps people do and be their best by removing obstacles
to performance, getting people what they need, providing learning opportunities, and
offering support and feedback.

One reason for this is that the financial basis of today’s economy is becoming
information rather than the tangible assets of land, buildings, and machines. This
means human capital is becoming more important than financial capital, which
increases the power of employees. “Ideas are now more important than materials,”
as Israeli president Shimon Peres puts it.>> When all the organization needed was
workers to run machines eight hours a day, traditional command-and-control sys-
tems generally worked quite well, but success today depends on the intellectual
capacity of all employees. One of the leader’s most challenging jobs is to enable
people to embrace and use their power effectively.?® When he took over as CEO
of India’s HCL Technologies in 2005, Vineet Nayar (currently vice chairman and
joint managing director) took a huge risk that proved to be a highly effective route
to true employee empowerment.

Vineet Nayar, HCL Technologies
HCL Technologies is a leading global IT services and software development company and
India’s fourth largest IT services exporter. When Vineet Nayar became CEO in 2005, HCL
was losing ground—and some of its best employees—to competitors. Nayar recalls that
HCL “was in a tough spot and we had to do something fast or we were in danger of
being out of the race altogether.”

What Nayar did was revolutionary: He organized the company on the principle of
“employees first, customers second” (EFCS). He had to start by building trust. He decided to

Copyright 2015 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



http://www.downloadslide.com/

10

NEW LEADER
ACTION MEMO

Go to Leader's Self-Insight 1.1
to learn about your own
“intelligence” for dealing with
collaboration and with the
other new realities facing
leaders.
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share financial information with everyone in the company. Then, he took a bold step by
creating an open online forum where employees could post questions and leaders would
answer. This could expose weaknesses and problems that anyone—including outside
customers and competitors—could see. Indeed it did. “It was clogged with complaints,”
Nayar says. ‘It hurt.” But interesting things began to happen. People were overjoyed that
leaders were willing to acknowledge the problems. Some employees took this a step further
and felt empowered to offer solutions. The site ultimately was the beginning of a transfer
of the power and responsibility for solving problems from top executives to employees
themselves. In the new HCL, the job of leaders became to serve the employees.

Guided by the EFCS philosophy, HCL's revenues have grown by over 3.6 times and net
income has increased by 91 percent since 2005. During 2008-2009, at the height of the
global recession, HCL became the fastest-growing IT services company in the world.
Employees helped make that happen, too. When the company needed to cut expenses by
$100 million due to the recession, managers let employees come up with ideas for cutting
costs without issuing massive layoffs.?”

From Competitor to Collaborator

Social media has “put connectivity on steroids,” blurring and sometimes obliterat-
ing boundaries within and between organizations.”® In a hyperconnected, net-
worked age, collaboration becomes more important than competition. Successful
leaders harness and make the most of ideas, talent, and resources from across
boundaries of all kinds. Although some companies still encourage internal competi-
tion and aggressiveness, most successful leaders stress teamwork, compromise, and
cooperation. Self-directed teams and other forms of horizontal collaboration spread
knowledge and information throughout the organization.

Effective leaders also work collaboratively with suppliers, customers, govern-
ments, universities, and other organizations. There is a growing trend within com-
panies to think of themselves as teams that create value jointly rather than as
autonomous entities in competition with all others.

Collaboration presents greater leadership challenges than did the old concept of
competition. Leaders first have to develop their own collaborative mindset and then
create an environment of teamwork and community that fosters collaboration and
mutual support. They learn to keep the lines of communication open and use influ-
ence rather than wielding their authority to quell harmful politicking, get buy-in on
important matters, and move things forward.?’

From Diversity Avoider to Diversity Promoter

Many of today’s organizations were built on assumptions of uniformity, separation,
and specialization. People who think alike, act alike, and have similar job skills are
grouped into a department, such as accounting or manufacturing, separate from
other departments. Homogenous groups find it easy to get along, communicate,
and understand one another. The uniform thinking that arises, however, can be a
disaster in a world becoming more multinational and diverse.

Bringing diversity into the organization is the way to attract the best human
talent and develop an organizational mindset broad enough to thrive in a multina-
tional world. Carlos Ghosn, CEO of Nissan, says one reason his company has been
able to cope with change and crises better than some of its competitors is its highly
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Every company is subject to periods of
instability, uncertainty, and crisis. Bad
luck can strike any leader and any
organization. How do some companies
manage to thrive despite circum-
stances that cause others to fall hard
and fall fast?

Jim Collins, the author of Good to
Great, has been looking at companies
that perform better than their peers
for a long time. For Great by Choice,
he teams with management professor
Morten Hansen to describe the lead-
ership choices that contribute to
success.

LEADER CHOICES MAKE THE
DIFFERENCE

Great by Choice first describes organiza-
tions, called 10Xers, that have outper-
formed their industry averages by at
least 10 times over a period of at least 15
years and compares them to similar, less
successful companies. The 10Xers include
Southwest Airlines, Amgen, Intel, and

by Jim Collins and Morten T. Hansen

LEADER'S BOOKSHELF

Great by Choice: Uncertainty, Chaos, and Luck—
Why Some Thrive Despite Them All

Progressive Insurance. Leaders of 10X
companies all share three characteristics:

o Fanatic Discipline. The authors use
the metaphor of the 20 Mile March,
a paced, consistent journey toward
goals that requires both the ambi-
tion to achieve and the self-control
to hold back. 10X leaders prefer con-
sistent gains over shoot-for-the
moon risks. Andrew Grove at Intel,
for example, abandoned the busi-
ness of making memory chips only
after thoroughly learning about the
changing technology environment
and business environment.

» Empirical Creativity. An entire chap-
ter is devoted to the “fire bullets, then
cannonballs” approach. Leaders in 10X
companies tend to fire bullets to see
what will work and only then bring out
the big guns. “After the cannonball
hits,” they write, “you keep 20 Mile
Marching to make the most of your big
success.”

ar s/Stone/Geﬁy Ir;lag

« Productive Paranoia. Herb Kelle-
her, founder and former CEO of
Southwest Airlines, was always pre-
paring for the next recession, even
when none was in sight. 10X leaders
“remain productively paranoid in
good times, recognizing that it's
what they do before the storm that
matters most.” They are always
building buffers and putting in
place shock absorbers to deal with
unexpected events.

THRIVING IN CHAOS

Leaders of 10X companies “care as
much about values as victory, as much
about purpose as profit.” This enables
them to build companies that endure.
They create companies that don't thrive
on chaos and uncertainty but can survive
and even thrive in it.

Source: Great by Choice, by Jim Collins and Morten
T. Hansen, is published by HarperBusiness.

diverse culture and workforce.’® Two business school graduates in their twenties
discovered the importance of diversity when they started a specialized advertising
firm. They worked hard, and as the firm grew, they hired more people just like
themselves—bright, young, intense college graduates who were committed and
hard working. The firm grew to about 20 employees over two and a half years,
but the expected profits never materialized. The two entrepreneurs could never get
a handle on what was wrong, and the firm slid into bankruptcy. Convinced the idea
was still valid, they started over, but with a new philosophy. They sought employ-
ees with different ages, values, ethnic backgrounds, and work experience. People
had different styles, yet the organization seemed to work better. People played dif-
ferent roles, and the diverse experiences of the group enabled the firm to respond to
unique situations and handle a variety of organizational and personal needs. The
advertising firm is growing again, and this time it is also making a profit.

From Hero to Humble

Another shift is the move from celebrating the “leader-as-hero” to recognizing the
hard-working behind-the-scenes leader who quietly builds a strong enduring com-
pany by supporting and developing others rather than touting his or her own abili-
ties and successes.’’ Recall from this chapter’s opening example how Abraham
Lincoln made an intentional choice early in his political career to use his abilities
to serve the interests of the American people rather than to feed his own ego. This
chapter’s Consider This box presents 10 commandments based on 1950s western
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Instructions: Multiple-intelligence theory suggests that there
are several different ways of learning about things in a topsy-
turvy world; hence there are multiple “intelligences,” of which
five are interpersonal (learn via interactions with others), intra-
personal (own inner states), logical-mathematical (rationality
and logic), verbal-linguistic (words and language), and musical
(sounds, tonal patterns, and rhythms). Most people prefer one
or two of the intelligences as a way of learning, yet each person
has the potential to develop skills in each of the intelligences.

The items below will help you identify the forms of
intelligence that you tend to use or enjoy most, as well as
the forms that you use less. Please check each item below as
Mostly False or Mostly True for you.

Mostly
False

Mostly
True

Your Learning Style: Using Multiple Intelligences

1. I like to work with and solve
complex problems.
2. | recently wrote something that |
am especially proud of.
3. | have three or more friends.
4. | like to learn about myself
through personality tests.
5. Ifrequently listen to music on the
radio or iPod-type player.
6. Math and science were among
my favorite subjects.
7. Language and social studies were
among my favorite subjects.
8. lam frequently involved in social
activities.
9. | have or would like to attend
personal growth seminars.
10. I notice if a melody is out of tune
or off key.
11. | am good at problem solving
that requires logical thinking.
12. My conversations frequently include
things I've read or heard about.

ssignment online with
CengageNOW.

13.  When among strangers, | easily

find someone to talk to.

| spend time alone meditating,

reflecting, or thinking.

15. After hearing a tune once or
twice, | am able to sing it back
with some accuracy.

Scoring and Interpretation
Count the number of items checked Mostly True that repre-
sent each of the five intelligences as indicated below.

Questions 1, 6, 11: Logical-mathematical intelligence.
# Mostly True =
Questions 2, 7, 12: Verbal linguistic intelligence.
# Mostly True =
Questions 3, 8, 13: Interpersonal intelligence.
# Mostly True =
Questions 4, 9, 14: Intrapersonal intelligence.
# Mostly True =
Questions 5, 10, 15: Mu5|cal intelligence.
# Mostly True = .

Educational institutions tend to stress the logical-
mathematical and verbal-linguistic forms of learning.
How do your intelligences align with the changes taking
place in the world? Would you rather rely on using one
intelligence in depth or develop multiple intelligences?
Any intelligence above for which you received a score of
three is a major source of learning for you, and a score of
zero means you may not use it at all. How do your intelli-
gences fit your career plans and your aspirations for the
type of leader you want to be?

Sources: Based on Kirsi Tirri, Petri Nokelainen, and Martin Ubani,
“Conceptual Definition and Empirical Validation of the Spiritual Sensitivity
Scale,” Journal of Empirical Theology 19 (2006), pp. 37-62; and David
Lazear, “Seven Ways of Knowing: Teaching for Multiple Intelligences,”
(Palatine, IL: IRI/Skylight Publishing, 1991).

film star Gene Autry’s Cowboy Code that can be regarded as applicable to new-

paradigm leaders even today.

One reason for the shift from hero to humble is that it is less and less realistic
for an individual leader to meet all the challenges a team or organization faces in a
complex and rapidly changing world. Another is that ambitious, highly self-
confident, charismatic leaders have been at the forefront of some of the ethical scan-
dals and business failures of recent years. The hero leader may make more risky
and daring decisions, often without considering the greater good, whereas a humble
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CHAPTER 1 WHAT DOES IT MEAN TO BE A LEADER?

Should Leaders Live by the Cowboy Code?

. A cowboy never takes unfair advantage—even of an enemy.

. A cowboy never goes back on his word or betrays a trust.

. A cowboy always tells the truth.

. A cowboy is kind and gentle with children, the elderly, and animals.

. A cowboy is free from racial or religious prejudice.

. A cowboy is always helpful and lends a hand when anyone is in trouble.
. A cowboy is a good worker.

. A cowboy stays clean in thought, speech, action, and personal habits.

. A cowboy respects womanhood, parents, and the laws of his nation.

. A cowboy is a patriot to his country.

O VW O N O UL A WN =

—_

Source: Gene Autry’s Cowboy Commandments are reported, with some variations in wording, in multiple sources.

leader will seek advice and take time to think through the possible consequences of
his or her actions.>”

Jim Collins, author of Good to Great and Great by Choice, calls this new breed
“Level 5 leaders.”? In contrast to the view of great leaders as larger-than-life per-
sonalities with strong egos and big ambitions, Level 5 leaders often seem shy and
unpretentious and have no need to be in the limelight. They are more concerned
with the success of the team or company than with their own success.

These leaders are characterized by an almost complete lack of ego, coupled
with a fierce resolve to do what is best for the organization. They accept full
responsibility for mistakes, poor results, or failures, but they typically give credit
for successes to other people. One corporate example is Sir Terry Leahy, who
recently retired after more than a decade leading Britain’s Tesco. That is a long
and successful tenure for a leader that most people know little about. Leahy didn’t
court personal publicity, much to the chagrin of journalists, and he put his energies
into promoting Tesco and its employees rather than himself.>* Although most
research regarding the new type of leader has been on corporate CEOs like Sir
Terry Leahy, it is important to remember that new-paradigm or Level 5 leaders
are in all positions in all types of organizations.

HOW LEADERSHIP DIFFERS FROM MANAGEMENT

Management can be defined as the attainment of organizational goals in an effective
and efficient manner through planning, organizing, staffing, directing, and control-
ling organizational resources. So, what is it that distinguishes the process of leader-
ship from that of management? Managers and leaders are not inherently different
types of people. There are managers at all hierarchical levels who are also good lea-
ders, and many people can develop the qualities needed for effective leadership and
management. Both are essential in organizations and must be integrated effectively
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NEW LEADER
ACTION MEMO

As a leader, you can respond to
the reality of change and crisis,
the need for empowerment,
collaboration, and diversity,
and the importance of a higher
purpose. You can channel your
ambition toward achieving
larger organizational goals
rather than feeding your

own ego.

Management

the attainment of organiza-
tional goals in an effective
and efficient manner
through planning, organiz-
ing, staffing, directing, and
controlling organizational
resources

Copyright 2015 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).

Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.


http://www.downloadslide.com/

14 PART 1 INTRODUCTION TO LEADERSHIP

to lead to high performance.®® That is, leadership cannot replace management; the

NEW' LEADER two have to go hand-in-hand.

ACTION MEMO Exhibit 1.3 compares management to leadership in five areas crucial to organi-
You can evaluate your own zational performance—providing direction, aligning followers, building relation-
leadership potential by com- ships, developing personal qualities, and creating leader outcomes.>®

pleting the quiz in Leader's

self-Insight 1.2. Providing Direction

Both leadership and management are concerned with providing direction for the
organization, but there are differences. Management focuses on establishing detailed
plans and schedules for achieving specific results, then allocating resources to accom-
plish the plan. Leadership calls for creating a compelling vision of the future, setting
the context within which to view challenges and opportunities, and developing far-
sighted strategies for producing the changes needed to achieve the vision. Whereas
management calls for keeping an eye on the bottom line and short-term results, lead-
ership means keeping an eye on the horizon and the long-term future.

A vision is a picture of an ambitious, desirable future for the organization or

Vision y team. It can be as lofty as Motorola’s aim to “become the premier company in the
a picture of an ambitious, ' . y - .. «

desirable future for the world” or as down-to-earth as the Swedish company IKEA’s simple vision “to pro-
organization o team vide affordable furniture for people with limited budgets.”

EXHIBIT 1.3 Comparing Management and Leadership

Management Leadership

Direction: Plan and budget + Create vision and strategy
* Minimize risk for sure results * Maximize opportunity
Focus on bottom line * Keep eye on horizon

Alignment: Organize and staff Create shared culture and values
+ Direct and control * Provide learning opportunities
Create structure and order Encourage networks and flexibility

Relationships: Invest in goods * Invest in people
* Use position power * Use personal influence
Focus people on specific goals * Inspire with purpose and trust

Personal Emotional distance * Emotional connections (Heart)
Qualities: + Expert mind + Open mind (Mindfulness)
Talking * Listening (Communication)
+ Conformity * Nonconformity (Courage)
Insight into organization * Insight into self (Character)

Outcomes: Maintain stability; create a Create change and a culture of
culture of efficiency agility and integrity

Sources: Based on John P. Kotter, A Force for Change: How Leadership Differs from Management (New York: The Free Press, 1990) and ideas in Kevin Cashman, “Lead with
Energy,” Leadership Excellence (December 2010), p. 7; Henry Mintzberg, Managing (San Francisco: Berrett-Koehler, 2009); and Mike Maddock, “The One Talent That Makes Good
Leaders Great,” Forbes (September 26, 2012), www.forbes.com/sites/mikemaddock/2012/09/26/the-one-talent-that-makes-good-leaders-great/ (accessed March 7, 2013).
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Aligning Followers

Management entails organizing a structure to accomplish the plan; staffing the
structure with employees; and developing policies, procedures, and systems to direct
employees and monitor implementation of the plan. Leadership is concerned
instead with communicating the vision and developing a shared culture and set of
core values that can lead to the desired future state. Whereas the vision describes
the destination, the culture and values help define the journey toward it so that
everyone is lined up in the same direction.

Leadership provides learning opportunities so people can expand their minds
and abilities and assume responsibility for their own actions. Think about classes
you have taken at your college or university. In some classes, the professor tells stu-
dents exactly what to do and how to do it, and many students expect this kind of
direction and control. Have you ever had a class where the instructor instead
inspired and encouraged you and your classmates to find innovative ways to meet
goals? The difference reflects a rational management versus a leadership approach.

Building Relationships

In terms of relationships, management focuses on getting the most results out of
people so that production goals are achieved and goods and services are provided
to customers in a timely manner. Leadership, on the other hand, focuses on invest-
ing more in people so they are energized and inspired to accomplish goals.
Whereas the management relationship is based on position and formal author-
ity, leadership is a relationship based on personal influence and trust. For example,
in an authority relationship, both people accept that a manager can tell a subordi-
nate to be at work at 7:30 a.M. or her pay will be docked. Leadership, on the other
hand, relies on influence, which is less likely to use coercion. The role of leadership
is to attract and energize people, motivating them through purpose and challenge
rather than rewards or punishments.?” The differing source of power is one of the
key distinctions between management and leadership. Take away a manager’s for-
mal position, and will people choose to follow her? That is the mark of a leader.

Developing Personal Leadership Qualities

Leadership is more than a set of skills; it relies on a number of subtle personal quali-
ties that are hard to see but that are very powerful. These include things like enthusi-
asm, integrity, courage, and humility. First of all, good leadership springs from a
genuine caring for the work and a genuine concern for other people. The process of
management generally encourages emotional distance, but leadership means being
emotionally connected to others. Where there is leadership, people become part of a
community and feel that they are contributing to something worthwhile. Whereas
management means providing answers and solving problems, leadership requires the
courage to admit mistakes and doubts, to listen, and to trust and learn from others. NEW LEADER
Developing leadership qualities takes work. For leadership to happen, leaders ACTION MEMO

may have to undergo a journey of self-discovery and personal understanding.’® As a leader, you can awaken

Leadership experts agree that a top characteristic of effective leaders is that they your leadership qualities of
know who they are and what they stand for. In addition, leaders have the courage enthusiasm, integrity, courage,
to act on their beliefs. and moral commitment. You

can make emotional connec-
tions with followers to increase
your leadership effectiveness.

True leaders tend to have open minds that welcome new ideas rather than closed
minds that criticize new ideas. Leaders listen and discern what people want and need
more than they talk to give advice and orders. Leaders are willing to be nonconformists,
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Instructions: Questions 1-6 below are about you right now.
Questions 7-14 are about how you would like to be if you
were the head of a major department at a corporation. Answer
Mostly False or Mostly True to indicate whether the item
describes you accurately or whether you would strive to per-
form each activity as a department head.

Mostly
False

Mostly

Now True

Your Leadership Potential

1. When | have a number of tasks
or homework assignments to do,
| set priorities and organize the
work to meet the deadlines.

2. When | am involved in a serious
disagreement, | hang in there
and talk it out until it is
completely resolved.

3. | would rather sit in front of my
computer than spend a lot of
time with people.

4. | reach out to include other
people in activities or when there
are discussions.

5. | know my long-term vision for
career, family, and other activities.

6. When solving problems, | prefer
analyzing things myself to working
through them with a group
of people.

Mostly
False

Mostly

Head of Major Department True

1. | would help subordinates clar-
ify goals and how to reach
them.

2. | would give people a sense of
long-term mission and higher
purpose.

3. | would make sure jobs get out
on time.

Complete this
assignment online with
. CengageNOW.

4. | would scout for new product or
service opportunities.

5. lwould give credit to people who
do their jobs well.

6. | would promote unconventional
beliefs and values.

7. | would establish procedures to
help the department operate
smoothly.

8. | would verbalize the higher va-
lues that | and the organization
stand for.

Scoring and Interpretation

Count the number of Mostly True answers to even-numbered
questions: —_. Count the number of Mostly True answers to
odd-numbered questions: . Compare the two scores.

The even-numbered items represent behaviors and
activities typical of leadership. Leaders are personally
involved in shaping ideas, values, vision, and change. They
often use an intuitive approach to develop fresh ideas and
seek new directions for the department or organization.
The odd-numbered items are considered more traditional
management activities. Managers respond to organizational
problems in an impersonal way, make rational decisions,
and work for stability and efficiency.

If you answered yes to more even-numbered than
odd-numbered items, you may have potential leadership
qualities. If you answered yes to more odd-numbered
items, you may have management qualities. Management
qualities are an important foundation for new leaders
because the organization first has to operate efficiently.
Then leadership qualities can enhance performance. Both
sets of qualities can be developed or improved with aware-
ness and experience.

Sources: Based on John P. Kotter, Leading Change (Boston, MA: Harvard
Business School Press, 1996), p. 26; Joseph C. Rost, Leadership for the
Twenty-first Century (Westport, CT: Praeger, 1993), p. 149; and Brian
Dumaine, “The New Non-Manager Managers,” Fortune (February 22,
1993), pp. 80-84.

to disagree and say no when it serves the larger good, and to accept nonconformity from
others rather than try to squeeze everyone into the same mindset.

Creating Outcomes

The differences between management and leadership create two differing outcomes,
as illustrated at the bottom of Exhibit 1.3. Management maintains a degree of
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stability, predictability, and order through a culture of efficiency. Leadership, on the
other hand, creates change, often radical change, within a culture of agility and
integrity that helps the organization thrive over the long haul by promoting
openness and honesty, positive relationships, and long-term innovation. Leadership
facilitates the courage needed to make difficult and unconventional decisions that
may sometimes hurt short-term results.

EVOLVING THEORIES OF LEADERSHIP

To understand leadership as it is viewed and practiced today, it is important to rec-
ognize that the concept of leadership has changed over time. Leadership typically
reflects the larger society, and theories have evolved as norms, attitudes, and under-
standings in the larger world have changed.®”

Historical Overview of Major Approaches

The various leadership theories can be categorized into six basic approaches, each
of which is briefly described in this section. Many of these ideas are still applicable
to leadership studies today and are discussed in various chapters of this text.

Great Man Theories This is the granddaddy of leadership concepts. The earliest
studies of leadership adopted the belief that leaders (who were always thought of
as male) were born with certain heroic leadership traits and natural abilities of
power and influence. In organizations, social movements, religions, governments,
and the military, leadership was conceptualized as a single “Great Man” who put
everything together and influenced others to follow along based on the strength of
inherited traits, qualities, and abilities.

Trait Theories Studies of these larger-than-life leaders spurred research into the var-
ious traits that defined a leader. Beginning in the 1920s, researchers looked to see if
leaders had particular traits or characteristics, such as intelligence or energy, that
distinguished them from non-leaders and contributed to success. It was thought
that if traits could be identified, leaders could be predicted, or perhaps even trained.
Although research failed to produce a list of traits that would always guarantee
leadership success, the interest in leadership characteristics has continued to the
present day.

Behavior Theories The failure to identify a universal set of leadership traits led
researchers in the early 1950s to begin looking at what a leader does rather than
who he or she is. One line of research focused on what leaders actually do on the
job, such as various management activities, roles, and responsibilities. These studies
were soon expanded to try to determine how effective leaders differ in their behav-
ior from ineffective ones. Researchers looked at how a leader behaved toward
followers and how this correlated with leadership effectiveness or ineffectiveness.
Chapter 2 discusses trait and behavior theories.

Contingency Theories Researchers next began to consider the contextual and situa-
tional variables that influence what leadership behaviors will be effective. The idea
behind contingency theories is that leaders can analyze their situation and tailor
their behavior to improve leadership effectiveness. Major situational variables are
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the characteristics of followers, characteristics of the work environment and fol-
lower tasks, and the external environment. Contingency theories, sometimes called
situational theories, emphasize that leadership cannot be understood in a vacuum
separate from various elements of the group or organizational situation. Chapter 3
covers contingency theories.

Influence Theories These theories examine influence processes between leaders and
followers. One primary topic of study is charismatic leadership (Chapter 12), which
refers to leadership influence based not on position or formal authority but, rather,
on the qualities and charismatic personality of the leader. Related areas of study are
leadership vision (Chapter 13) and organizational culture (Chapter 14). Leaders
influence people to change by providing an inspiring vision of the future and shap-
ing the culture and values needed to attain it. Several chapters of this text relate to
the topic of influence because it is essential to understanding leadership.

Relational Theories Since the late 1970s, many ideas of leadership have focused on
the relational aspect, that is, how leaders and followers interact and influence one
another. Rather than being seen as something a leader does to a follower, leader-
ship is viewed as a relational process that meaningfully engages all participants
and enables each person to contribute to achieving the vision. Interpersonal rela-
tionships are seen as the most important facet of leadership effectiveness.* Two sig-
nificant relational theories are transformational leadership (Chapter 12) and servant
leadership (Chapter 6).

Other important relational topics covered in various chapters of the text
include the personal qualities that leaders need to build effective relationships,
such as emotional intelligence, a leader’s mind, integrity and high moral standards,
and personal courage. In addition, leaders build relationships through motivation
and empowerment, leadership communication, team leadership, and embracing
diversity.

A Model of Leadership Evolution

Exhibit 1.4 provides a framework for examining the evolution of leadership from
the early Great Man theories to today’s relational theories. Each cell in the model
summarizes an era of leadership thinking that was dominant in its time but may be
less appropriate for today’s world.*!

Leadership Era 1 This era may be conceptualized as pre-industrial and
pre-bureaucratic. Most organizations were small and were run by a single individ-
ual who many times hired workers because they were friends or relatives, not nec-
essarily because of their skills or qualifications. The size and simplicity of
organizations and the stable nature of the environment made it easy for a single
person to understand the big picture, coordinate and control all activities, and
keep things on track. This is the era of Great Man leadership and the emphasis on
personal traits of leaders. A leader was conceptualized as a single hero who saw the
big picture and how everything fit into a whole.

Leadership Era 2 In Era 2, we see the emergence of hierarchy and bureaucracy.
Although the world remains stable, organizations have begun to grow so large
that they require rules and standard procedures to ensure that activities are per-
formed efficiently and effectively. Hierarchies of authority provide a sensible
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EXHIBIT 1.4 Leadership Evolution

Environment
Stable Turbulent

Era 2 Era 3
Rational Management Team or Lateral Leadership

» Behavior theories * Influence theories
« Contingency theories

Organization Organization: =) Organization:

« Vertical hierarchy, bureaucracy * Horizontal organization
* Functional management + Cross-functional teams

Scope t 1

Eral Era 4

Great Person Leadership Learning Leadership

Great Man theories * Relational theories
+ Trait theories * Level 5 leadership

Individual Organization: Organization:

Pre-bureaucratic organization + High-performance culture
* Administrative principles * Shared vision, alighment

Facilitate change and
adaptation

mechanism for supervision and control of workers, and decisions once based on
rules of thumb or tradition are replaced with precise procedures. This era sees the
rise of the “rational manager” who directs and controls others using an impersonal
approach. Employees aren’t expected to think for themselves; they are expected to
do as they’re told, follow rules and procedures, and accomplish specific tasks. The
focus is on details rather than the big picture.

The rational manager was well-suited to a stable environment. The behavior
and contingency theories worked here because leaders could analyze their situation,
develop careful plans, and control what happened. But rational management is no
longer sufficient for leadership in today’s world.

Leadership Era 3 This era represented a tremendous shock to managers in North
America and Europe. Suddenly, the world was no longer stable, and the prized
techniques of rational management were no longer successful. Beginning with the
OPEC oil embargo of 1972 to 1973 and continuing with the severe global competi-
tion of the 1980s and early 1990s, many managers saw that environmental condi-
tions had become chaotic. The Japanese began to dominate world commerce with
their ideas of team leadership and superb quality. This became an era of great con-
fusion for leaders. They tried team-based approaches, downsizing, reengineering,
quality programs, and empowerment as ways to improve performance and get
more motivation and commitment from employees.

© Cengage Learning

NEW LEADER
ACTION MEMO

As a leader, you can use the
leadership skills that fit the
correct era for your organiza-
tion. You can use influence and
relational aspects as appropri-
ate for your organization.
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ACTION MEMO

Leader’s Self-Insight 1.3 gives
you a chance to test your
people skills and see if there are
areas you need to work on.

Agile leader

a leader who is open to
learning and change and
encourages the growth and
development of others
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This is the era of the team leader and the change leader. Influence was impor-
tant because of the need to change organizational structures and cultures. This era
sees the emergence of knowledge work, an emphasis on horizontal collaboration,
and a shift to influence theories. Rather than conceiving of leadership as one person
always being firmly “in charge,” leadership is often shared among team leaders and
membera,zshifting to the person with the most knowledge or expertise in the matter
at hand.

Leadership Era 4 Enter the digital, mobile, social-media age. It seems that every-
thing is changing, and changing fast. Era 4 is the era of the agile leader who has
made the leap to giving up control in the traditional sense. Leaders emphasize rela-
tionships and networks, and they influence others through vision, meaning, pur-
pose, and values rather than management authority and control. They are
constantly experimenting, learning, and changing, in both their personal and pro-
fessional lives, and they encourage the development and growth of others so that
followers are expanding their capabilities and contributing to innovation. Era 4
requires the full scope of leadership that goes far beyond rational management or
even team leadership.

Implications The flow from Great Man leadership to rational management to team
leadership to agile leadership illustrates trends in the larger world. The implication
is that leadership reflects the era or context of the organization and society. Most of
today’s organizations and leaders are still struggling with the transition from a sta-
ble to a chaotic environment and the new skills and qualities needed in this circum-
stance. Thus, Era 3 issues of diversity, team leadership, empowerment, and
horizontal relationships are increasingly relevant. In addition, many leaders are rap-
idly shifting into Era 4 leadership by focusing on change management and facilitat-
ing a vision and values to encourage high performance, agility, and continuous
adaptation in a fast-shifting world. Agile leaders align themselves with new social
technologies that can create networks of leaders throughout the organization. Era
3 and Era 4 leadership is what much of this book is about.

LEADERSHIP CAN BE LEARNED

Many leaders are caught in the transition between the practices and principles
that defined the industrial era and the new reality of the twenty-first
century. Attempts to achieve collaboration, empowerment, and diversity in organi-
zations may fail because the beliefs and thought processes of leaders as well as
employees are stuck in an old paradigm that values control, stability, and homoge-
neity. It is difficult for many leaders to let go of methods and practices that have
made them and their organizations successful in the past. Yet leaders can make the
leap to a new paradigm by intentionally practicing and applying new paradigm
principles.

Leader Fatal Flaws

One of the most important aspects of shifting to the new paradigm of leadership is
intentionally using soft, interpersonal skills to build a culture of performance, trust,
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and collaboration. A few clues about the importance of acquiring new leadership
skills are brought to light by studies that look at what causes managers to “derail”
in their careers. Derailment refers to a phenomenon in organizations in which
a manager with an impressive track record reaches a certain level but goes off
track and can’t advance because of a mismatch between job needs and the man-
ager’s personal skills and qualities.** Studies conducted in numerous organizations
in different countries indicate that managers fail more frequently because they are
deficient with soft, human skills rather than a lack of hard work or technical
skills.** Derailed managers are successful people who excelled in a functional area
and were expected to go far, but they reached a plateau, were fired, or were forced
to retire early.

Researchers at the Center for Creative Leadership in Greensboro, North
Carolina, have been looking at what causes manager derailment for two decades.*’
They conclude that there are five top flaws that cause managers to derail, as shown
in Exhibit 1.5. Note that many of these flaws relate to the lack of human
skills. Unsuccessful managers fail to meet business objectives because they spend
too much time promoting themselves rather than working. They are overly
ambitious and selfish and may not follow through on promises. They are often
insensitive and critical, not trustworthy, do not learn from feedback and mistakes,
can’t build and develop the right teams, and are unable to see the big picture
when promoted into a general management position. Additional studies
confirm that the biggest leader mistakes are people mistakes rather than technical

0I1€S.46

Derailment

a phenomenon in which a
Leader GOOd Behaviors manager with an impressive

track record reaches a cer-

The best leaders, at all levels, are those who are genuinely interested in other people  tain level but goes off track

and find ways to bring out the best in them.*” Successful organizations, such as ~ @nd can't advance because

Google ttention to developing leaders in the soft skills needed to effectively ~ © 2 Tmatch between job

gle, pay attention to developing leaders in the soft skills needed to effectively .25 3nd personal skills and
lead technical people in a changing environment. qualities

EXHIBIT

1. Performance 2. Problems with 3. Difficulty 4. Difficulty Building 5. Too Narrow Manage-
Problems Relationships Changing and Leading a Team ment Experience

Failing to meet business Being insensitive, Not learning from Poor management of Inability to work
objectives because of manipulative, critical, feedback and mistakes direct reports; inability effectively or collaborate
too much time promoting and not trustworthy in to change old behaviors; to get work done through outside their current
themselves and playing relationships with defensive, unable to others; not identifying function; failing to see
politics, a failure to fuffili peers, direct reports, handle pressure, unable and hiring the right people. big picture when moved
promises, or a lack of customers, and others. to change management into general management
attention to priorities. style to meet new position over severai
demands. functions.

Source: Based on Yi Zhang, Jean Brittain Leslie, and Kelly M. Hannum, “Trouble Ahead: Derailment Is Alive and Well," Thunderbird International Business Review 55, no. 1
(January-February 2013), pp. 95-102.
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Instructions: Many people on the fast track toward positions of
leadership find themselves suddenly derailed and don’t know
why. Many times, a lack of people skills is to blame. To help
you determine whether you need to work on your people skills,
take the following quiz, answering each item as Mostly False or
Mostly True. Think about a job or volunteer position you have
now or have held in the past as you answer the following items.

Mostly  Mostly
People Skills False True
1. Other people describe me as very
good with people.
2. | frequently smile and laugh with
teammates or classmates.
3. | frequently reach out to engage
people, even strangers.
4. | often express appreciation to
other people.
Mostly  Mostly
Dealing with Authority False True

e
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| quickly speak out in meetings
when leaders ask for comments
or ideas.

If | see a leader making a decision
that seems harmful, | speak up.
| experience no tension when
interacting with senior managers,
either inside or outside the
organization.

| have an easy time asserting my-
self toward people in authority.

"'

Complete this
assignment online with
CengageNOW.

Are You on a Fast Track to Nowhere?

Mostly
False

Mostly

Networking True

. .OCultura Travel/Bethotugraphy/T he Image Bank/Getty Images

1. | spend part of each week net-
working with colleagues in other
departments.

2. | have joined multiple organiza-
tions for the purpose of making
professional contacts.

3. | frequently use lunches to
meet and network with new
people.

4. | actively maintain contact with
peers from previous
organizations.

Scoring and Interpretation
Tally the number of “Mostly Trues” checked for each set of
questions.

People Skills: —
Dealing with Authority: —
Networking:

If you scored 4 in an area, you're right on track. Continue to
act in the same way.

If your score is 2-3, you can fine-tune your skills in that area.
Review the questions where you said Mostly False and work
to add those abilities to your leadership skill set.

A score of 0-1 indicates that you may end up dangerously
close to derailment. You should take the time to do an in-
depth self-assessment and find ways to expand your inter-
personal skills.

Google

In 2013, Google was named the best company to work for by Fortune magazine for the
fourth year in a row. Being a great place to work didn't happen by accident. Google's
human resources department, called People Operations—or POPS for short—monitors
employees’ happiness and well-being to an incredible degree, using data to track every-
thing and learn where improvements are needed.

One thing it discovered is that good leaders make a tremendous difference. Google
looked at what successful leaders—those who have lower attrition rates and get better
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performance from their teams—do that makes them different from less successful ones.
Analyzing performance reviews and feedback surveys, Google executives used the findings
to help make bad leaders better. Even in a company that depends on technical expertise,
Google found that soft, human skills are essential. Technical expertise ranked dead last
among eight desirable leader qualities, as shown in the exhibit below.

Google discovered that employees want leaders who listen to them, build positive and
productive relationships, and show an interest in their lives and careers. When the company
targeted unsuccessful leaders and coached them to develop soft skills and display these
eight behaviors, the managerial ranks improved, with collective feedback scores going up
every year since 2009.%8

Google’s Eight Rules for Good Leader Behavior
Be a good coach.
Empower your team and don't micromanage.
Express interest in team members’ success and personal well-being.
Don't be a sissy. Be productive and results-oriented.
Be a good communicator and listen to your team.
Help your employees with career development.
Have a clear vision and strategy for the team.
Have key technical skills so you can help advise the team.*®

O N O Utk W =

The skills on Google’s list of desirable behaviors can help leaders avoid the
fatal flaws that derail careers. In addition, today’s successful leaders intentionally
value change over stability, empowerment over control, collaboration over compe-
tition, diversity over uniformity, and integrity over self-interest, as discussed earlier.
The industry of executive coaching emerged partly to help people through the tran-
sition to a new paradigm of leadership. Executive coaches encourage leaders to con-
front their own flaws and hang-ups that inhibit effective leadership, and then help
them develop stronger emotional and interpersonal skills.

MASTERING THE ART AND SCIENCE OF LEADERSHIP

There’s an age-old question: Are leaders born or made? In one survey, 19 percent of
top executives said leaders are born, 52 percent said they are made, and 29 percent
said they are both born and made.*® It may be true that some inborn qualities and
personality characteristics can provide a foundation for being a good leader, but
most people can learn to be good leaders no matter their innate characteristics.
Interestingly, in the above-mentioned survey, both those who thought leaders are
born and those who thought they are made mention learning from experience as a
key to becoming a good leader.

Leadership can be learned, but it is important to remember that leadership is
both an art and a science. It is an art because many leadership skills and qualities
cannot be learned from a textbook. Leadership takes practice and hands-on experi-
ence, as well as intense personal exploration and development. However, leadership
is also a science because a growing body of knowledge and objective facts describes
the leadership process and how to use leadership skills to attain organizational goals.
This is where a textbook or a course on leadership can help you to be a better leader.
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NEW LEADER
ACTION MEMO

As a leader, you can cultivate
your people skills to avoid
executive derailment. You can
treat others with kindness,
interest, and respect and avoid
overmanaging by selecting
good followers and delegating
effectively.

| suspect that
the true heroes
are largely un-
sung and prefer
to remain that
way. They prefer
to give credit to
others, to remain
behind the scenes,
to avoid grandi-
ose statements
and predictions
and promises,
and to perform
better than
anyone expected

them to.

Howard Gardner,
Harvard Psychologist
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Knowing about leadership research helps people analyze situations from a variety of
perspectives and learn how to be more effective. By exploring leadership in both business
and society, students gain an understanding of the importance of leadership to an
organization’s success, as well as the difficulties and challenges involved in being a
leader. Studying leadership can also lead to the discovery of abilities you never knew
you had. When students in a leadership seminar at Wharton were asked to pick
one leader to represent the class, one woman was surprised when she outpolled all
other students. Her leadership was drawn out not in the practice of leadership in student
government, volunteer activities, or athletics but in a classroom setting.’" Studying lead-
ership gives you skills you can apply to the practice of leadership in your everyday life.
Exhibit 1.6 gives some tips for how you can begin honing your leadership skills.

Many people have never tried to be a leader because they have no understand-
ing of what leaders actually do. The chapters in this book are designed to help you
gain a firm knowledge of what leadership means and some of the skills and quali-
ties that make a good leader. You can build competence in both the art and the
science of leadership by completing the Self-Insight exercises throughout the book,
by working on the activities and cases at the end of each chapter, and by applying
the concepts you learn in class, in your relationships with others, in student groups,
at work, and in voluntary organizations. Although this book and your instructors
can guide you in your development, only you can apply the concepts and principles
of leadership in your daily life. Learning to be a leader starts now, with you. Are
you up to the challenge?

EXHIBIT 1.6 Learning to Be a Leader

Practice acts of
leadership in your
everyday life

Work to develop
personal traits of
empathy and patience

Emulate successful
leaders

Complete a leadership Find a mentor to
course to improve skills provide feedback

S

Source: Based on “Guidelines for the Apprentice Leader,” in Robert J. Allio, “Masterclass: Leaders and Leadership—Many Theories,
But What Advice Is Reliable?” Strategy & Leadership 41, no. 1 (2013), pp. 4-14.
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ORGANIZATION OF THIS BOOK

The plan for this book reflects the shift to a new paradigm summarized in Exhibit
1.2 and the discussion of management versus leadership summarized in Exhibit 1.3.
The framework in Exhibit 1.7 illustrates the organization of the book.

Part 1 introduces leadership, its importance, and the transition to a new leader-
ship paradigm. Part 2 explores basic research perspectives that evolved during a
more stable time when rational management approaches were effective. These
basic perspectives, including the Great Man and trait theories, behavior theories,
and contingency theories, are relevant to dealing with specific tasks and individuals
and are based on a premise that leaders can predict and control various aspects of
the environment to keep the organization running smoothly.

Parts 3, 4, and 5 focus on leadership perspectives that reflect the paradigm shift to
the turbulent, unpredictable nature of the environment and the need for fresh leader
approaches. Part 3 discusses the personal side of leadership and looks at some of the
qualities and forces that are required to be effective in the new reality. These chapters
emphasize the importance of self-awareness and self-understanding, the development
of one’s own leadership mind and heart, moral leadership and courage, and appreciat-
ing the role of followership. Part 4 is about building effective relationships, including
motivating and empowering others, communicating as a leader, leading teams,
embracing the diversity of today’s world, and using power and influence.

EXHIBIT 1.7 Framework for the Book

Part 1: Introduction to Leadership
Chapter 1 What Does It Mean to Be a Leader?

Part 2: Research Perspectives on Leadership

Chapter 2 Traits, Behaviors, and Relationships
Chapter 3 Contingency Approaches to Leadership

Part 3: The Personal Side of Leadership Part 4: The Leader as Relationship Builder

Chapter 4 The Leader as an Individual Chapter 8 Motivation and Empowerment

Chapter 5 Leadership Mind and Emotion Chapter 9 Leadership Communication

Chapter 6 Courage and Moral Leadership Chapter 10 Leading Teams

Chapter 7 Followership Chapter 11 Developing Leadership Diversity
Chapter 12 Leadership Power and Influence

Part 5: The Leader as Social Architect

Chapter 13 Creating Vision and Strategic Direction
Chapter 14 Shaping Culture and Values
Chapter 15 Leading Change
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Part 5 brings together all of these ideas to examine the leader as builder of a
social architecture that can help an organization create a brighter future. These
chapters deal with creating vision and strategic direction, aligning culture and
values to achieve the vision, and leading change.

Taken together, the sections and chapters paint a complete portrait of the lead-
ership experience as it has evolved to the present day and emphasize the new para-
digm skills and qualities that are relevant from today and into the future. This book
blends systematic research evidence with real-world experiences and impact.

Now that you've read the chapter, check out how today’s leaders are applying these concepts.
Log in to CengageNOW to follow the leaders on Twitter.

Twitter

LEADERSHIP ESSENTIALS

® This chapter introduced the concept of leadership and explained how indivi-
duals can grow as leaders. Leadership is defined as an influence relationship
among leaders and followers who intend real changes and outcomes that reflect
their shared purposes. Thus leadership involves people in a relationship, influ-
ence, change, a shared purpose, and taking personal responsibility to make
things happen. Most of us are aware of famous leaders, but most leadership
that changes the world starts small and may begin with personal frustrations
about events that prompt people to initiate change and inspire others to follow
them. Your leadership may be expressed in the classroom, at work, or in your
neighborhood, religious community, or volunteer organizations.

® Concepts of leadership have evolved over time. Major research approaches
include Great Man theories, trait theories, behavior theories, contingency theo-
ries, influence theories, and relational theories. Elements of all these approaches
are still applicable to the study of leadership.

® The biggest challenge facing leaders today is the changing world that wants
a new paradigm of leadership. The new reality involves the shift from stabil-
ity to change, from control to empowerment, from competition to collabora-
tion, and from uniformity to diversity. In addition, the concept of leader as
hero is giving way to that of the humble leader who develops others and
shares credit for accomplishments. These dramatic changes suggest that a
philosophy based on control and personal ambition will probably fail in
the new era. The challenge for leaders is to evolve to a new mindset that
relies on human skills, integrity, and teamwork.

® The “soft” skills of leadership complement the “hard” skills of management,
and both are needed to effectively guide organizations. Although leadership is
often equated with good management, leadership and management are differ-
ent processes. Management strives to maintain stability and improve effi-
ciency. Leadership, on the other hand, is about creating a vision for the
future, designing social architecture that shapes culture and values, inspiring
and motivating followers, developing personal qualities, and creating change
within a culture of integrity. Leadership can be integrated with management
to achieve the greatest possible outcomes. Organizations need to be both man-
aged and led, particularly in today’s turbulent environment. Many managers
already have the qualities needed to be effective leaders, but they may not
have gone through the process needed to bring these qualities to life.
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Leadership is an intentional act. It is important to remember that most people
are not born with natural leadership skills and qualities, but leadership can be
learned and developed.

DISCUSSION QUESTIONS

1. Look through recent magazines and newspapers and identify one leader who seems to illus-
trate the “leader-as-hero” mindset and one who seems more typical of the humble Level 5
leader described in the text. Describe their differing characteristics. Which was easier to find?

2. What do you consider your own strengths and weaknesses for leadership? Discuss your
answer with another student.

3. Of the elements in the leadership definition as illustrated in Exhibit 1.1, which is the
easiest for you? Which is hardest? Explain.

4. How might the paradigm shift from competition to collaboration make the job of a
leader more difficult? Could it also make the leader’s job easier? Discuss.

Describe the best leader you have known. How did this leader acquire his or her capability?

6. Why do you think there are so few people who succeed at both management and
leadership? Is it reasonable to believe someone can be good at both? Discuss.

7. Discuss some recent events and societal changes that might have contributed to a shift “from
hero to humble.” Do you agree or disagree that humility is important for good leadership?

8. “Leadership is more concerned with people than is management.” Do you agree? Discuss.

What personal capacities should a person develop to be a good leader versus those
developed to be a good manager?

10. Why is leadership considered both an art and a science?

A Complete this
”Brf!“ | assignment online with
il CengageNOW.

LEADERSHIP AT WORK

Leadership Right-Wrong

Leader Wrong: Think of a specific situation in which you were working with someone who
was in a leadership position over you and that person was doing something that was wrong
for you. This person might have been a coach, teacher, team leader, employer, immediate
boss, family member, or anyone who had a leadership position over you. “Wrong for you”
means that person’s behavior reduced your effectiveness, made you or your coworkers less
productive, and was demotivating to you or your colleagues. Write a few words below that
describe what the leader was doing that was wrong for you.

Think of a second situation in which someone in a leadership position did something wrong
for you. Write a few words below that describe what the leader was doing that was wrong for you.
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Leader Right: Think of a specific situation in which you were working with someone who
was in a leadership position over you and that person was doing something that was right
for you. This person might have been a coach, teacher, team leader, employer, immediate
boss, family member, or anyone who had a leadership position over you. “Right for you”
means that person’s behavior made you or your coworkers more productive, highly moti-
vated you or others, and removed barriers to make you more successful. Write a few words
below that describe what the leader was doing that was right for you.

Think of a second situation in which someone in a leadership position did something
right for you. Write a few words below that describe what the leader was doing that was
right for you.

The previous answers are data points that can help you understand the impact of leader
behaviors. Analyze your four incidents—what are the underlying qualities of leadership that
enable you to be an effective performer? Discuss your answers with another student. What
leadership themes are present in the eight combined incidents? What do these responses tell
you about the qualities you want and don’t want in your leaders?

In Class: An interesting way to use this exercise in class is to have students write (five words
maximum) their leader “rights” on one board and their leader “wrongs” on another board.
The instructor can ask small groups to identify underlying themes in the collective set of
leader data points on the boards to specify what makes an effective leader. After students
establish four or five key themes, they can be challenged to identify the one key theme that
distinguishes leaders who are effective from those who are not.

Source: Based on Melvin R. McKnight, “Organizational Behavior as a Phenomenological, Free-Will Centered Science,”
Working Paper, College of Business Administration, Northern Arizona University, 1997.

| Check out CengageNOW

for additional cases with
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LEADERSHIP DEVELOPMENT: CASES FOR ANALYSIS

Sales Engineering Division
When DGL International, a manufacturer of refinery equipment, brought in John Terrill to man-
age its Sales Engineering division, company executives informed him of the urgent situation.
Sales Engineering, with 20 engineers, was the highest-paid, best-educated, and least-productive
division in the company. The instructions to Terrill: Turn it around. Terrill called a meeting of
the engineers. He showed great concern for their personal welfare and asked point blank:
“What’s the problem? Why can’t we produce? Why does this division have such turnover?”
Without hesitation, employees launched a hail of complaints. “I was hired as an
engineer, not a pencil pusher.” “We spend over half of our time writing asinine reports in
triplicate for top management, and no one reads the reports.” “We have to account for
every penny, which doesn’t give us time to work with customers or new developments.”
After a two-hour discussion, Terrill began to envision a future in which engineers were
free to work with customers and join self-directed teams for product improvement. Terrill
concluded he had to get top management off the engineers’ backs. He promised the
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engineers, “My job is to stay out of your way so you can do your work, and I'll try to keep
top management off your backs, too.” He called for the day’s reports and issued an order
effective immediately that the originals be turned in daily to his office rather than mailed to
headquarters. For three weeks, technical reports piled up on his desk. By month’s end, the
stack was nearly three feet high. During that time no one called for the reports. When other
managers entered his office and saw the stack, they usually asked, “What’s all this?” Terrill
answered, “Technical reports.” No one asked to read them.

Finally, at month’s end, a secretary from finance called and asked for the monthly travel
and expense report. Terrill responded, “Meet me in the president’s office tomorrow
morning.”

The next morning the engineers cheered as Terrill walked through the department push-
ing a cart loaded with the enormous stack of reports. They knew the showdown had come.

Terrill entered the president’s office and placed the stack of reports on his desk. The
president and the other senior executives looked bewildered.

“This,” Terrill announced, “is the reason for the lack of productivity in the Sales
Engineering division. These are the reports your people require every month. The fact that
they sat on my desk all month shows that no one reads this material. I suggest that the engi-
neers’ time could be used in a more productive manner, and that one brief monthly report
from my office will satisfy the needs of the other departments.”

QUESTIONS

1. Does John Terrill’s leadership style fit the definition of leadership in Exhibit 1.1? Is it
part of a leader’s job to manage upward? Explain.

2. With respect to Exhibit 1.4, in what leadership era is Terrill? In what era is headquar-
ters? Explain.

3. What approach would you have taken in this situation? What do you think the
response of the senior executives will be to Terrill’s action?

29

The Marshall Plan

Marshall Gordon was recognized by associates and competitors as a man on a mission. One
of four members of the design team for a large chair manufacturing corporation, Marshall’s
obsession with the creation of comfortable seating dated to a childhood back injury and a
lifetime of pain. He recognized, more than most in the industry, the importance of designing
chairs that offered some relief to those suffering from debilitating back, hip, and neck pain
as well as helping people of all ages to avoid problems with proper posture. In his early days
with the company the staff jokingly called his approach the Marshall Plan, after America’s
1947 initiative (named for Secretary of State George Marshall) to rebuild European economies
after the war. Like someone fighting to save the world, Marshall Gordon brought passion
and a creative intensity to design meetings as if each drawing, each design tweak would
change civilization as we knew it.

Single and with no apparent family or friendship ties, Marshall was married to his work.
He seemed to thrive on 70-hour work weeks, although as a salaried manager, he received no
overtime pay. Even his “down time” at meals or on weekends was spent sketching, studying
the latest in ergonomics, or reconnoitering each design adjustment by competitors.

“When you visit a furniture store, you fully expect to see Marshall, skulking about in
trench coat and hat, checking to see what the competition is offering,” says fellow team
member John Craddock. “We all laugh about it. The guy brings—actually brings—chairs to
meetings and tears them apart to show us some miniscule discovery.”

This obsession with chairs, pain and gravity, and one-upping the competition has made
Marshall a valuable employee and earned him a reputation in the industry for creative
design. Not since Peter Opsvik’s Gravity Balans ergonomic chair of the 1970s has anyone
made such an impact on the industry. The effect of Marshall’s work on company profits is
undeniable. The fact that competitors are chomping at the bit to lure him away is also
undeniable.

Copyright 2015 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



http://www.downloadslide.com/

30 PART 1 INTRODUCTION TO LEADERSHIP

But the Marshall Plan comes at a price. Over the 15 years he has worked with the com-
pany, five as leader of the design group, there has been a constant turnover within the design
group as frustrated workers leave the company to “get away from Marshall.”

“Anything you could learn from this brilliant and dedicated man is destroyed by his
cold, calculating attitude,” Craddock complains. “I came to this company excited about the
chance to work with him. But any knowledge he possesses is carefully guarded. His design
ideas are perfect, while ours are picked apart. We all swear he has listening devices scattered
around everywhere, because if the rest of the team huddles in some corner of the world to
discuss a design idea, voila! He walks into the next meeting with our idea. Once when he
was a few minutes late to a meeting, we thought we had beaten him and quickly presented
our idea. Just then, he walks in, and announces, ‘Ideas must be in the air. I have something
very similar,” and throws his completed design on screen. Guess who won.”

Marshall presents a continuing challenge to company management, having both incredible
positive and negative influence on the culture. While his contributions to design and profits far
exceed those of other employees, his negative effect on the culture and his team’s creativity and
morale results in the loss of talented people and a climate of suspicion and discontent. His threat,
“I can take my talents elsewhere,” hangs over top management like a sledge hammer.

Now, Craddock and Leslie Warren, other talented members of the design team, have
approached management with their own ultimatum: Do something about Marshall or we
resign.

QUESTIONS

1. If you were a top leader, how would you respond to the ultimatum? Be specific. Explain why.

2. What is Marshall missing with respect to his leadership abilities? How do you explain
his poor leadership behavior?

3. If you were Marshall’s manager, how might you increase Marshall’s awareness of the
negative impact he is having on his team? How would you guide him toward better
team leadership, sharing his knowledge with others, and mentoring his team members?
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YOUR LEADERSHIP CHALLENGE

After reading this chapter, you should be able to:

e QOutline some personal traits and characteristics that are associated with effective leaders.
e |dentify your own traits that you can transform into strengths and bring to a leadership role.

e Distinguish among various roles leaders play in organizations, including operations roles,
collaborative roles, and advisory roles, and where your strengths might best fit.

Recognize autocratic versus democratic leadership behavior and the impact of each.

Know the distinction between people-oriented and task-oriented leadership behavior and when
each should be used.

Understand how the theory of individualized leadership has broadened the understanding of
relationships between leaders and followers.

Describe some key characteristics of entrepreneurial leaders.

CHAPTER OUTLINE

36 The Trait Approach 47 Col. Joe D. Dowdy and Maj. Leader’s Bookshelf
41 Know Your Strengths gen. sl iiat At e 37 Take the Lead: Motivate,
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In the Lead 39 Rate Your Optimism Leadership Development: Cases
40 Marissa Mayer, Yahoo 47 What's Your Leadership T LR
42 Warren Buffett, Berkshire Orientation? 58 Consolidated Products
Hathaway 54 Your “LMX" Relationship 59 Transition to Leadership

irginia Rometty spent 30 years climbing the ranks at IBM before becoming

the company’s first female CEO in January 2012. Some of the personal

characteristics that helped her get to the top include intelligence, ambition,
ability to stay focused, empathy, superb listening skills, and self-confidence. That
last trait is something Rometty had to work on. She describes an experience early in
her career when she was offered a big promotion. She told her boss she didn’t think
she was ready and needed to think it over. Later, Rometty’s husband asked her, “Do
you think a man would have ever answered that question that way?” The lesson
Rometty learned, she says, was that “you have to be very confident, even though
you’re so self-critical inside about what it is you may or may not know.”!

It is likely that many of Rometty’s traits are shared by other leaders who have
attained higher levels in organizations. Personal traits are what captured the
imagination of the earliest leadership researchers. However, look at any two
successful and effective leaders and they will likely share some traits but have others
that are quite dissimilar. Each individual has a unique set of qualities, characteristics,
and strengths to bring to a leadership role. In addition, as the example of Virginia
Rometty shows, leaders can learn to overcome some potentially limiting traits, such
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Traits

the distinguishing personal
characteristics of a leader,
such as intelligence, honesty,
self-confidence, and
appearance

Great Man approach

a leadership perspective
that sought to identify the
inherited traits leaders
possessed that distinguished
them from people who
were not leaders
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as a lack of self-confidence. Consequently, many researchers have examined the
behavior of leaders to determine what behavioral features comprise leadership style
and how particular behaviors relate to effective leadership.

This chapter first examines the evolution of the trait approach and the
importance of leaders understanding and applying their own unique leadership
strengths. Then we provide an overview of the behavior approach and introduce the
theory of individualized leadership, which looks at behavior between a leader and
each individual follower, differentiating one-on-one behavior from leader-to-group
behavior. The path illuminated by the research into leader traits and behaviors is a
foundation for the field of leadership studies and still enjoys remarkable dynamism
for explaining leader success or failure.

THE TRAIT APPROACH

Traits are the distinguishing personal characteristics of a leader, such as intelli-
gence, honesty, self-confidence, and appearance. Research early in the twentieth
century examined leaders who had achieved a level of greatness and hence became
known as the Great Man approach. Fundamental to this theory was the idea that
some people are born with traits that make them natural leaders. The Great Man
approach sought to identify the traits leaders possessed that distinguished them
from people who were not leaders. Generally, research found only a weak rela-
tionship between personal traits and leader success.” Indeed, the diversity of traits
that effective leaders possess indicates that leadership ability is not a genetic
endowment.

Nevertheless, with the advancement of the field of psychology during the 1940s
and 1950s, trait approach researchers expanded their examination of personal attri-
butes by using aptitude and psychological tests. These early studies looked at per-
sonality traits such as creativity and self-confidence, physical traits such as age and
energy level, abilities such as knowledge and fluency of speech, social characteristics
such as popularity and sociability, and work-related characteristics such as the
desire to excel and persistence against obstacles.’

In a 1948 literature review,* Stogdill examined more than 100 studies based on
the trait approach. He uncovered several traits that appeared consistent with effective
leadership, including general intelligence, initiative, interpersonal skills, self-confidence,
drive for responsibility, and personal integrity. Stogdill’s findings also indicated,
however, that the importance of a particular trait was often relative to the situation.
Initiative, for example, may contribute to the success of a leader in an entrepreneurial
situation, but it may be irrelevant to a leader in a stable bureaucracy. Thus, possessing
certain personal characteristics is no guarantee of success.

Many researchers discontinued their efforts to identify leadership traits in
light of Stogdill’s 1948 findings and turned their attention to examining leader
behavior and leadership situations. However, others continued with expanded
trait lists and research projects. Stogdill’s subsequent review of 163 trait studies
conducted between 1948 and 1970 concluded that some personal traits do indeed
seem to contribute to effective leadership.’ The study identified many of the same
traits found in the 1948 survey, along with several additional characteristics,
including aggressiveness, independence, and tolerance for stress. However,
Stogdill again cautioned that the value of a particular trait or set of traits varies
with the organizational situation.
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LEADER'S BOOKSHELF

Vi es/Slonemeny Iha

Take the Lead: Motivate, Inspire, and Bring Out the Best in Yourself and
Everyone around You

All of us know that some leaders
inspire and motivate us whereas
others drain our energy and weigh
down our spirit. In her first book,
Take the Lead, Betsy Myers, senior
advisor to Presidents Barack Obama
and Bill Clinton and former executive
director of the Harvard Center for
Public Leadership, explains the char-
acteristics that will make you a moti-
vating and inspirational leader.

IT'S NOT MAGIC

The two presidents Myers has worked
with are known for their charisma, but
Myers insists there’s no magic to being
able to fully engage others. Good leader-
ship, she says, is about how you treat and
connect with others. Take the Lead
describes seven characteristics that good
leaders share: authenticity, connection,
respect, clarity, collaboration, learning,
and courage. Let’s look closely at three
of these leader qualities:

« They are authentic. People are nat-
urally drawn to leaders who have
an honest self-awareness and are
comfortable with who they are.
These leaders don’t have to puff
themselves up or put others
down. They love what they do

by Betsy Myers

and they pass that energy on to
others. Myers tells the story of a
woman she worked with who
wasn’t succeeding in her leader-
ship role. Myers discovered that
she really wanted to be teaching
music but didn’t consider it a real-
istic goal. The two worked out a
plan for the future that enabled
the woman to explore careers in
music while she kept her job.
Within a few years, she was head
of the music history department at
a university and was flourishing.
They lead by listening with
respect. Hsi-Wei Chou, the governor
of Taipei County, Taiwan, once saw
his security guards struggling to
control a man who was waving a
piece of paper in the air and
demanding to speak to the gover-
nor. Chou asked the guards to allow
them to talk, and he quickly
defused the situation. “It's about
treating people with respect,”
Chou said. “Whether the man is
right or wrong..., he deserves the
respect of his government and his
governor.”

They have a passion for learning
and share it with others. Captain

Chesley “Sully” Sullenberger says
he knew he wanted to be a pilot
at the age of five, and he spent
the rest of his life in the pursuit
of excellence in his chosen field.
After 40 years of pursuing excel-
lence, there couldn’t have been
anyone better prepared to be in
control when U.S. Airways Flight
1549 had to be landed on the
Hudson River in January 2009. Sul-
lenberger’'s passion for learning
also meant he was a proponent of
continuous training for every
member of a flight crew.

PRACTICAL ADVICE FOR NEW LEADERS
Take the Lead doesn’'t claim to have a
“secret sauce” for leadership, but it does
describe qualities that anyone can
develop to be a better leader. “Genuine
leadership is not something that magi-
cally happens because we've been
handed a certain position or role to
play. It is a quality we nurture in our-
selves, regardless of our job or station
in life.”

Source: Based on Take the Lead, by Betsy Myers,
is published by Atria Books.

In recent years, there has been a resurgence of interest in examining leadership

traits. A review by Kirkpatrick and Locke identified a number of personal traits
that distinguish leaders from nonleaders, including some pinpointed by Stogdill.®
Other studies have focused on followers’ perceptions and indicate that certain traits
are associated with people’s perceptions of who is a leader. For example, one study
found that the traits of intelligence, masculinity, and dominance were strongly
related to how individuals perceived leaders.” Others have found that charismatic
CEOs are perceived to be more effective than other leaders, even though there is
no evidence showing they actually are.®

In summary, trait research has been an important part of leadership studies
throughout the twentieth century and continues into the twenty-first, as illustrated
by this chapter’s Leader’s Bookshelf, which takes a fresh look at some characteris-
tics that enable leaders to motivate and inspire people in today’s environment.
Optimism and a cheerful attitude have recently gained attention as important traits
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EXHIBIT 2.1 Some Leader Characteristics

Personal Characteristics
Energy

Passion

Humility

Physical stamina
Intelligence and Ability
Intelligence, cognitive ability
Knowledge

Judgment, decisiveness
Personality

Optimism

Cheerfulness
Self-confidence

Social Characteristics
Sociability, interpersonal skills
Cooperativeness

Ability to enlist cooperation
Tact, diplomacy
Work-Related Characteristics
Drive, desire to excel
Dependability
Fair-mindedness
Perseverance, tenacity

Social Background
Education

Mobility

Evaluate your
degree of self-
confidence by
completing the
CengageNOW
questionnaire
“How Self-Confi-
dent Are You?"

What I've re-
ally learned over
time is that op-
timism is a very,
very important
part of leader-
ship.... People
don't like to fol-
low pessimists.

Robert Iger,
Chairman and CEO
of The Walt Disney

Company

Optimism

a tendency to see the
positive side of things and
expect that things will turn
out well

Self-confidence
assurance in one's own
judgments, decision making,
ideas, and capabilities
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Honesty and integrity
Charisma

Desire to lead
Independence

Sources: Bass and Stogdill's Handbook of Leadership: Theory, Research, and Management Applications, 3rd ed. (New York: The Free
Press, 1990), pp. 80-81; S. A. Kirkpatrick and E. A. Locke, “Leadership: Do Traits Matter?” Academy of Management Executive 5, no. 2
(1991), pp. 48-60; and James M. Kouzes and Barry Z. Posner, The Leadership Challenge: How to Get Extraordinary Things Done in
Organizations (San Francisco: Jossey-Bass, 1990).

for successful leaders. Britain’s Royal Navy takes cheerfulness so seriously that it
tracks how leader cheerfulness affects morale and effectiveness.” As discussed in
Chapter 1, humility, including a willingness to admit mistakes and make oneself
vulnerable, has emerged as an important trait in today’s collaborative world."®

Exhibit 2.1 presents some of the traits and their respective categories that have
been identified through trait research over the years. Many researchers still contend
that some traits are essential to effective leadership, but only in combination with
other factors."' A few traits typically considered highly important for leadership
are optimism, self-confidence, honesty and integrity, and drive.

Optimism and Self-Confidence Recent research points to a positive outlook and a
cheerful attitude as keys to effective leadership.'? Optimism refers to a tendency to
see the positive side of things and expect that things will turn out well. Numerous
surveys indicate that optimism is the single characteristic most common to top
executives. People rise to the top because they have the ability to see opportunities
where others see problems and can instill in others a sense of hope for the future.
Leaders at all levels need some degree of optimism to see possibilities even through
the thickest fog and rally people around a vision for a better tomorrow. Although
hundreds of experiments support the notion that people possess ingrained tenden-
cies toward either optimism or pessimism, leaders can train themselves to deliber-
ately focus on the positive rather than the negative and interpret situations in
more positive, optimistic ways.'?

A related characteristic is having a positive attitude about oneself. Leaders who
know themselves develop self-confidence, which is general assurance in one’s own judg-
ments, decision making, ideas, and capabilities. Self-confidence doesn’t mean being
arrogant and prideful but rather knowing and trusting in oneself. Self-confidence is
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Rate Your Optimism

Instructions: This questionnaire is designed to assess your
level of optimism as reflected in your hopefulness about the
future. There are no right or wrong answers. Please indicate
your personal feelings about whether each statement is
Mostly False or Mostly True by checking the answer that
best describes your attitude or feeling.

Mostly
False

Mostly
True

1. I nearly always expect a lot from
life.

2. | try to anticipate when things
will go wrong.

3. | always see the positive side of
things.

4. | often start out expecting the
worst, although things usually
work out okay.

5. | expect more good things to

~ .

'O Cultura Travel/Ben PipesP!

| Complete this
o assignment online with
CengageNOW.

7. If something can go wrong for
me, it usually does.

8. Even in difficult times, | usually
expect the best.

9. | am cheerful and positive most
of the time.
| consider myself an optimistic
person.

Scoring and Interpretation

Give yourself one point for checking Mostly True for items
1, 3,5, 8,9, 10. Also give yourself one point for checking
Mostly False for items 2, 4, 6, 7. Enter your score
here: . If your score is 8 or higher, it may mean that
you are high on optimism. If your score is 3 or less, your view
about the future may be pessimistic. For the most part, peo-
ple like to follow a leader who is optimistic rather than nega-
tive about the future. However, too much optimism may
exaggerate positive expectations that are never fulfilled. If
your score is low, what can you do to view the world through

htgﬁ)graphy/T he Image Bank/Getty Images

happen to me than bad.
6. | often feel concern about how
things will turn out for me.

a more optimistic lens?

related to self-efficacy, which refers to a person’s strong belief that he or she can suc-
cessfully accomplish a specific task or outcome.'* A leader who has a positive self-
image and displays certainty about his or her own ability to achieve an outcome fosters
confidence among followers, gains respect and admiration, and creates motivation and
commitment among followers for the mission at hand.

Active leaders need self-confidence and optimism. How many of us willingly fol-
low someone who is jaded and pessimistic, or someone who obviously doesn’t believe
in himself or herself? Leaders initiate change, and they often must make decisions with-
out adequate information. Without the confidence to move forward and believe things
will be okay, even if an occasional decision is wrong, leaders could be paralyzed into
inaction. Setbacks have to be overcome. Risks have to be taken. Competing points of
view have to be managed, with some people left unsatisfied. The characteristics of opti-
mism and self-confidence enable a leader to face all these challenges.'’

Honesty and Integrity Positive attitudes have to be tempered by strong ethics or
leaders can get into trouble. Consider Bernard Madoff, who masterminded the larg-
est financial fraud in history and was sent to jail on 11 criminal charges, including
securities fraud and perjury. As a leader, Madoff displayed strong self-confidence
and optimism, which is one reason he was able to attract so many investors.
The problem was that he didn’t have a strong ethical grounding to match. Due to
Madoff’s scam, thousands of people were swindled out of their life’s savings, chari-
ties and foundations were ruined, and pension funds were wiped out, while Madoff
and his wife lived in luxury.'®

Source: These questions were created based on several sources.

NEW LEADER
ACTION MEMO

People generally prefer to fol-
low leaders who are optimistic
rather than pessimistic about
the future. Complete the
questionnaire in Leader's
Self-Insight 2.1 to assess your
level of optimism.
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NEW LEADER
ACTION MEMO

As a leader, you can
develop the personal
traits of self-
confidence, integrity,
and drive, which are
important for suc-
cessful leadership in
every organization
and situation. You
can work to keep an
optimistic attitude
and be ethical in your
decisions and actions.

Honesty
truthfulness and
nondeception

Integrity

the quality of being whole,
integrated, and acting in
accordance with solid ethical
principles

Drive

high motivation that creates
a high effort level by a leader
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Effective leaders are ethical leaders. One aspect of being an ethical leader is
being honest with followers, customers, shareholders, and the public, and maintain-
ing one’s integrity. Honesty refers to truthfulness and nondeception. It implies an
openness that followers welcome. Integrity means that a leader’s character is
whole, integrated, and grounded in solid ethical principles, and he or she acts in
keeping with those principles. Leaders who model their ethical convictions through
their daily actions command admiration, respect, and loyalty. Honesty and integrity
are the foundation of trust between leaders and followers.

Sadly, trust is sorely lacking in many organizations following years of corporate
scandals and rampant greed. Leaders need the traits of honesty and integrity to rebuild
trusting and productive relationships. People today are wary of authority and the
deceptive use of power, and they are hungry for leaders who hold high moral stan-
dards. Successful leaders have also been found to be highly consistent, doing exactly
what they say they will do when they say they will do it. Successful leaders prove
themselves trustworthy. They adhere to basic ethical principles and consistently apply
them in their leadership. One survey of 1,500 managers asked the values most desired
in leaders. Honesty and integrity topped the list. The authors concluded:

Honesty is absolutely essential to leadership. After all, if we are willing to fol-
low someone, whether it be into battle or into the boardroom, we first want to
assure ourselves that the person is worthy of our trust. We want to know that
he or she is being truthful, ethical, and principled. We want to be fully confi-
dent in the integrity of our leaders."”

Drive Another characteristic considered essential for effective leadership is drive. Leaders
often are responsible for initiating new projects as well as guiding projects to successful
completion. Drive refers to high motivation that creates a high effort level by a leader.
Leaders with drive seek achievement, have energy and tenacity, and are frequently
perceived as ambitious. If people don’t strive to achieve something, they rarely do.
Ambition can enable leaders to set challenging goals and take initiative to reach them.'®

A strong drive is also associated with high energy. Leaders work long hours
over many years. They have stamina and are vigorous and full of life in order to
handle the pace, the demands, and the challenges of leadership. During her first
two years at Google, Marissa Mayer says she worked 100 hours a week. That
pace is likely to be required in her new job as president and CEO of Yahoo.

IN THE LEAD

Marissa Mayer, Yahoo

Marissa Mayer has set herself some tough goals as the new president and CEO of Yahoo. But
tough is part of Mayer's DNA. Mayer is known for being incredibly energetic and ambitious.
She loves hard work and challenge. “She doesn't need any sleep,” said Craig Silverstein, who
worked with her at Google and now develops software for Kahn Academy. That's clearly an
overstatement, but Mayer has demonstrated that she has almost superhuman stamina and a
strong drive to succeed. In the early years at Google, she routinely worked 100-hour weeks
and occasionally pulled all-nighters. Soon after joining Yahoo as CEO, Mayer had her first baby
and returned to work two weeks after the delivery.


http://www.downloadslide.com/

CHAPTER 2 TRAITS, BEHAVIORS, AND RELATIONSHIPS 41

Even in high school, Mayer was known as an overachiever who refused to settle for
less than the best from herself or others. As captain of the pom-pom squad, she scheduled
practices that lasted for hours to make sure everyone was synchronized. It was during her
first management job at Google that she incorporated the idea of pushing beyond her
comfort zone into her career philosophy. She isn't afraid to take risks in the interest of help-
ing the team and organization succeed. Mayer created a firestorm of criticism when she
issued a policy early in her tenure at Yahoo that employees can no longer work from
home, but she stuck by her decision without regrets or apologies. She believes Yahoo is in
a crisis situation and to succeed needs the creative energy that comes from people working
face to face and side by side. Some people believe she will eventually relax the tough “all
hands in the office” policy, since flexibility is another of her characteristics. However, she
won't relax her high standards or the requirement that employees be as dedicated to
Yahoo's success as she is."

Working 100-hour weeks certainly isn’t necessary for effective leadership, but
all leaders have to display drive and energy to be successful. Clearly, various traits
such as drive, self-confidence, optimism, and honesty have great value for leaders.
One study of 600 executives by Hay Group, a global organizational and human
resources consulting firm, found that 75 percent of the successful executives studied
possessed the characteristics of self-confidence and drive.*°

In Chapter 4, we will further consider individual characteristics and qualities that
play a role in leadership effectiveness. However, good leaders know it isn’t about
identifying specific individual traits but rather understanding one’s own unique set
of strengths and capabilities and learning how to make the most of them.?!

KNOW YOUR STRENGTHS

Some people tend to think a leader should have a complete set of skills, character-
istics, and abilities to handle any problem, challenge, or opportunity that comes
along. This myth of the “complete leader” can cause stress and frustration for lea-
ders and followers, as well as damage to the organization.** Interdependence is the
key to effective leadership. Sixty percent of leaders in one survey acknowledge that
leaders face challenges that go beyond any individual’s capabilities.>* Therefore, the
best leaders recognize and hone their strengths while trusting and collaborating
with others to make up for their weak points.

Everyone has strengths, but many leaders fail to recognize and apply them,
often because they are hampered by the idea that they should be good at every-
thing. Benjamin Franklin referred to wasted strengths as “sundials in the shade.”**
Only when leaders understand their strengths can they use these abilities effectively
to make their best contribution.

What Are Strengths?

A strength arises from a natural talent that has been supported and reinforced with

knowledge and skills.?> Talents can be thought of as innate traits and naturally  Strength

recurring patterns of thought, feeling, and behavior. One person might be naturally =~ anatural talentor ability that
outgoing and curious, for example; another might have a natural talent for being ?eai;fgffgdsﬁaog?nggd
organized. Once recognized, talents can be turned into strengths by consciously  knowledge and skills
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Operational role

a vertically oriented leader-
ship role in which an exec-
utive has direct control over
people and resources and
the position power to
accomplish results
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developing and enhancing them with learning and practice. Unless they are honed
and strengthened and put to use, talents are merely aspects of one’s potential.

One neat thing about understanding your strengths is the philosophy “concentrate
on your strengths, not your weaknesses.” You excel in life by maximizing your
strengths, not by fixing your weaknesses. When you live and work from your strengths,
you are more motivated, competent, and satisfied. Strengths are important because you
can focus your life around them, and your energy, enthusiasm, and effectiveness can be
the basis of your leadership. Why devote your energy trying to fix your weaknesses or
expending much thought and effort performing tasks that don’t match your strengths?
When people use their talents and strengths, they feel good and enjoy their work with-
out extra effort; hence they are effective and make a positive contribution.

How does a leader know which traits or behavior patterns can be turned into
strengths? Warren Buffett recommends that people do what fits their natural inter-
ests and abilities, which is reflected in the work they like to do.

IN THE LEAD

Warren Buffett, Berkshire Hathaway

Warren Buffett says he finds investing so much fun that he would do it for free. Buffett tried
other work early in his career but found it so unsatisfying that he knew he wouldn't want to
do it for any amount of money. The legendary self-made billionaire and chairman of
Berkshire Hathaway was the fourth richest person in the world in 2013. Yet it isn't the
money that drives him, but the love of the work.

Each year, Buffett hosts in his hometown of Omaha, Nebraska, about 160 business stu-
dents from universities around the world. One question he usually gets is about how to
know what career to pursue. How did the great man know that investing was the right
career for him? Buffett answers in two parts. First, he says his “natural wiring” was made for
capital allocation—that is, he just had a knack for knowing how to allocate financial
resources into companies or other entities as a way to generate wealth. Buffett says that if
he had been born in a country such as Sudan or Cambodia, without abundant private capi-
tal and a system of capital allocation, he would never have gotten to use his natural talents.
Nor would he have succeeded in a different era when there was no capitalism. Buffett is
very clear in recommending that people need to do what fits their natural mental makeup.

How did he know that his wiring fit investing? The key was his love for it. His career
advice is to find work or a career that you really enjoy, and it will fit the natural strengths
of your mental wiring.*®

Matching Strengths with Roles

Recent research suggests that different leader strengths might be better suited to dif-
ferent types of leadership roles.”” Exhibit 2.2 illustrates three types of leadership
roles identified in today’s organizations by a team of experts at Hay Group. The
researchers found that, although there is a core set of competencies that all leaders
need, there is significant variation in the personal characteristics, behaviors, and
skills that correlate with success in the different roles.

The operational role is the closest to a traditional, vertically oriented management
role, where an executive has direct control over people and resources to accomplish
results. Operational leaders fill traditional line and general management positions in a
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EXHIBIT 2.2 Three es of Leadership Roles

Operational Role Collaborative Role Advisory Role

Vertical Horizontal

responsibilities

Providing
guidance and
support

management
positions

Human Resources
Manager

Example: Division President Project Manager

business, for example. They set goals, establish plans, and get things done primarily
through the vertical hierarchy and the use of position power. Operational leaders are
doggedly focused on delivering results. They need high self-confidence and tend to be
assertive, always pushing forward and raising the bar. Successful operational leaders
are typically analytical and knowledgeable, yet they also have the ability to translate
their knowledge into a vision that others can become passionate about.

The collaborative role is a horizontal role and includes people such as project man-
agers, matrix managers, and team leaders in today’s more horizontally organized com-
panies. This role, which has grown tremendously in importance in recent years, is quite
challenging. Leaders in collaborative roles typically don’t have the strong position power
of the operational role. They often work behind the scenes, using their personal power to
influence others and get things done. Collaborative leaders need excellent people skills in
order to network, build relationships, and obtain agreement through personal influence.
They also are highly proactive and tenacious, and they exhibit extreme flexibility to cope
with the ambiguity and uncertainty associated with the collaborative role.

Leaders in an advisory role provide guidance and support to other people and
departments in the organization. Advisory leadership roles are found, for example,
in departments such as legal, finance, and human resources. These leaders are
responsible for developing broad organizational capabilities rather than accom-
plishing specific business results. Advisory leaders need great people skills and the
ability to influence others through communication, knowledge, and personal per-
suasion. In addition, leaders in advisory roles need exceptionally high levels of hon-
esty and integrity to build trust and keep the organization on solid ethical ground.

The Hay Group research findings shed new light on the types of roles leaders
fill in today’s organizations and emphasize that an individual’s strengths can influ-
ence how effective a leader might be in a particular role. Leadership success partly
depends on matching leaders with roles where their strengths can be most effective.

BEHAVIOR APPROACHES

As suggested in the previous discussion, strengths are not just personal traits but
also patterns of behavior. Rather than looking at an individual’s personal traits,
diverse research programs on leadership behavior have sought to uncover the
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NEW LEADER
ACTION MEMO

As a leader, you can
understand the type
of leadership role in
which your strengths
would be most effec-
tive and satisfying.
You can pursue an
operational, collabo-
rative, or advisory
leadership role
depending on your
natural tendencies.

Collaborative role

a horizontal leadership role
in which the leader often
works behind the scenes and
uses personal power to in-
fluence others and get
things done

Advisory role

a leadership role that pro-
vides advice, guidance,

and support to other people
and departments in the
organization
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behaviors that effective leaders engage in. Behaviors can be learned more readily
than traits, enabling leadership to be accessible to all.

Autocratic versus Democratic Behaviors

One study that served as a precursor to the behavior approach recognized auto-
cratic and democratic leadership styles. An autocratic leader is one who tends to
centralize authority and derive power from position, control of rewards, and coer-
cion. A democratic leader delegates authority to others, encourages participation,
relies on subordinates’ knowledge for completion of tasks, and depends on subordi-
nate respect for influence.

The first studies on these leadership behaviors were conducted at the University
of Towa by Kurt Lewin and his associates.”® The research included groups of chil-
dren, each with its own designated adult leader who was instructed to act in either
an autocratic or democratic style. These experiments produced some interesting
findings. The groups with autocratic leaders performed highly so long as the leader
was present to supervise them. However, group members were displeased with the

Autocratic close, autocratic style of leadership, and feelings of hostility frequently arose. The
a leader who tends to cen- performance of groups who were assigned democratic leaders was almost as good,
ggtfeeraffg:fggsizgi m‘fm and these groups were characterized by positive feelings rather than hostility. In
of rewards, and coercion addition, under the democratic style of leadership, group members performed well

) even when the leader was absent. The participative techniques and majority-rule
Democratic decision making used by the democratic leader trained and involved the group
a leader who delegates au- . .
thority to others, encourages ~ Members so that they performed well with or without the leader present. These

participation, relies on sub- characteristics of democratic leadership may partly explain why the empowerment
Sg:}”ite‘iis;:”oofﬁ'a‘zﬁgea;%r of employees is a popular trend in companies today. This chapter’s Consider This
depepnds on subordinate box presents the notion that democratic leaders may get better results because they
respect for influence allow followers to feel their own power and worth.

Minimal Leadership

© iStockphoto.com/JOE CICAK

When the Master governs, the people are hardly aware that he [she] exists.

Next best is a leader who is loved.

Next, one who is feared.

The worst is one who is despised.

If you don't trust the people, you make them untrustworthy.

The Master doesn't talk, he [she] acts.

When his [her] work is done, the people say, “Amazing: we did it all by ourselves.”

Source: From Tao Te Ching, translated by S. Mitchell, (New York: Harper Perennial, 1988), p. 17.
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EXHIBIT 2.3 Leadership Continuum

Boss-Centered — Subordinate-Centered
Leadership — Leadership

Use of authority by manager

Area of freedom for subordinates

Manager makes Manager presents Manager presents Manager permits
decision and ideas and invites problem, gets subordinates to
announces it questions suggestions, function within
makes decision limits defined
by superior
Manager “sells” Manager presents Manager defines
decision tentative decision limits, asks
subject to change group to make
decision

Source: Harvard Business Review. An exhibit from Robert Tannenbaum and Warren Schmidt, “How to Choose a Leadership Pattern” (May—June 1973). Copyright 1973
by the president and Fellows of Harvard College.

This early work implied that leaders were either autocratic or democratic in
their approach. However, further work by Tannenbaum and Schmidt indicated NEW LEADER

that leadership behavior could exist on a continuum reflecting different amounts ACTION MEMO
of employee partigipation.Z%Thus, one leader might be autogratic (boss-centered), As a leader, you an use a
another democratic (subordinate-centered), and a third a mix of the two styles. democratic leadership style
Exhibit 2.3 illustrates the leadership continuum. to help followers develop
Tannenbaum and Schmidt also suggested that the extent to which leaders decision-making skills and

. o . erform well without close
should be boss-centered or subordinate-centered depended on organizational cir- periorm. )
supervision. An autocratic style

cumstances and that leaders might adjust their behaviors to fit the circumstances. might be appropriate when
For example, if there is time pressure on a leader, or if it takes too long for subor- there is time pressure or fol-
dinates to learn how to make decisions, the leader will tend to use an autocratic lowers have low skill levels.
style. When subordinates are able to learn decision-making skills readily, a demo-
cratic style can be used. Also, the greater the skill difference, the more autocratic
the leader approach because it is difficult to bring subordinates up to the leader’s
expertise level.*
Jack Hartnett, president of D. L. Rogers Corporation and franchise owner of
54 Sonic drive-in restaurants, provides an example of the autocratic leadership
style. He tells workers to “do it the way we tell you to do it,” rather than asking
for their input or suggestions.’! The style works well in the fast-food restaurant
business where turnover is typically high and many employees are young and low
skilled. In contrast, Stephen McDonnell, CEO of Applegate Farms, is an extreme exam-
ple of a democratic leader. For most of Applegate Farms’ history, McDonnell hasn’t
even been in the office. From his experience at other companies, McDonnell had
observed that most organizational problems were more easily diagnosed, and more
effectively solved, within specific teams or work groups rather than by top managers.
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ACTION MEMO

Discover your leader-
ship orientation
related to consider-
ation and initiating
structure by
completing the
self-assessment
exercise in Leader’s
Self-Insight 2.2.

Consideration

the extent to which a leader
is sensitive to subordinates,
respects their ideas and
feelings, and establishes
mutual trust

Initiating structure

the extent to which a leader
is task oriented and directs
subordinates’ work activities
toward goal achievement
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He decided that the best way to get a company running smoothly was to give everyone
access to relevant information, empower them with the freedom and responsibility to act
on it, and then stay out of the way.*?

The findings about autocratic and democratic leadership in the original Univer-
sity of Iowa studies indicated that leadership behavior had a definite effect on out-
comes such as follower performance and satisfaction. Equally important was the
recognition that effective leadership was reflected in behavior, not simply by what
personality traits a leader possessed. Interestingly, Stephen McDonnell, CEO of
Applegate, is a self-confessed control-freak boss, full of anxiety and obsessed with
meeting goals. He realized that working mostly from home was the best way to
protect the company from his tendency to micromanage. This suggests that leaders
can adopt behaviors that are almost in direct opposition to their natural traits when
it 1S necessary.

Ohio State Studies

The idea that leadership is reflected in behavior and not just personal traits
provided a focus for subsequent research. One early series of studies on
leadership behavior was conducted at The Ohio State University. Researchers
conducted surveys to identify specific dimensions of leader behavior. Narrowing
a list of nearly 2,000 leader behaviors into a questionnaire containing 150
examples of definitive leader behaviors, they developed the Leader Behavior
Description Questionnaire (LBDQ) and administered it to employees.>® Hundreds
of employees responded to various examples according to the degree to which
their leaders engaged in the behaviors. The analysis of ratings resulted in
two wide-ranging categories of leader behavior, later called consideration and
initiating structure.

Consideration describes the extent to which a leader cares about
subordinates, respects their ideas and feelings, and establishes mutual trust.
Showing appreciation, listening carefully to problems, and seeking input from sub-
ordinates regarding important decisions are all examples of consideration
behaviors.

Initiating structure describes the extent to which a leader is task oriented
and directs subordinates’ work activities toward goal achievement. This type
of leader behavior includes directing tasks, getting people to work hard,
planning, providing explicit schedules for work activities, and ruling with an iron
hand.

Although many leaders fall along a continuum that includes both consider-
ation and initiating structure behaviors, these behavior categories are independent
of one another. In other words, a leader can display a high degree of both behav-
ior types or a low degree of both behavior types. Additionally, a leader might
demonstrate high consideration and low initiating structure, or low consideration
and high initiating structure behavior. Research indicates that all four of these
leader style combinations can be effective.>* The following examples describe two
U.S. Marine leaders who display different types of leadership behavior that corre-
late to the comsideration and initiating structure styles. Sometimes these styles
clash.
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Instructions: The following questions ask about your per-
sonal leadership orientation. Each item describes a specific
kind of behavior but does not ask you to judge whether the
behavior is desirable or undesirable.

Read each item carefully. Think about how frequently
you engage in the behavior described by the item in a
work or school group. Please indicate whether each state-
ment is Mostly False or Mostly True by checking the answer
that best describes your behavior.

Mostly
False

Mostly
True

1. | put into operation sugges-
tions agreed to by the group.

2. | treat everyone in the group
with respect as my equal.

3. | back up what other people in
the group do.

4. | help others with their personal
problems.

5. | bring up how much work
should be accomplished.

6. | help assign people to specific
tasks.

What's Your Leadership Orientation?

| Complete this
o assignment online with
CengageNOW.

7. | frequently suggest ways to fix
problems.

8. | emphasize deadlines and how
to meet them.

Scoring and Interpretation

Consideration behavior score—count the number of checks
for Mostly True for items 1-4. Enter your consideration score
here: 5

A higher score (3 or 4) suggests a relatively strong orien-
tation toward consideration behavior by you as a leader. A
low score (2 or less) suggests a relatively weak consideration
orientation.

Initiating structure behavior score—count the number of
checks for Mostly True for items 5-8. Enter your initiating
structure score here: .

A higher score (3 or 4) suggests a relatively strong orien-
tation toward initiating structure behavior by you as a
leader. A low score (2 or less) suggests a relatively weak ori-
entation toward initiating structure behavior.

Source: Sample items adapted from: Edwin A Fleishman’s Leadership
Opinion Questionnaire. (Copyright 1960, Science Research Associates, Inc,,
Chicago, IL.) This version is based on Jon L. Pierce and John W. Newstrom,
Leaders and the Leadership Process: Readings, Self-Assessments & Applications,
2nd ed. (Boston: Irwin McGraw-Hill, 2000).

IN THE LEAD

Col. Joe D. Dowdy and Maj. Gen. James Mattis, U.S. Marine Corps

Only a few weeks into the war in Irag, Marine Col. Joe D. Dowdy had both accomplished a gru-
eling military mission and been removed from his command by Maj. Gen. James Mattis. The
complicated and conflicting tales of why Col. Dowdy was dismissed are beyond the scope of
this text, but one issue that came under examination was the differing styles of Col. Dowdy
and Gen. Mattis, as well as the difficult, age-old wartime tension of “men versus mission.”

Gen. Mattis has been referred to as a “warrior monk,” consumed with the study of bat-
tle tactics and a leader whose own battle plans in Iraq were considered brilliant. Gen. Mattis
saw speed as integral to success in the early days of the Iragi war, pushing for regiments to
move quickly to accomplish a mission despite significant risks. For Col. Dowdy, some risks
seemed too high, and he made decisions that delayed his mission but better protected his
marines. Col. Dowdy was beloved by his followers because he was deeply concerned about
their welfare, paid attention to them as individuals, and treated them as equals, going so far
as to decline certain privileges that were available only to officers.

Despite their different styles, both leaders were highly respected by followers. When
asked about Gen. Mattis, Gunnery Sgt. Robert Kane, who has served under both leaders,
says he would certainly “follow him again.” However, when he learned that Col. Dowdy
had been dismissed, Sgt. Kane says he “wanted to go with him. If [he] had said ‘Get your
gear, you're coming with me,’ | would've gone, even if it meant the end of my career.”*
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Employee-centered

a leadership behavior that
displays a focus on the human
needs of subordinates

Job-centered

leadership behavior in which
leaders direct activities to-
ward efficiency, cost-cutting,
and scheduling, with an
emphasis on goals and
work facilitation
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Gen. Mattis might be considered highly task oriented, reflecting an initiating
structure approach, while Col. Dowdy seems more people oriented, reflecting
a consideration behavioral style. Whereas Gen. Mattis typically put the mission
first, combined with a concern for the marines under his command, Col. Dowdy
typically put marines first, even though he also gave his all to accomplish the
mission.

Additional studies that correlated these two leader behavior types and impact
on subordinates initially demonstrated that “considerate” supervisors had a more
positive impact on subordinate satisfaction than did “structuring” supervisors.>®
For example, when leader effectiveness was defined by voluntary turnover or
amount of grievances filed by subordinates, considerate leaders generated less turn-
over and grievances. But research that utilized performance criteria, such as group
output and productivity, showed initiating structure behavior was rated more effec-
tive. Other studies involving aircraft commanders and university department heads
revealed that leaders rated effective by subordinates exhibited a high level of both
consideration and initiating structure behaviors, whereas leaders rated less effective
displayed low levels of both behavior styles.>”

University of Michigan Studies

Studies at the University of Michigan took a different approach by directly compar-
ing the behavior of effective and ineffective supervisors.*® The effectiveness of
leaders was determined by productivity of the subordinate group. Initial field stud-
ies and interviews at various job sites gave way to a questionnaire not unlike the
LBDQ, called the Survey of Organizations.®

Over time, the Michigan researchers established two types of leadership behav-
ior, each type consisting of two dimensions.*” First, employee-centered leaders display
a focus on the human needs of their subordinates. Leader support and interaction
facilitation are the two underlying dimensions of employee-centered behavior. This
means that in addition to demonstrating support for their subordinates, employee-
centered leaders facilitate positive interaction among followers and seek to minimize
conflict. The employee-centered style of leadership roughly corresponds to the Ohio
State concept of consideration.

In contrast to the employee-centered leader, the job-centered leader directs
activities toward scheduling, accomplishing tasks, and achieving efficiency. Goal
emphasis and work facilitation are dimensions of this leadership behavior. By
focusing on reaching task goals and facilitating the structure of tasks, job-centered
behavior approximates that of initiating structure.

However, unlike the consideration and initiating structure styles defined by the
Ohio State studies, Michigan researchers considered employee-centered leadership
and job-centered leadership to be distinct styles in opposition to one another.
A leader is identifiable by behavior characteristic of one or the other style but not
both. Another hallmark of later Michigan studies is the acknowledgment that often
the behaviors of goal emphasis, work facilitation, support, and interaction facilita-
tion can be meaningfully performed by a subordinate’s peers rather than only by
the designated leader. Other people in the group could supply these behaviors,
which enhanced performance.*!

In addition, while leadership behavior was demonstrated to affect the perfor-
mance and satisfaction of subordinates, performance was also influenced by other
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EXHIBIT 2.4 The Leadership Grid® Figure

High
1,9 9,9
Country Club Management Team Management
Thoughtful attention to the Work accomplishment is
needs of people for satisfying from committed people;
relationships leads to a com- interdependence through
fortable, friendly organization a “common stake” in
atmosphere and work tempo. organization purpose
leads to relationships of
o trust and respect.
s
4 5,5
5 Middle-of-the-Road Management
: Adequate organization performance is
§ possible through balancing the necessity
5 to get out work with maintaining morale of
o people at a satisfactory level. Authority-Compliance
Management
Efficiency in operations
Impoverished Management results from arranging
Exertion of minimum effort conditions of work in
to get required work done such a way that human
is appropriate to sustain elements interfere to a
organization membership. minimum degree.
1,1 9,1
Low

1 2 3 4 5 6 7 8 9

Low Concern for Results High

Source: The Leadership Grid figure from Leadership Dilemma—Grid Solutions by Robert R. Blake and Anne Adams McCanse (for-
merly the Managerial Grid by Robert R. Blake and Jane S. Mouton). Houston: Gulf Publishing Company, p. 29. Copyright 1991 by
Scientific Methods, Inc. Reproduced by permission of the owners.

factors related to the situation within which leaders and subordinates worked. The
importance of situation will be explored in the next chapter.

The Leadership Grid

Blake and Mouton of the University of Texas proposed a two-dimensional leader-
ship theory called the Leadership Grid that builds on the work of the Ohio State and
Michigan studies.** Based on a week-long seminar, researchers rated leaders on a
scale of one to nine according to two criteria: the concern for people and the con-
cern for production. The scores for these criteria are plotted on a grid with an axis
corresponding to each concern. Exhibit 2.4 depicts the two-dimensional model and
five of the seven major leadership styles.

Team management (9,9) is often considered the most effective style and is
recommended because organization members work together to accomplish tasks.
Country club management (1,9) occurs when primary empbhasis is given to people
rather than to work outputs. Authority-compliance management (9,1) occurs when
efficiency in operations is the dominant orientation. Middle-of-the-road manage-
ment (5,5) reflects a moderate amount of concern for both people and production.
Impoverished management (1,1) means the absence of a leadership philosophy;
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The Leadership Grid
a two-dimensional leader-
ship model that describes
major leadership styles
based on measuring both
concern for people and
concern for production
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As a leader, you can
succeed in a variety of
situations by showing
concern for both tasks
and people. People-
oriented behavior is
related to higher
follower satisfaction,
and task-oriented
behavior is typically
associated with
higher productivity.
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leaders exert little effort toward interpersonal relationships or work accomplishment.
Consider these examples:

Denise Morrison, Campbell Soup Company, and Michael Arrington, TechCrunch

Douglas Conant, former CEO of Campbell Soup Company, met Denise Morrison in 1995
when he was CEO of Nabisco and she cold-called him looking for a job. He found in
Morrison a kindred spirit in terms of leadership style and hired her; she later followed him
to Campbell in 2003—and into the company's top executive seat eight years later. Like
Conant, Morrison is a strong proponent of empowerment and employee engagement.
She has been referred to as “tough on the issues but tender on people.” Morrison is known
to be patient and supportive, even though she can make difficult operational decisions without
letting her emotions cloud her judgment.

Compare Morrison’s approach to that of Michael Arrington, founder of TechCrunch, the
company that publishes the influential blog of the same name. Arrington started the blog
because he enjoys the research and writing, and he admits he isn't very good at the “peo-
ple management” part of his job. “It's hard to be a coach and a player at the same time,”
Arrington says. “Plus, I'm moody.” Arrington says his style is to bust down doors and clean
up the mess later. Recognizing his weak point in being a manager of people, Arrington
hired Heather Harde as CEO of the company, which enabled TechCrunch to grow and
allowed Arrington to focus on what he was best at doing. Both Arrington and Harde have
since left the company after public clashes with Arianna Huffington of The Huffington Post.*

The leadership of Denise Morrison is characterized by high concern for people
and moderate concern for tasks and production. Michael Arrington, in contrast, is
very high on concern for production and relatively low on concern for people. In
each case, both concerns shown in The Leadership Grid are present, but they are
integrated in different amounts.

Theories of a “High-High” Leader

The leadership styles described by the researchers at Ohio State, University of Michi-
gan, and University of Texas pertain to variables that roughly correspond to one
another: consideration and initiating structure; employee-centered and job-centered;
concern for people and concern for production. The research into the behavior
approach culminated in two predominate types of leadership behaviors—people-
oriented and task-oriented. Exhibit 2.5 illustrates how the various studies fall within
these two behavior categories and lists some behaviors that are representative of each
type of leadership.

The findings about two underlying dimensions and the possibility of leaders
rated high on both dimensions raise three questions to think about. The first question
is whether these two dimensions are the most important behaviors of leadership. Cer-
tainly, these two behaviors are important. They capture fundamental, underlying
aspects of human behavior that must be considered for organizations to succeed.
One reason why these two dimensions are compelling is that the findings are based
on empirical research, which means that researchers went into the field to study real
leaders across a variety of settings. When independent streams of field research reach
similar conclusions, they probably represent a fundamental theme in leadership
behavior. A review of 50 years of leadership research, for example, identified
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EXHIBIT 2.5 Themes of Leader Behavior Research

Examples of Leader Behaviors

People-Oriented Task-Oriented
Behaviors Behaviors

¢ Acknowledge « Clarify task objectives
accomplishments and job responsibilities

* Respect people * Set performance
expectations

¢ Plan use of resources

* Be positive

* Give time and
encouragement ¢ Coordinate activities

* Show acceptance and * Check progress and
compassion quality of work

* Display trust » Evaluate performance

Research Studies Leadership Style

Ohio State University Consideration Initiating Structure

University of Michigan Employee-Centered Job-Centered
University of Texas Concern for People Concern for Production

Sources: Based on Marilyn R. Zuckerman and Lewis J. Hatala, Incredibly American: Releasing the Heart of Quality (Milwaukee, WI:
American Society for Quality, 1992), pp. 141-142; and Mark O'Connell, Gary Yukl, and Thomas Taber, “Leader Behavior and LMX:
A Constructive Replication,” Journal of Managerial Psychology 27, no. 2 (2012), pp. 143-154.

task-oriented behavior and people-oriented behavior as primary categories related to
effective leadership in numerous studies.** Concern for tasks and concern for people
must be shown toward followers at some reasonable level, either by the leader or by
other people in the system. Although these are not the only important behaviors, as
we will see throughout this book, they certainly require attention.

The second question is whether people orientation and task orientation exist
together in the same leader, and how. The grid theory argues that yes, both are
present when people work with or through others to accomplish an activity.
Although leaders may be high on either style, there is considerable belief that the
best leaders are high on both behaviors. Eddy Cue, senior vice president of Internet
Software and Services at Apple and one of CEO Tim Cook’s trusted advisers, pro-
vides an example of a leader who succeeds on both dimensions. Cue is known as a
master strategist and tactician who focuses people on key goals for new product
launches, establishes plans to reach targets, and may even step in to handle tasks
himself to get things done on time. Yet employees also appreciate his softer,
people-oriented side. When the development of the iCloud service wasn’t going
well, Cue stayed calm and told employees he had confidence in them. He’s
respected for being easygoing and friendly and for being willing to make himself
vulnerable with employees by openly admitting mistakes.*’

The third question concerns whether people can actually change themselves
into leaders high on people- or task-orientation. In the 1950s and 1960s, when the
Ohio State and Michigan studies were underway, the assumption of researchers
was that the behaviors of effective leaders could be emulated by anyone wishing to
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Individualized
leadership

a theory based on the notion
that a leader develops a
unique relationship with
each subordinate or group
member, which determines
how the leader behaves
toward the member and
how the member responds
to the leader
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become an effective leader. In general it seems that people can indeed learn new
leader behaviors. Although “high-high” leadership is not the only effective style,
researchers have looked to this kind of leader as a candidate for success in a wide
variety of situations. However, as we will see in Chapter 3, the next generation of
leadership studies refined the understanding of situations to pinpoint more precisely
when each type of leadership behavior is most effective.

INDIVIDUALIZED LEADERSHIP

Traditional trait and behavior theories assume that a leader adopts a general lead-
ership style that is used with all group members. A more recent approach to leader-
ship behavior research, individualized leadership, looks instead at the specific
relationship between a leader and each individual follower.*® Individualized leadership
is based on the notion that a leader develops a unique relationship with each subor-
dinate or group member, which determines how the leader behaves toward the mem-
ber and how the member responds to the leader. In this view, leadership is a series of
dyads, or a series of two-person interactions. The dyadic view focuses on the concept
of exchange, what each party gives to and receives from the other.*”

The first individualized leadership theory was introduced nearly 40 years ago
and has been steadily revised ever since. Exhibit 2.6 illustrates the development of
research in this area. The first stage was the awareness of a relationship between a
leader and each individual rather than between a leader and a group of followers.

EXHIBIT 2.6 Stages of Development of Individualized Leadership

1. Vertical Dyad Linkage
Leaders’ behaviors and traits have
different effects across followers,
creating in-groups and out-groups.

2. Leader-Member Exchange
Leadership is individualized for each
subordinate. Each dyad involves a
unique exchange independent of
other dyads.

3. Partnership Building
Leaders can reach out to create
a positive exchange with every
subordinate. Doing so increases
performance.

Sources: Based on Fred Danereau, “A Dyadic Approach to Leadership: Creating and Nurturing This Approach Under Fire,” Leader-
ship Quarterly 6, no. 4 (1995), pp. 479-490, and George B. Graen and Mary Uhl-Bien, “Relationship-Based Approach to Leadership:
Development of Leader-Member Exchange (LMX) Theory of Leadership over 25 Years: Applying a Multi-Level, Multi-Domain
Approach,” Leadership Quarterly 6, no. 2 (1995), pp. 219-247.
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The second stage examined specific attributes of the exchange relationship. The
third stage explored whether leaders could intentionally develop partnerships with
each group member.

Vertical Dyad Linkage Model

The vertical dyad linkage (VDL) model argues for the importance of the dyad formed by a
leader with each member of the group. Initial findings indicated that followers provided
very different descriptions of the same leader. For example, some reported a leader, and
their relationship with the leader, as having a high degree of mutual trust, respect, and
obligation. These high-quality relationships might be characterized as high on both peo-
ple and task orientation. Other followers reported a low-quality relationship with the
same leader, such as having a low degree of trust, respect, and obligation. These fol-
lowers perceived the leader as being low on important leadership behaviors.

Based on these two extreme behavior patterns, subordinates were found to exist in
either an in-group or an out-group in relation to the leader. Exhibit 2.7 delineates the
differences in leader behavior toward in-group versus out-group members. Most of us
who have had experience with any kind of group, whether it be a college class, an ath-
letic team, or a work group, recognize that some leaders may spend a disproportionate
amount of time with certain people and that these “insiders” are often highly trusted
and may obtain special privileges. In the terminology of the VDL model, these people
would be considered to participate in an in-group relationship with the leader, whereas
other members of the group who did not experience a sense of trust and extra consider-
ation would participate in an out-group relationship. In-group members, those who
rated the leader highly, had developed close relationships with the leader and often
became assistants who played key roles in the functioning of the work unit. Out-group
members were not key players in the work unit.

Thus, by focusing on the relationship between a leader and each individual, the
VDL research found great variance of leader style and impact within a group of
followers.

EXHIBIT 2.7 Leader Behavior toward In-Group versus Out-Group Members
In-Group Subordinates Out-Group Subordinates

e Provides support and encouragement when

 Shows little consideration if employee is having

employee faces a difficult, stressful task

» Discusses objectives; trusts employee to use
his or her own approach in solving problems
and reaching goals

e Listens to employee’s suggestions and ideas
about how work is done

 Treats mistakes as opportunities for coaching
and developing employee

* Gives employee interesting assignments; may
allow employee to choose assignment

» Sometimes defers to subordinate’s opinion

e Praises accomplishments and performance
improvements

difficulty with a task

« Gives the employee specific directives for how
to accomplish tasks and attain goals

* Shows little interest in employee’s comments
and suggestions

o Criticizes or punishes mistakes

e Assigns primarily routine jobs and monitors
employee closely

o Usually imposes own views
« Focuses on areas of poor performance

Sources: Based on Jean Francois Manzoni and Jean-Louis Barsoux, “The Set-Up-to-Fail Syndrome,” Harvard Business Review (March—April
1988), pp. 110-113; and Mark O'Donnell, Gary Yukl, and Thomas Taber, “Leader Behavior and LMX: A Constructive Replication,” Journal of
Management Psychology 27, no. 2 (2012), pp. 143-154.
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NEW LEADER
ACTION MEMO

Answer the questions in
Leader's Self-Insight 2.3 to
understand how LMX theory
applies to your own work
experience.

Vertical dyad linkage
(VDL) model

a model of individualized
leadership that argues for
the importance of the dyad
formed by a leader with
each member of the group
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Your “LMX” Relationship

: i line with
{irline| 2ssignment on
U CengageNOW.

g Instructions: What was the quality of your leader’s relation- 7. My supervisor championed my

£ ship with you? Think back to a job you held and recall your case to others in the organization.

5 feelings toward your leader, or if currently employed use 8. | respected my supervisor’s

2 your supervisor. Please answer whether each item below management competence.

€  was Mostly False or Mostly True for you.

£ Scoring and Interpretation

© . . , . .
Mostly  Mostly LMX theory AIS about the quality of a leader’s relationship
False True with subordinates. If you scored 6 or more Mostly True,

your supervisor clearly had an excellent relationship with
you, which is stage two in Exhibit 2.6. You had a successful
dyad. If your supervisor had an equally good relationship
with every subordinate, that is a stage-three level of devel-
opment (partnership building). If you scored 3 or fewer
Mostly True, then your supervisor was probably at level
one, perhaps with different relationships with subordinates,
some or all of which were unsuccessful. What do you think
accounted for the quality of your and other subordinates’
relationships (positive or negative) with your supervisor? Dis-
cuss with other students to learn why some supervisors
have good LMX relationships.

1. | very much liked my supervisor
as a person.

2. My supervisor defended my
work to people above him if |
made a mistake.

3. The work | did for my supervisor
went well beyond what was
required.

4. | admired my supervisor's pro-
fessional knowledge and ability.

5. My supervisor was enjoyable to
work with.

6. | applied extra effort to
further the interests of my
work group.

Source: Based on Robert C. Liden and John M. Maslyn, “Multidimension-
ality of Leader-Member Exchange: An Empirical Assessment through
Scale Development,” Journal of Management 24 (1998), pp. 43-72.

Leader—Member Exchange

Stage two in the development of the individualized leadership theory explored the
leader-member exchange (LMX) in more detail, discovering that the impact on out-
comes depends on how the LMX process develops over time. Studies evaluating char-
acteristics of the LMX relationship explored such things as communication frequency,
value agreement, characteristics of followers, job satisfaction, performance, job cli-
mate, and commitment. Leaders typically tend to establish in-group exchange rela-
tionships with individuals who have characteristics similar to those of the leader,
such as similarity in background, interests, and values, and with those who demon-
strate a high level of competence and interest in the job. Overall, studies have found
that the quality of the LMX relationship is substantially higher for in-group members.
LMZX theory proposes that this higher-quality relationship will lead to higher perfor-
mance and greater job satisfaction for in-group members, and research in general sup-
ports this idea.*® High-quality LMX relationships have been found to lead to very
positive outcomes for leaders, followers, work units, and the organization. For fol-
lowers, a high-quality exchange relationship may mean more interesting assignments,
greater responsibility and authority, and tangible rewards such as pay increases and
promotions. Leaders and organizations clearly benefit from the increased effort and
initiative of in-group participants to carry out assignments and tasks successfully.

Leader-member
exchange (LMX)
individualized leadership
model that explores how
leader—member relation-
ships develop over time and
how the quality of exchange
relationships affects
outcomes

Partnership Building

In this third phase of research, the focus was on whether leaders could develop pos-
itive relationships with a large number of subordinates. Critics of early LMX theory
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pointed out the dangers of leaders establishing sharply differentiated in-group and

out-group relationships, in that this may lead to feelings of resentment or even hos- NEW LEADER

tility among out-group participants.*’ If leaders are perceived to be granting exces- ACTION MEMO

sive benefits and advantages to in-group members, members of the out-group may As a leader, you can build a
rebel, which can damage the entire organization. Moreover, some studies have positive, individualized rela-
found that leaders tend to categorize employees into in-groups and out-groups as tionship with each follower to

early as five days into their relationship.’® el 1) IS e G-
vironment and provide greater

Thus, the third phase of research in this area focused on whether leaders s o fel, G
could develop positive relationships with all followers. In this approach, the and the organization.
leader views each person independently and may treat each individual in a differ-
ent but positive way. That is, leaders strive to develop a positive relationship with
each subordinate, but the positive relationship will have a different form for each
person. For example, one person might be treated with “consideration” and
another with “initiating structure,” depending on what followers need to feel
involved and to succeed.

In the LMX research study, leaders were trained to offer the opportunity for a
high-quality relationship to all group members, and the followers who responded
to the offer dramatically improved their performance. As these relationships
matured, the entire work group became more productive, and the payoffs were
tremendous. Leaders could count on followers to provide the assistance needed
for high performance, and followers participated in and influenced decisions.

The implications of this finding are that true performance and productivity gains
can be achieved by having the leader develop positive relationships one on one
with each subordinate.

ENTREPRENEURIAL TRAITS AND BEHAVIORS

Another topic of special concern in today’s fast-changing world is what traits
encourage entrepreneurship. Entrepreneurship refers to initiating a business ven-
ture, organizing the necessary resources, and assuming the associated risks and
rewards.”’ An entrepreneur recognizes a viable idea for a business product or ser-
vice and carries it out by finding and assembling the necessary resources—money,
people, machinery, location—to undertake the business venture.

Entrepreneurial leaders display many of the same characteristics as other lea-
ders, but some traits are particularly important for entrepreneurs. These leaders
need strong drive, enthusiasm, and future vision. They tend to be persistent, inde-
pendent, and action oriented. They are drawn to new opportunities and are more
concerned with innovation, creativity, and creating new processes than with main-
taining the status quo. They are typically highly self-motivated and are willing to
stretch themselves and take risks for improvement.

A good example of entrepreneurial traits is Clara Shih, who started Hearsay
Social, a platform that helps large companies manage their employees’ presence
on social media sites. Revenue was around $10 million in 2010, and Shih
believes the company can grow large and profitable as leaders continue to
struggle with how to monitor and manage the new world of social media. The
29-year-old Shih has worked hard to raise millions in financing and has gained
the support of Facebook COO Sheryl Sandberg as a mentor.’®> Leaders with
entrepreneurial traits also exist within established organizations. These leaders
take risks to create novel solutions to competitive challenges confronting a
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business, especially the development or enhancement of products and services.
Entrepreneurial leadership is a source of innovation and change for established
companies.

Now that you've read the chapter, check out how today’s leaders are applying these concepts.
Log in to CengageNOW to follow the leaders on Twitter.

Twitter

LEADERSHIP ESSENTIALS

® The point of this chapter is to understand the importance of traits and behaviors
in the development of leadership theory and research. Some traits associated with
effective leadership include optimism, self-confidence, honesty, and drive. A large
number of personal traits and abilities have been associated with successful lea-
ders, but traits themselves are not sufficient to guarantee effective leadership.

® Natural traits and behavior patterns can be developed into strengths. It is
important for leaders to recognize their strengths and acknowledge the interde-
pendence that is a key to effective leadership.

® Research suggests that different leader strengths might be better suited to differ-
ent types of leadership roles. The chapter describes three types of roles: opera-
tional roles, collaborative roles, and advisory roles. Leaders can be more
effective when they are in positions that best match their natural tendencies.

® The behavior approach explored autocratic versus democratic leadership, con-
sideration versus initiating structure, employee-centered versus job-centered
leadership, and concern for people versus concern for production. The theme
of people versus tasks runs through this research, suggesting these are funda-
mental behaviors through which leaders meet followers’ needs. There has been
some disagreement in the research about whether a specific leader is either
people- or task oriented or whether one can be both. Today, the consensus is
that leaders can achieve a “high-high” leadership style.

® Another approach is the dyad between a leader and each follower. Followers
have different relationships with the leader, and the ability of the leader to
develop a positive relationship with each follower contributes to team perfor-
mance. The LMX theory says that high-quality relationships have a positive
outcome for leaders, followers, work units, and the organization. Leaders can
attempt to build individualized relationships with each individual as a way to
meet needs for both consideration and structure.

® The historical development of leadership theory presented in this chapter intro-
duces some important ideas about leadership. Although certain personal traits
and abilities indicate a greater likelihood for success in a leadership role, they
are not in themselves sufficient to guarantee effective leadership. Rather, beha-
viors are equally significant. Therefore, the style of leadership demonstrated by
an individual greatly determines the outcome of the leadership endeavor. Often,
a combination of behavioral styles is most effective. To understand the effects
of leadership on outcomes, the specific relationship behavior between a leader
and each follower is also an important consideration.

® Entrepreneurial leadership is of great concern in today’s turbulent environment
because entrepreneurial leadership is an important source of innovation and change.
Entrepreneurial leaders take risks to bring new organizations into being or create
novel solutions to competitive challenges confronting existing organizations.

Copyright 2015 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.


http://www.downloadslide.com/

CHAPTER 2 TRAITS, BEHAVIORS, AND RELATIONSHIPS

57

DISCUSSION QUESTIONS

1. Why is it important for leaders to know their strengths? Do you think leaders should
spend equal time learning about their weak points?

2. Suggest some personal traits of leaders you have known. What traits do you believe are
most valuable? Why?

3. The chapter suggests that optimism is an important trait for a leader, yet some employees
complain that optimistic leaders create significant stress because they don’t anticipate pro-
blems and expect their subordinates to meet unreasonable goals. Do you agree? Why?

What is the difference between trait theories and behavioral theories of leadership?

5. Would you feel most comfortable using a “consideration” or an “initiating-structure”
leadership style? Discuss the reasons for your answer.

6. The vertical dyad linkage model suggests that followers respond individually to the
leader. If this is so, what advice would you give leaders about displaying people-
oriented versus task-oriented behavior?

7. Does it make sense to you that a leader should develop an individualized relationship
with each follower? Explain advantages and disadvantages to this approach.

8. Why would subordinates under a democratic leader perform better in the leader’s
absence than would subordinates under an autocratic leader?

9. Why is an entrepreneurial leader important to an organization? How is this role differ-
ent from other leader roles?

10. Pick three traits from the list in Exhibit 2.1 that you think would be most valuable for a
leader in an operational role. Pick three that you think would be most valuable for a
leader in a collaborative role. Explain your choices.

LEADERSHIP AT WORK | Complete this

Seelt)

Your Ideal Leader Traits

Spend some time thinking about someone you believe is an ideal leader. For the first part of
the exercise, select an ideal leader you have heard about whom you don’t personally know.
It could be someone like Mother Teresa, Martin Luther King, Abraham Lincoln, or any
national or international figure that you admire. Write the person’s name
here: . Now, in the space below, write down three things you admire about
the person, such as what he or she did or the qualities that person possesses.

For the second part of the exercise, select an ideal leader whom you know personally.
This can be anyone from vyour life experiences. Write the person’s name
here: . Now, in the space below, write down three things you admire about
the person, such as what he or she did or the qualities that person possesses.
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The first leader you chose represents something of a projective test based on what
you’ve heard or read. You imagine the leader has the qualities you listed. The deeds and
qualities you listed say more about what you admire than about the actual traits of the
leader you chose. This is something like an inkblot test, and it is important because the
traits you assign to the leader are traits you are aware of, have the potential to develop,
and indeed can develop as a leader. The qualities or achievements you listed are an indi-
cator of the traits you likely will express as you develop into the leader you want to
become.

The second leader you chose is someone you know, so it is less of a projective test and
represents traits you have had direct experience with. You know these traits work for you
and likely will become the traits you develop and express as a leader.

What is similar about the traits you listed for the two leaders? Different? Interview
another student in class about traits he or she admires. What do the traits tell you about
the person you are interviewing? What are the common themes in your list and the other
student’s list of traits? To what extent do you display the same traits as the ones on your
list? Will you develop those traits even more in the future?

| Check out CengageNOW

for additional cases with

| interactive activities.

LEADERSHIP DEVELOPMENT: CASES FOR ANALYSIS

Consolidated Products

Consolidated Products is a medium-sized manufacturer of consumer products with non-
unionized production workers. Ben Samuels was a plant manager for Consolidated Products
for 10 years, and he was very well liked by the employees there. They were grateful for the
fitness center he built for employees, and they enjoyed the social activities sponsored by the
plant several times a year, including company picnics and holiday parties. He knew most of
the workers by name, and he spent part of each day walking around the plant to visit with
them and ask about their families or hobbies.

Ben believed that it was important to treat employees properly so they would have a
sense of loyalty to the company. He tried to avoid any layoffs when production demand
was slack, figuring that the company could not afford to lose skilled workers that are so dif-
ficult to replace. The workers knew that if they had a special problem, Ben would try to help
them. For example, when someone was injured but wanted to continue working, Ben found
another job in the plant that the person could do despite having a disability. Ben believed
that if you treat people right, they would do a good job for you without close supervision
or prodding. Ben applied the same principle to his supervisors, and he mostly left them
alone to run their departments as they saw fit. He did not set objectives and standards for
the plant, and he never asked the supervisors to develop plans for improving productivity
and product quality.

Under Ben, the plant had the lowest turnover among the company’s five plants, but the
second worst record for costs and production levels. When the company was acquired by
another firm, Ben was asked to take early retirement, and Phil Jones was brought in to
replace him.

Phil had a growing reputation as a manager who could get things done, and he
quickly began making changes. Costs were cut by trimming a number of activities such
as the fitness center at the plant, company picnics and parties, and the human relations
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training programs for supervisors. Phil believed that human relations training was a
waste of time; if employees don’t want to do the work, get rid of them and find some-
body else who does.

Supervisors were instructed to establish high performance standards for their depart-
ments and insist that people achieve them. A computer monitoring system was introduced
so that the output of each worker could be checked closely against the standards. Phil
told his supervisors to give any worker who had substandard performance one warning,
and then if performance did not improve within two weeks to fire the person.
Phil believed that workers don’t respect a supervisor who is weak and passive. When Phil
observed a worker wasting time or making a mistake, he would reprimand the person
right on the spot to set an example. Phil also checked closely on the performance of his
supervisors. Demanding objectives were set for each department, and weekly meetings
were held with each supervisor to review department performance. Finally, Phil insisted
that supervisors check with him first before taking any significant actions that deviated
from established plans and policies.

As another cost-cutting move, Phil reduced the frequency of equipment maintenance,
which required machines to be idled when they could be productive. Since the machines
had a good record of reliable operation, Phil believed that the current maintenance
schedule was excessive and was cutting into production. Finally, when business was
slow for one of the product lines, Phil laid off workers rather than finding something
else for them to do.

By the end of Phil’s first year as plant manager, production costs were reduced by
20 percent and production output was up by 10 percent. However, three of his seven
supervisors left to take other jobs, and turnover was also high among the machine
operators. Some of the turnover was due to workers who were fired, but competent
machine operators were also quitting, and it was becoming increasingly difficult to
find any replacements for them. Finally, there was increasing talk of unionizing among
the workers.>*

QUESTIONS
1. Compare the leadership traits and behaviors of Ben Samuels and Phil Jones.

2. Which leader do you think is more effective? Why? Which leader would you prefer to
work for?

3. If you were Phil Jones’s boss, what would you do now?

Transition to Leadership

My name is Michael Collins. When I was named Southwest Regional Manager of Creighton
Auto Parts, a major parts sales and service corporation, I saw the transition period before
and immediately following my appointment as an exciting new opportunity. With a degree
in automotive engineering and several years’ experience in parts manufacturing (design and
plant management), I came to the new position with strong industry connections and a
keen eye for trends and product innovation.

During the initial stages of the transition, I met with the outgoing regional manager,
receiving his input about ongoing business issues, how current services tallied with the cor-
poration’s short and long-term goals, and what he saw as the strengths and weaknesses of
the various stores and personnel within the region. While some of these meetings took place
at his office, I wanted to avoid the appearance of depending on “the old man” for guidance,
so I scheduled most of our meetings off-site to provide more opportunities for frank
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discussion covering procedures, products and services, and individual stakeholders from
employees and board members to suppliers and customers.

In addition, I spent a great deal of time making my own assessments. I knew my com-
pany honeymoon period would be limited. My vision and my implementation program had
to be clear with well-defined strategies. As a first step, I sent a lengthy e-mail message to all
key players on my new leadership team both as introduction and as a prelude to establishing
my vision and transition program.

I traveled around the region meeting with the store managers on my regional team, as
well as holding informal meetings with front-line employees. In so doing, I was surprised
to tap into the rumor mill and find individuals who were eager to talk openly about their
goals, ideas, opinions, and complaints. My questions to front-line workers, in particular,
had both positive and negative aspects. I questioned them about their length of service,
what they liked most about the company, what areas they thought could be improved,
how they rated the culture—things like that. I discovered that for most of them, this was
more than just a job. Many had worked for the company for a number of years and had
a great deal of pride in the company, as well as a deep sense of responsibility toward their
customers.

However, I found this portion of my on-site visits the most intrusive on my time, and in
many cases I regretted the amount of time spent I listening to workers. I wondered if the
advance warning of my visit allowed too much time for people to prepare their answers. I
wondered how many were genuine in their responses and how many were just trying to
hold on to their jobs. Worse, I found myself hostage to those who wanted to rant on and
on about workplace issues, their training, their bosses, even their customers. 1 talked to a
few customers and didn’t get much from that either. As I proceeded through the on-site vis-
its, I found myself growing impatient, increasingly checking my watch to see how soon I
should leave for the next appointment on a packed schedule. I admit I expected more from
this portion of the transition than I received. However, once I committed to this, I felt obli-
gated to see it through.

More rewarding was the time spent with the marketing staff exploring customer
satisfaction levels. In focusing on customers, I zeroed in on three research areas: cus-
tomer complaints, area demographics, and the compounding customer—those return
customers who generate additional sales among their friends and family. Why do custo-
mers come? What makes them return? What are their personal “hot buttons”—needs or
breaking points in dealing with service industries? Our market research showed large
segments of our population in four areas: under 30, over 60, Hispanics, and women.
We also saw an increasing number of unemployed and under-employed do-it-yourself
customers trying to keep the family vehicle going just a little longer. I personally love
analyzing market data.

My question for regional service, sales, and marketing was “how are we reaching
and retaining these segments of the population?” Do advertising, Web sites, direct mail-
ing, coupon campaigns, and other marketing strategies match these demographics? For
example, are we providing and training Spanish-language sales and service experts and
consumer information? With large segments of young people, senior citizens, the unem-
ployed, and single moms, wouldn’t these large segments of the population offer fabulous
compounding opportunities with focused marketing and price breaks?

As T take the reins, I am excited about the marketing challenges and opportunities
ahead. I am an idea guy, a hands-on manager whose ideal is the Renaissance man capable
of doing many things very well. I like to surround myself with similar kinds of people. I
generate ideas and expect follow-up and accountability. The leadership model I embrace
sets the bar high for me and for everyone who works for me. I look forward to injecting
a new vision and new standards of service throughout the region.
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QUESTIONS

1.

61

What do you see as Michael Collins’s leadership traits? Which of these traits do you

consider a strength? A weakness? Explain.

What do you think of Michael Collins’s approach to leading the region? How would
you characterize his people-oriented versus task-oriented style? Why?

How might an understanding of individualized leadership be useful to Collins with
respect to his relationship with marketing versus store personnel?

REFERENCES

11.

12.

13.

14.

. Andrew St. George,

. Jessi Hempel, “IBM’s New CEO Looks Ahead,” Fortune (October 8,

2012), pp. 116-123; and Claire Cain Miller and Quentin Hardy, “For
Incoming I.B.M. Chief, Self-Confidence Is Rewarded,” The New York
Times (October 27, 2011), http://www.nytimes.com/2011/10/28
/business/for-incoming-ibm-chief-self-confidence-rewarded.html (accessed
October 28, 2011).

. G. A. Yukl, Leadership in Organizations (Upper Saddle River, NJ:

Prentice Hall, 1981); and S. C. Kohs and K. W. Irle, “Prophesying
Army Promotion,” Journal of Applied Psychology 4 (1920),
pp. 73-87.

. Yukl, Leadership in Organizations, p. 254.
. R. M. Stogdill, “Personal Factors Associated with Leadership: A Survey

of the Literature,” Journal of Psychology 25 (1948), pp. 35-71.

. R. M. Stogdill, Handbook of Leadership: A Survey of the Literature

(New York: The Free Press, 1974); and Bernard M. Bass, Bass &
Stogdill’s Handbook of Leadership: Theory, Research, and Manage-
rial Applications, 3rd ed. (New York: The Free Press, 1990).

. S. A. Kirkpatrick and E. A. Locke, “Leadership: Do Traits Matter?”

The Academy of Management Executive S, no. 2 (1991), pp. 48-60.

. R. G. Lord, C. L. DeVader, and G. M. Alliger, “A Meta-Analysis of

the Relation between Personality Traits and Leadership Perceptions:
An Application of Validity Generalization Procedures,” Journal of
Applied Psychology 71 (1986), pp. 402-410.

. Study reported in “From the Front Lines: How Does Leadership

Personality Affect Performance?” Leader to Leader (Winter 2007),
pp. 56-57; and Bradley R. Agle, Nandu ]. Nagarajan, Jeffrey A.
Sonnenfeld, and Dhinu Srinivasan, “Does CEO Charisma Matter? An
Empirical Analysis of the Relationships among Organizational
Performance, Environmental Uncertainty, and Top Management
Team Perceptions of CEO Charisma,” Academy of Management
Journal 49, no. 1 (2006), pp. 161-174.

“Leadership Lessons from the Royal Navy,”
McKinsey Quarterly (January 2013), http://www.mckinseyquarterly

.com/Leadership_lessons_from_the_Royal_Navy_3053 (accessed
February 7, 2013).

. Patrick Lencioni, “The Most Important Leadership Trait You Shun,”

The Wall Street Journal (June 21, 2010), http://online.wsj.com/article
/SB10001424052748704895204575321380627619388.html
(accessed March 11, 2013).

Edwin Locke and Associates, The Essence of Leadership (New York:
Lexington Books, 1991).

A summary of various studies and surveys is reported in Del Jones,
“Optimism Puts Rose-Colored Tint in Glasses of Top Execs,” USA
Today (December 15, 20035).

See Elaine Fox, “The Essence of Optimism,” Scientific American
Mind (January-February 2013), pp. 22-27.

Arthur Bandura, “Self-efficacy,” in V. S. Ramachaudran, ed.,
Encyclopedia of Human Behavior, vol. 4 (New York: Academic

15.

16.

17.

18.

19.

20.

21.

22.

23.

24,
25.
26.

Press, 1994), pp. 71-81; and Elizabeth A. McDaniel and Holly
DiBella-McCarthy, “Reflective Leaders Become Causal Agents of
Change,” Journal of Management Development 31, no. 7 (2012),
pp. 663-671.

Shelley A. Kirkpatrick and Edwin A. Locke, “Leadership: Do Traits
Matter?” Academy of Management Executive 5, no. 2 (1991),
pp. 48-60.

Larry Neumeister and Tom Hays, “Madoff Sent to Jail as Furious
Victims Applaud,” The Huffington Post (March 12, 2009), http:/
www.huffingtonpost.com/2009/03/12/madoff-arrives-in-court
-f_n_174194.html (accessed May 30, 2013); and Julie Creswell and
Landon Thomas Jr., “The Talented Mr. Madoff,” The New York
Times (January 25, 2009), p. BU1.

James M. Kouzes and Barry Z. Posner, Credibility: How Leaders
Gain and Lose It, Why People Demand It (San Francisco: Jossey-Bass,
1993), p. 14.

Kirkpatrick and Locke, “Leadership: Do Traits Matter?”

Patricia Sellers, “Marissa Mayer: Ready to Rumble at Yahoo,” Fortune
(October 29, 2012), pp. 118-128; and Julianne Pepitone, “Marissa
Mayer: Yahoos Can No Longer Work from Home,” CNN Money
(February 25, 2013), http://money.cnn.com/2013/02/25/technology
/yahoo-work-from-home/index.html (accessed March 11, 2013).
“Towards a More Perfect Match: Building Successful Leaders by
Effectively Aligning People and Roles,” Hay Group Working Paper
(2004); and “Making Sure the Suit Fits,” Hay Group Research Brief
(2004). Both available from Hay Group, The McClelland Center, 116
Huntington Avenue, Boston, MA 02116, or at http://www.haygroup
.com.

The following is based on Marcus Buckingham and Donald O. Clifton,
Now, Discover Your Strengths (New York: The Free Press, 2001); and
Chuck Martin with Peg Dawson and Richard Guare, Smarts: Are We
Hardwired for Success? (New York: AMACOM, 2007).

Deborah Ancona, Thomas W. Malone, Wanda J. Orlikowski, and
Peter M. Senge, “In Praise of the Incomplete Leader,” Harvard
Business Review (February 2007), pp. 92-100.

Center for Creative Leadership survey results, reported in  “The
Demise of the Heroic Leader,” Leader to Leader (Fall 2006),
pp. 55-56.

Buckingham and Clifton, Now, Discover Your Strengths, p. 12.
Ibid.

Luisa Kroll, “Inside the 2013 Billionaires List: Facts and Figures,”
Forbes (March 4, 2013), http://www.forbes.com/sites/luisakroll/2013
/03/04/inside-the-2013-billionaires-list-facts-and-figures/ (accessed
March 12, 2013); Bill George, “The Master Gives It Back,” segment
in “Special Report: America’s Best Leaders,” U.S. News and World
Report (October 30, 2006), pp. 50-87; and Richard L. Daft, The
Executive and the Elephant: A Leader’s Guide to Building Inner
Excellence (San Francisco: Jossey-Bass, 2010), p. 149.

Copyright 2015 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



http://www.downloadslide.com/

62

27.

28.

29.

30.

31.

32.

33.

34.

35.

36.

37.

38.

39.

PART 2 RESEARCH PERSPECTIVES ON LEADERSHIP

This discussion is based on Ron Garonzik, Geoff Nethersell, and Scott
Spreier, “Navigating through the New Leadership Landscape,”
Leader to Leader (Winter 2006), pp. 30-39; “Towards a More
Perfect Match: Building Successful Leaders by Effectively Aligning
People and Roles,” Hay Group Working Paper (2004); and “Making
Sure the ‘Suit’ Fits,” Hay Group Research Brief (2004). Available
from Hay Group, The McClelland Center, 116 Huntington Avenue,
Boston, MA 02116, or at http://www.haygroup.com.

K. Lewin, “Field Theory and Experiment in Social Psychology: Concepts
and Methods,” American Journal of Sociology 44 (1939), pp. 868-896;
K. Lewin and R. Lippett, “An Experimental Approach to the Study of
Autocracy and Democracy: A Preliminary Note,” Sociometry 1 (1938),
pp. 292-300; and K. Lewin, R. Lippett, and R. K. White, “Patterns of
Aggressive Behavior in Experimentally Created Social Climates,” Journal
of Social Psychology 10 (1939), pp. 271-301.

R. Tannenbaum and W. H. Schmidt, “How to Choose a Leadership
Pattern,” Harvard Business Review 36 (1958), pp. 95-101.

F. A. Heller and G. A. Yukl, “Participation, Managerial Decision-
Making and Situational Variables,” Organizational Behavior and
Human Performance 4 (1969), pp. 227-241.

“Jack’s Recipe (Management Principles Used by Jack Hartnett,
President of D. L. Rogers Corp.),” sidebar in Marc Ballon, “Extreme
Managing: Equal Parts Old-Fashioned Dictator and New Age Father
Figure, Jack Hartnett Breaks Nearly Every Rule of the Enlightened
Manager’s Code,” Inc. (July 1998), p. 60.

Donna Fenn, “The Remote Control CEO,” Inc. (October 2005),
pp. 96-101, 144-146.

J. K. Hemphill and A. E. Coons, “Development of the Leader Behavior
Description Questionnaire,” in R. M. Stogdill and A. E. Coons, eds.,
Leader Behavior: Its Description and Measurement (Columbus: Ohio
State University, Bureau of Business Research, 1957).

P. C. Nystrom, “Managers and the High-High Leader Myth,”
Academy of Management Journal 21 (1978), pp. 325-331; and
L. L. Larson, J. G. Hunt, and Richard N. Osborn, “The Great High-
High Leader Behavior Myth: A Lesson from Occam’s Razor,”
Academy of Management Journal 19 (1976), pp. 628-641.

Christopher Cooper, “Speed Trap: How a Marine Lost His
Command in Race to Baghdad,” The Wall Street Journal (April 5,
2004), pp. A1, A15.

E. W. Skinner, “Relationships between Leadership Behavior Patterns
and Organizational-Situational Variables,” Personnel Psychology 22
(1969), pp. 489-494; E. A. Fleishman and E. F. Harris, “Patterns of
Leadership Behavior Related to Employee Grievances and Turnover,”
Personnel Psychology 15 (1962), pp. 43-56; and Ronald F. Piccolo,
Joyce E. Bono, Kathrin Heinitz, Jens Rowold, Emily Duehr, and
Timothy A. Judge, “The Relative Impact of Complementary Leader
Behaviors: Which Matter Most?” The Leadership Quaterly 23
(2012), pp. 567-581.

A. W. Halpin and B. J. Winer, “A Factorial Study of the Leader
Behavior Descriptions,” in R. M. Stogdill and A. E. Coons, eds.,
Leader Behavior: Its Descriptions and Measurement (Columbus:
Ohio State University, Bureau of Business Research, 1957); and J. K.
Hemphill, “Leadership Behavior Associated with the Administrative
Reputations of College Departments,” Journal of Educational
Psychology 46 (1955), pp. 385-401.

R. Likert, “From Production- and Employee-Centeredness to Systems
1-4,” Journal of Management 5 (1979), pp. 147-156.

J. Taylor and D. Bowers, The Survey of Organizations: A Machine
Scored Standardized Questionnaire Instrument (Ann Arbor: Institute
for Social Research, University of Michigan, 1972).

Copyright 2015 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.

40

41.
42.

43.

44,

45.

46.

47.

48.

49.

50.
51.

. D. G. Bowers and S. E. Seashore, “Predicting Organizational
Effectiveness with a Four-Factor Theory of Leadership,” Adminis-
trative Science Quarterly 11 (1966), pp. 238-263.

Ibid.

Robert Blake and Jane S. Mouton, The Managerial Grid 111
(Houston: Gulf Publishing Company, 1985).

Diane Brady and Matthew Boyle, “Campbell’s Recipe for a CEO
Yields Denise Morrison,” Business Week (June 23, 2011), http://
www.businessweek.com/magazine/content/11_27/b4235060614059
.htm (accessed March 12, 2013); Michael Arrington, “The Way I
Work: My Style Is to Bust the Door Down and Clean the Mess Up
Later,” Inc. (October 2010), pp. 124-128; and Jeff Bercovici,
“TechCrunch CEO Reported Out after Clashing with HuffPost-ers,”
Forbes (November 17, 2011), http://www.forbes.com/sites/jeffbercovici
/2011/11/17techcrunch-ceo-reported-out-after-clashing-with-huffpost-ers/
(accessed March 13, 2013).

Gary Yukl, “Effective Leadership Behavior: What We Know and
What Questions Need More Attention,” Academy of Management
Perspectives 26 (November 2012), pp. 66-80; and Gary Yukl, Angela
Gordon, and Tom Taber, “A Hierarchical Taxonomy of Leadership
Behavior: Integrating a Half Century of Behavior Research,” Journal
of Leadership and Organizational Studies 9, no. 1 (2002), pp. 15-32.

Jessica E. Lessin, “Eddy Cue: Apple’s Rising Mr. Fix-It,” The Wall
Street Journal (November 28, 2012), p. B1.

Francis J. Yammarino and Fred Dansereau, “Individualized Leader-
ship,” Journal of Leadership and Organizational Studies 9, no. 1
(2002), pp. 90-99; Gary Yukl, Mark O’Donnell, and Thomas Taber,
“Influence of Leader Behaviors on the Leader-Member Exchange
Relationship,” Journal of Managerial Psychology 24, no. 4 (2009),
pp. 289-299; and M. O’Donnell, G. Yukl, and T. Taber, “Leader
Behavior and LMX: A Constructive Replication,” Journal of
Management Psychology 27, no. 2 (2012), pp. 143-154.

This discussion is based on Fred Dansereau, “A Dyadic Approach to
Leadership: Creating and Nurturing This Approach under Fire,”
Leadership Quarterly 6, no. 4 (1995), pp. 479-490; and George B.
Graen and Mary Uhl-Bien, “Relationship-Based Approach to Leader-
ship: Development of Leader-Member Exchange (LMX) Theory of
Leadership over 25 Years: Applying a Multi-Level Multi-Domain
Approach,” Leadership Quarterly 6, no. 2 (1995), pp. 219-247.

See A. J. Kinicki and R. P. Vecchio, “Influences on the Quality of
Supervisor-Subordinate Relations: The Role of Time Pressure,
Organizational Commitment, and Locus of Control,” Journal of
Organizational Bebavior (January 1994), pp. 75-82; R. C. Liden, S. J.
Wayne, and D. Stilwell, “A Longitudinal Study on the Early
Development of Leader-Member Exchanges,” Journal of Applied
Psychology (August 1993), pp. 662—-674; Yammarino and Dansereau,
“Individualized Leadership”; Jean-Frangois Manzoni and Jean-Louis
Barsoux, “The Set-Up-to-Fail Syndrome,” Harvard Business Review
76 (March-April 1998), pp. 101-113; Yukl et al., “Influence of
Leader Behaviors on the Leader-Member Exchange Relationship”;
and O’Donnell et al., “Leader Behavior and LMX: A Constructive
Replication.”

W. E. McClane, “Implications of Member Role Differentiation:
Analysis of a Key Concept in the LMX Model of Leadership,” Group
and Organization Studies 16 (1991), pp. 102-113; and Gary Yukl,
Leadership in Organizations, 2nd ed. (Upper Saddle River, NJ:
Prentice Hall, 1989).

Manzoni and Barsoux, “The Set-Up-to-Fail Syndrome.”

Donald F. Kuratko and Richard M. Hodgetts, Entreprencurship: A
Contemporary Approach, 4th ed. (Fort Worth, TX: Dryden Press,
1998), p. 30.


http://www.downloadslide.com/

CHAPTER 2 TRAITS, BEHAVIORS, AND RELATIONSHIPS

52. Kristina L. Guo, “Core Competencies of the Entrepreneurial
Leader in Health Care Organizations,” Health Care Manager 28
(January-March 2009), pp. 19-29; and Gary A. Knight, “Cross-
Cultural Reliability and Validity of a Scale to Measure Firm
Entrepreneurial Orientation,” Journal of Business Venturing 12
(1997), pp. 213-225.

53.

54.

63

Colleen Leahey, “Doing It for Themselves,” Fortune (October 17,
2011), pp. 144-148.

Reprinted with permission from Gary Yukl, Leadership in Organiza-
tions, 4th ed. (Upper Saddle River, NJ: Prentice Hall, 1998),
pp. 66-67.

Copyright 2015 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.


http://www.downloadslide.com/

Re 8 iy & h R ' Ry
L . N ‘ i
‘ 1 sabel N mo%_:mm_" | oy _.\E%aosé_.wen_ :mwﬁmﬁ einy|n; \
Ny { .‘ £
o t

G
¢

[

q)[<h
Al

=
.

Approa

Contingency

— Chapter 3



http://www.downloadslide.com/

YOUR LEADERSHIP CHALLENGE

After studying this chapter, you should be able to:

¢ Understand how leadership is often contingent on people and situations.

¢ Apply Hersey and Blanchard'’s situational theory of leader style to the level of follower readiness.

e Apply Fiedler's contingency model to key relationships among leader style, situational favorability,

and group task performance.

Explain the path—goal theory of leadership.

Use the Vroom-Jago model to identify the correct amount of follower participation in specific

decision situations.

Know how to use the power of situational variables to substitute for or neutralize the need for

leadership.

CHAPTER OUTLINE

66 The Contingency Approach
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72 Fiedler's Contingency
Model
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81 The Vroom-Jago Contingency
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72 Janette Sadik-Khan, New York
City Transportation
Commissioner
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78

86
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Sergio Marchionne, Chrysler
Group LLC

Alan Robbins, Plastic Lumber
Company

Art Weinstein, Whitlock
Manufacturing

Daniel Snyder, Washington
Redskins

Leader’s Self-Insight

69
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T-P Leadership Question-
naire: An Assessment
of Style

Are You Ready?

90 Measuring Substitutes for
Leadership

Leader’s Bookshelf

67 Shackleton’s Way: Leadership
Lessons from the Great
Antarctic Explorer

Leadership at Work

92 Task versus Relationship
Role Play

Leadership Development:
Cases for Analysis

93 Alvis Corporation

94  An Impossible Dream?

im Cook, CEO of Apple, is a quiet, humble, thoughtful leader with a data-
driven, analytical, and detail-oriented approach. His predecessor, the late,
legendary Steve Jobs, had a forceful, sometimes arrogant personality and a

driven, willful approach to leadership. He was creative rather than analytical and
took a big-picture view rather than considering the details.! Yet both leaders have
been successful, and both have effectively led the same company.

This example points to what researchers of leader traits and behaviors eventually
discovered: Many different leadership styles can be effective. What, then, determines
the success of a leadership style?

One factor that affects what leadership approach will be most effective is the
situation in which leadership activities occur. Over the years, researchers have observed
that leaders frequently behave situationally—that is, they adjust their leadership style
depending on a variety of factors in the situations they face. In this chapter, we discuss
the elements of leader, followers, and the situation, and the impact each has upon the
others. We examine several theories that define how leadership styles, follower
attributes, and organizational characteristics fit together to enable successful leadership.

65
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The important point of this chapter is that the most effective leadership approach
depends on many factors. Understanding the contingency approaches can help a leader
adapt his or her approach, although it is important to recognize that leaders also develop
their ability to adapt through experience and practice.

THE CONTINGENCY APPROACH

The failure to find universal leader traits or behaviors that would always determine
effective leadership led researchers in a new direction. Although leader behavior
was still examined, the central focus of the new research was the situation in which
leadership occurred. The basic tenet of this focus was that behavior effective in some
circumstances might be ineffective under different conditions. Thus, the effectiveness
of leader behavior is contingent upon organizational situations. Aptly called contin-
gency approaches, these theories explain the relationship between leadership styles
and effectiveness in specific situations.

The universalistic approach as described in Chapter 2 is compared to the contin-
gency approach used in this chapter in Exhibit 3.1. In the previous chapter, researchers
were investigating traits or behaviors that could improve performance and satisfaction in
any or all situations. They sought universal leadership traits and behaviors. Contingency
means that one thing depends on other things, and for a leader to be effective there must
be an appropriate fit between the leader’s behavior and style and the conditions in the
situation. A leadership style that works in one situation might not work in another
situation. There is no one best way of leadership. Contingency means “it depends.”
Many leaders today look to an early twentieth-century explorer for inspiration on how
to lead through an extreme situation, as described in this chapter’s Leader’s Bookshelf.

) The contingencies most important to leadership as shown in Exhibit 3.1 are the sit-
Contingency . . . . . .
2 theory meaning one thing  uation and followers. Research implies that situational variables such as task, structure,
depends on other things context, and environment are important to leadership style. The nature of followers has

EXHIBIT 3.1 Comparing the Universalistic and Contingency Approaches to Leadership

Universalistic Leadership Outcomes
Approach Traits/Behaviors (Performance, satisfaction, etc.)

Leader

Style
Traits
Contingency Eeh_at\_/lor Outcomes
Approach el (Performance, satisfaction, etc.)
Needs Task
Maturity Structure
Followers Training Systems Situation

Cohesion Environment

© Cengage Learning
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Shackleton’s Way: Leadership Lessons from the Great Antarctic Explorer

“Men wanted for hazardous journey.
Small wages. Bitter cold. Long months
of complete darkness. Constant danger.
Safe return doubtful. Honour and recog-
nition in case of success.”

Would you sign up for this job?
When Sir Ernest Shackleton set out with
a crew of 27 in 1914 with the goal of
crossing the continent of Antarctica on
foot, he probably didn’t understand how
utterly true the wording of his ad would
turn out to be. His boat, the Endurance,
never even touched land but became
stuck in ice in the Weddell Sea for months
and eventually sank. The men were left
drifting on ice floes 1,200 miles from civi-
lization, in dangerous cold, with only
three lifeboats and limited provisions.
They must have been terrified, and things
didn't get much better for almost two
long, brutal years. But, amazingly, every
member of Shackleton’s crew survived.

Margot Morrell and Stephanie
Capparell analyzed the diaries of
Shackleton and crew members to under-
stand what brand of leadership enabled
their survival through severe cold, isola-
tion, near starvation, life-threatening
storms, and all manner of other hardships.
Their book tells a fascinating and inspiring
adventure story but also offers lessons for
today’s leaders about how to lead in a
situation of great stress and hardship.

LESSONS FOR LEADING IN

TOUGH TIMES

Shackleton’s team eventually made it to
a small island and waited while Shack-
leton and a few members took a small

by Margot Morrell and Stephanie Capparell

boat 800 miles over treacherous seas to
a whaling station, and then Shackleton
took a ship back to rescue the others.
Here are some tips from Shackleton’s
handling of the crew that apply to lead-
ing through any tough situation.

« Step up immediately. After they aban-
doned the sinking ship, Shackleton
encouraged people with a simple
speech that acknowledged the dan-
gers but expressed optimism and
made clear that he was in charge
and he would lead them through
this. “Optimism is true moral courage,”
Shackleton is quoted as saying. By
expressing  optimism,  Shackleton
reminded crew members of the faith
he had in each of them.

« Keep fairness in mind always.
Shackleton placed great value on
every member of the crew, and he
gained their admiration and respect
by his fair, consistent, and egalitarian
treatment of them. Each member
was expected to do any job on the
ship. One high-ranking crew mem-
ber wrote: “[Slcrubbing the floors
... humbles one and knocks out of
one any last remnants of false pride
that one may have left in one and
for this reason | do it voluntarily.”

» Let everyone contribute to success.
When disaster struck, Shackleton
knew the various tasks that had to
be performed if the group were to
survive, and he made sure every-
one had assignments that let
them contribute to the solution to

their dire predicament. To keep
spirits high, he used humor and
other diversions (one of the few
items he rescued from the sinking
ship was a banjo). He took the most
difficult people into his own tent to
win their support and prevent them
from infecting the rest of the crew
with discouragement.

ADAPTABILITY MAKES IT POSSIBLE
Shackleton always looked ahead and
kept his eye on the big picture, which
enabled him to quickly change course
in the face of the unexpected. Commu-
nication, especially by listening, helped
him see when a new course of action
might be needed. Just before the
Endurance sailed, he fired the cook
and three crew members because he
learned through listening and observa-
tion that they could damage the
morale and effectiveness of the crew.
“Shackleton’s optimism was never fool-
hardy,” the book points out. He had
confidence in his own abilities and in
the abilities of his crew, and he was
able to stay flexible enough to aban-
don what wasn’t working and try
something new. It's a big part of the
reason the group survived—and why
eight of the crew members came for-
ward to join Shackleton on his final
expedition some years later.

Source: Shackleton’s Way, by Margot Morrell and
Stephanie Capparell, is published by Viking
Penguin.

also been identified as a key contingency. Thus, the needs, maturity, and cohesiveness of
followers make a significant difference to the best style of leadership.

Several models of situational leadership have been developed. The situational
theory of Hersey and Blanchard, the contingency model developed by Fiedler and
his associates, path—goal theory, the Vroom—Jago model of decision participation,
and the substitutes-for-leadership concept will all be described in this chapter.
These contingency approaches seek to delineate the characteristics of situations and
followers and examine the leadership styles that can be used effectively. Assuming
that a leader can properly diagnose a situation and muster the flexibility to behave
according to the appropriate style, successful outcomes are highly likely.

Contingency
approaches

approaches that seek to
delineate the characteristics
of situations and followers
and examine the leadership
styles that can be used
effectively

67
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68

Can you adapt
your leadership
style to followers
and the situa-
tion? Check out
CengageNOW
to complete the question-
naire “Is Your Style Flexible?”

NEW LEADER
ACTION MEMO

Complete the questionnaire in
Leader's Self-Insight 3.1 to
assess your relative emphasis
on two important categories
of leadership behavior.

Situational theory
Hersey and Blanchard’s
extension of the Leadership
Grid focusing on the
characteristics of followers as
the important element of
the situation, and conse-
quently, of determining
effective leader behavior
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PART 2 RESEARCH PERSPECTIVES ON LEADERSHIP

EXHIBIT 3.2 Meta-Categories of Leader Behavior and Four Leader Styles

High
Low Task—High Relationship
¢ Participative or supportive style
* Provide support and encouragement
* Develop followers’ skill and confidence
* Consult followers when making
decisions and solving problems

High Task-High Relationship
» Coaching toward achievement style
* Combine task and relationship
behaviors

High Task-Low Relationship
¢ Authoritative style
* Plan short-term activities
* Clarify tasks, objectives, and
expectations
* Monitor operations and performance

Low Task-Low Relationship
* Delegating style
¢ Low concern for both tasks and
relationships

RELATIONSHIP
BEHAVIOR

Low

Low TASK BEHAVIOR > High

Source: Based on Gary Yukl, Angela Gordon, and Tom Taber, “A Hierarchical Taxonomy of Leadership Behavior: Integrating a Half
Century of Behavior Research,” Journal of Leadership and Organization Studies 9, no. 1 (2002), pp. 15-32 and Gary Yukl, “Effective
Leadership Behavior: What We Know and What Questions Need More Attention,” Academy of Management Perspectives
(November 2012), pp. 66-81.

Two basic leadership behaviors that can be adjusted to address various contingen-
cies are task bebavior and relationship bebavior, introduced in the previous chapter.
Research has identified these two meta-categories, or broadly defined behavior catego-
ries, as applicable to leadership in a variety of situations and time periods.” A leader
can adapt his or her style to be high or low on both task and relationship behavior.
Exhibit 3.2 illustrates the four possible behavior approaches—low task-high relation-
ship, high task-high relationship, high task-low relationship, and low task—low rela-
tionship. The exhibit describes typical task and relationship behaviors. High task
behaviors include planning short-term activities, clarifying tasks, objectives, and role
expectations, and monitoring operations and performance. High relationship beha-
viors include providing support and recognition, developing followers’ skills and con-
fidence, and consulting and empowering followers when making decisions and solving
problems. Most leaders typically lean toward being stronger in either task-oriented or
relationship-oriented behavior, but most experts suggest that a balance of concern for
tasks and concern for people is crucial for leadership success over the long term.?

Both Hersey and Blanchard’s situational theory and Fiedler’s contingency
model, discussed in the following sections, use these meta-categories of leadership
behavior but apply them based on different sets of contingencies.

HERSEY AND BLANCHARD’S SITUATIONAL THEORY

The situational theory developed by Hersey and Blanchard is an interesting exten-
sion of the leadership grid outlined in Chapter 2. This approach focuses on the
characteristics of followers as the most important element of the situation and
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Instructions: The following items describe aspects of leadership
behavior. Assume you are the appointed leader of a student group
and feel the pressure for performance improvements to succeed.
Respond to each item according to the way you would most likely
act in this pressure situation. Indicate whether each item below is
Mostly False or Mostly True for you as a work-group leader.

Mostly
False

Mostly
True

1. | would hold members personally
accountable for their performance.

2. | would assign members to specific
roles and tasks.

3. | would ask the members to work
harder.

4. | would check on people to know
how they are doing.

5. | would focus more on execution
than on being pleasant with
members.

6. | would try to make members’
work more pleasant.

7. | would focus on maintaining a
pleasant atmosphere on the team.

8. | would let members do their
work the way they think best.

9. lwould be concerned with people’s
personal feelings and welfare.

10. | would go out of my way to be
helpful to members.

T-P Leadership Questionnaire: An Assessment of Style

| Complete this
o assignment online with
CengageNOW.

Scoring and Interpretation

The T-P Leadership Questionnaire is scored as follows:
Your “T" score represents task orientation and is the num-
ber of Mostly True answers for questions 1-5. Your “P”
score represents your people or relationship orientation
and is the number of Mostly True answers for questions
6-10. A score of 4 or 5 would be considered high for
either T or P. A score of 0 or 1 would be considered low.
T=_.P=__

Some leaders focus on people needs, leaving task
concerns to followers. Other leaders focus on task details
with the expectation that followers will carry out instruc-
tions. Depending on the situation, both approaches may
be effective. The important issue is the ability to identify
relevant dimensions of the situation and behave accord-
ingly. Through this questionnaire, you can identify your
relative emphasis on the two dimensions of task
orientation (T) and people orientation (P). These are not
opposite approaches, and an individual can rate high or
low on either or both.

What is your leadership orientation? Compare your
results from this assignment to your result from the quiz
in Leader’s Self-Insight 2.2 in the previous chapter. What
would you consider an ideal leader situation for your
style?

Source: Based on the T-P Leadership Questionnaire as published in
“Toward a Particularistic Approach to Leadership Style: Some Findings,”
by T. J. Sergiovanni, R. Metzcus, and L. Burden, American Educational
Research Journal 6, no. 1 (1969), pp. 62-79.

consequently of determining effective leader behavior. The point of Hersey and
Blanchard’s theory is that subordinates vary in readiness level. People low in task
readiness, because of little ability or training, or insecurity, need a different leader-
ship style than those who are high in readiness and have good ability, skills, confi-
dence, and willingness to work.*

Leader Style

According to the situational theory, a leader can adopt one of four leadership styles,
based on a combination of relationship (concern for people) and task (concern for
production) behavior. The appropriate style depends on the readiness level of
followers.

Exhibit 3.3 summarizes the relationship between leader style and follower read-
iness. The four leader styles are directing, coaching, supporting, and entrusting. The
directing style (S1) reflects a high concern for tasks and a low concern for people
and relationships, as shown in the exhibit. The leader provides detailed objectives
and explicit instructions about how tasks should be accomplished. The coaching

69

Copyright 2015 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.


http://www.downloadslide.com/

70

PART 2 RESEARCH PERSPECTIVES ON LEADERSHIP

EXHIBIT 3.3 The Situational Model of Leadership

High
Supporting Style for High @ Coaching Style for Moderate @
Readiness Followers Readiness Followers

Leader: Engaging leader encourages Leader: Dual-focus leader provides both task
participation, supports, consults with, and instruction and personal support, clarifies
develops followers’ skills and confidence. tasks, and explains decisions as needed.

-3 Follower Contingency: Use this style Follower Contingency: Use this style when

SJl when followers have high readiness but followers have moderate readiness because

§ lack confidence and need personal support. of confidence to proceed but lack ability.

@

a

o

z Entrusting Style for Very High @ Directing Style for Low @

E Readiness Followers Readiness Followers

E Leader: Delegating leader turns over Leader: Authoritative leader provides

= complete responsibility, with little focus on  detailed goals and instructions, closely
either task or people needs. monitors operations and performance.
Follower Contingency: Use this style Follower Contingency: Use this style
when followers have very high readiness when followers have low readiness,
because of ability and confidence to low ability, and lack confidence.
perform tasks themselves.

Low

Low - TASK BEHAVIOR > High

Sources: Based on Gary Yukl, Angela Gordon, and Tom Taber, “A Hierarchical Taxonomy of Leadership Behavior: Integrating a Half
Century of Behavior Research,” Journal of Leadership and Organizational Studies 9, no 1 (2002), pp. 15-32; and Paul Hersey, Kenneth
Blanchard and Dewey Johnson, Management of Organizational Behavior: Utilizing Human Resources, 7th Ed (Upper Saddle River, NJ:
Prentice Hall, 1996).

style (S2) is based on a high concern for both relationships and tasks. With this
approach, the leader both provides task instruction and personal support, explains
decisions, and gives followers a chance to ask questions and gain clarity about
work tasks. The supporting style (S3) is characterized by high relationship and
low task behavior. The leader encourages participation, consults with followers,
and facilitates decision making. The fourth style, the entrusting style (S4), reflects
a low concern for both tasks and relationships. This leader provides little direction
or support because complete responsibility for decisions and their implementation is
turned over to followers.

Follower Readiness Contingency

The lower part of each of the four boxes in Exhibit 3.3 indicates when each leader
style should be used. The important contingency is the follower’s readiness level.
The essence of Hersey and Blanchard’s situational theory is for the leader to diag-
nose a follower’s readiness and select a style that is appropriate for the readiness
level, such as the follower’s degree of education and skills, experience, self-
confidence, and work attitudes.
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CHAPTER 3 CONTINGENCY APPROACHES TO LEADERSHIP

Low Readiness Contingency When one or more followers exhibit very low levels
of readiness, the leader has to use a directing style, telling followers exactly
what to do, directing them in how to do it, and specifying timelines. For exam-
ple, Phil Hagans owns two McDonald’s franchises in northeast Houston and
gives many young workers their first job. He uses a telling style regarding
everything from how to dress to the correct way to clean the grill, giving
young workers the strong direction they need to develop to higher levels of
skill and self-confidence.’

Moderate Readiness Contingency A coaching leadership style works well when
followers lack some skills or experience for the job but demonstrate confidence,
ability, and willingness to learn. With a coaching style, the leader gives some direc-
tion but also explains decisions and clarifies tasks for followers rather than merely
instructing how tasks should be performed. Sheryl Sandberg uses a coaching style
as chief operating officer at Facebook. Many Facebook employees are fresh out of
college with little experience, but they are energetic, enthusiastic, and committed.
Sandberg’s style combines decisive leadership with persuasion and consensus build-
ing. She uses logic and data to explain her decisions, but she also seeks input and
feedback from employees. She describes herself as a leader who tends to “mentor
and demand at the same time.”®

High Readiness Contingency A supporting style can be effective when followers
have the necessary education, skills, and experience but might be insecure in their
abilities and need some encouragement from the leader. The leader can guide fol-
lowers’ development and act as a resource for advice and assistance. An example of
the participating style is Eric Brevig, a visual-effects supervisor with Industrial Light
and Magic, who maximizes the creativity of artists and animators by encouraging
participation. Rather than telling people how to do their jobs, Brevig presents them
with a challenge and works with them to figure out the best way to meet it.”

Very High Readiness Contingency The entrusting style of leadership can be effec-
tively used when followers have very high levels of ability, experience, confidence,
and readiness to accept responsibility for their own task behavior. The leader pro-
vides a general goal and sufficient authority to do the tasks as followers see fit.
Highly educated professionals such as lawyers, college professors, and social work-
ers would typically fall into this category. There are followers in almost every orga-
nization who demonstrate very high readiness.

In summary, the directing style (S1) works best for followers who demonstrate
very low levels of readiness to take responsibility for their own task behavior, the
coaching style (S2) is effective for followers with moderate readiness, the supporting
style (S3) works well for followers with high readiness, and the entrusting style (S4)
is appropriate for followers with very high readiness. In today’s multigenerational
workplace, with people of widely different ages and readiness levels working side
by side, many leaders find that they have to use multiple styles. Aaron Brown
supervises a team at IBM that includes employees who span four decades in age,
have work experience of between 3 and 30 years, and have varied attitudes, expec-
tations, and ways of working.® For Brown, getting the best performance out of
employees who differ so widely is as challenging—and as energizing—as coping
with today’s faster, more competitive business landscape.
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NEW LEADER
ACTION MEMO

As a leader, you can tell
followers how to perform their
tasks if they have few skills,
little experience, or low
self-confidence. If followers have
a moderate degree of skill and
show enthusiasm and willing-
ness to learn, provide direction
but seek followers” input and
explain your decisions.

NEW LEADER
ACTION MEMO

As a leader, you can act as a
resource to provide advice and
guidance when followers have
a high level of skill, experience,
and responsibility. Delegate
responsibility for decisions and
their implementation to fol-
lowers who have very high
levels of skill and positive
attitudes.

Copyright 2015 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.


http://www.downloadslide.com/

72

NEW LEADER
ACTION MEMO

Answer the questions in Lea-

der’s Self-Insight 3.2 to deter-
mine your own readiness level
and the style of leadership that
would be most appropriate for
you as a follower.

Fiedler's contingency
model

a model designed to diag-
nose whether a leader is
task-oriented or relationship-
oriented and match leader
style to the situation
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PART 2 RESEARCH PERSPECTIVES ON LEADERSHIP

Hersey and Blanchard’s contingency model focuses only on the characteristics
of followers, not those of the larger situation. The leader should evaluate subordi-
nates and adopt whichever style is needed. Using an inappropriate style can hurt
morale and performance, as illustrated by the following example.

Janette Sadik-Khan, New York City Transportation Commissioner

Since being appointed transportation commissioner by Mayor Michael R. Bloomberg in
2007, Janette Sadik-Khan has earned international acclaim for transforming the congested
streets of New York City by directing the installation of more than 250 miles of bicycle
lanes, the creation of pedestrian plazas, and the deletion of parking spots. However, her
style in doing it has created conflict and outright hostility among some City Council members,
neighborhood leaders, and others.

As described in a New York Times article, Sadik-Khan has used a primarily directing style
with followers who could be considered to be at high or very high readiness levels. Her style
hasn'‘t gone over so well. “Even if one appreciates some of Janette’s goals, it's clear the approach
has been very alienating all over the city,” said Bill de Blasio, the city’s public advocate. City
Council members and neighborhood leaders, who consider themselves partners who should
have a say in how things are done, have called her “dismissive and confrontational.”

Her brash style and reluctance to compromise have created a tough environment in
which city leaders will try to accomplish their future goals. Sadik-Khan's style, which seemed
so effective at first, may have become a liability. Mayor Bloomberg and even Sadik-Khan her-
self admit that she hasn't done a good job of listening and collaborating, which has created
resentment and made future changes more difficult to implement. “She has an absolute cer-
tainty that she's correct,” said one council member. ‘I guess it's nice to go through life with
that kind of certainty, but | don't know if it's appropriate in government.”

Sadik-Khan says she has made mistakes because she is so passionate about her
goals for the city, but she is trying to be less aggressive and more conciliatory and
do a better job of communicating.

In the Hersey—Blanchard model, leaders can tailor their approach to individual
subordinates, similar to the leader-member exchange theory described in Chapter 2.
If one follower is at a low level of readiness, the leader must be very specific, telling
people exactly what to do, how to do it, and when. For a follower high in readiness,
the leader provides a general goal and sufficient authority to do the task as the fol-
lower sees fit. Leaders can carefully diagnose the readiness level of followers and then
apply the appropriate style.

FIEDLER'S CONTINGENCY MODEL

Fiedler and his associates developed a model that takes not only followers but other
elements of the situation into consideration.'® Although the model is somewhat
complicated, the basic idea is simple: Match the leader’s style with the situation
most favorable for his or her success. Fiedler's contingency model was designed to
enable leaders to diagnose both leadership style and organizational situation.
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o assignment online with
CengageNOW.

Are You Ready?

5 Instructions: A leader’s style can be contingent upon the 8. | am involved in “extra-work”

§ readiness level of followers. Think of yourself working in activities such as committees.

% your current or former job. Answer the questions below 9. | prioritize my work and manage
S pased on how you are on that job. Please answer whether my time well.

? each item is Mostly False or Mostly True for you in that job.

6 Scoring and Interpretation

Mostly  Mostly

False True In the situational theory of leadership, the higher the fol-

lower’s readiness, the more participative and delegating
the leader can be. Give yourself one point for each Mostly
False answer to items 1-3 and one point for each Mostly
True answer to items 4-9. A score of 8-9 points would sug-
gest a “very high” readiness level. A score of 7-8 points
would indicate a “high” readiness level. A score of 4-6
points would suggest “moderate” readiness, and 0-3 points
would indicate “low” readiness. What is the appropriate
leadership style for your readiness level? What leadership
style did your supervisor use with you? What do you think
accounted for your supervisor’s style? Discuss your results
with other students to explore which leadership styles are
actually used with subordinates who are at different readi-
ness levels.

1. | typically do the exact work required
of me, nothing more or less.

2. | am often bored and uninterested
in the tasks | have to perform.

3. | take extended breaks whenever
| can.

4. | have great interest and enthusi-
asm for the job.

5. | am recognized as an expert by
colleagues and coworkers.

6. | have a need to perform to the
best of my ability.

7. | have a great deal of relevant
education and experience for
this type of work.

© Cengage Learning

Leadership Style

The cornerstone of Fiedler’s theory is the extent to which the leader’s style is
relationship-oriented or task-oriented. A relationship-oriented leader is concerned
with people. As with the consideration style described in Chapter 2, a relationship-
oriented leader establishes mutual trust and respect and listens to employees’ needs.
A task-oriented leader is primarily motivated by task accomplishment. Similar to
the initiating structure style described in Chapter 2, a task-oriented leader provides
clear directions and sets performance standards.

Leadership style was measured with a questionnaire known as the least pre-
ferred coworker (LPC) scale. The LPC scale has a set of 16 bipolar adjectives
along an eight-point scale. Examples of the bipolar adjectives used by Fiedler on
the LPC scale follow:

open guarded
quarrelsome harmonious
efficient inefficient
self-assured hesitant
gloomy cheerful

If the leader describes the least preferred coworker using positive concepts, he or she
is considered relationship-oriented, that is, a leader who cares about and is sensitive to
other people’s feelings. Conversely, if a leader uses negative concepts to describe the least
preferred coworker, he or she is considered task-oriented, that is, a leader who sees other
people in negative terms and places greater value on task activities than on people.
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PART 2 RESEARCH PERSPECTIVES ON LEADERSHIP

Situation

Fiedler’s model presents the leadership situation in terms of three key elements that
can be either favorable or unfavorable to a leader: the quality of leader-member
relations, task structure, and position power.

Leader—-member relations refers to group atmosphere and members’ attitudes
toward and acceptance of the leader. When subordinates trust, respect, and have
confidence in the leader, leader-member relations are considered good. When
subordinates distrust, do not respect, and have little confidence in the leader,
leader-member relations are poor.

Task structure refers to the extent to which tasks performed by the group
are defined, involve specific procedures, and have clear, explicit goals. Routine,
well-defined tasks, such as those of assembly-line workers, have a high degree
of structure. Creative, ill-defined tasks, such as research and development or strate-
gic planning, have a low degree of task structure. When task structure is high,
the situation is considered favorable to the leader; when low, the situation is less
favorable.

Position power is the extent to which the leader has formal authority over
subordinates. Position power is high when the leader has the power to plan
and direct the work of subordinates, evaluate it, and reward or punish them.
Position power is low when the leader has little authority over subordinates
and cannot evaluate their work or reward them. When position power is high, the
situation is considered favorable for the leader; when low, the situation is
unfavorable.

When leader-member relations are good, task structure is high, and position
power is strong, the situation is considered highly favorable to the leader. When
leader-member relations are poor, task structure is low, and leader position power
is weak, the situation is considered highly unfavorable to the leader. The situation
would be considered moderately favorable when some of the three elements are
high and others low. That is, a leader might have strong position power but tasks
are unstructured and leader-member relations are poor. Or, leader-member rela-
tions might be good, but position power is weak and tasks are unstructured.
There can be various levels of moderate favorability based on various combinations
of the three key elements.

Contingency Theory

When Fiedler examined the relationships among leadership style, situational favor-
ability, and group task performance, he found the pattern shown in Exhibit 3.4.
Task-oriented leaders are more effective when the situation is either highly favor-
able or highly unfavorable. Relationship-oriented leaders are more effective in situa-
tions of moderate favorability.

The task-oriented leader excels in the highly favorable situation because every-
one gets along, the task is clear, and the leader has power; all that is needed is for
someone to take charge and provide direction. Similarly, if the situation is highly
unfavorable to the leader, a great deal of structure and task direction is needed. A
strong leader defines task structure and can establish authority over subordinates.
Because leader—-member relations are poor anyway, a strong task orientation will
make no difference to the leader’s popularity. Consider how Sergio Marchionne’s
task-oriented leadership style fit the situation he found at Chrysler.
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CHAPTER 3 CONTINGENCY APPROACHES TO LEADERSHIP

EXHIBIT 3.4 Fiedler’s Classification: How Leader Style Fits the Situation

Highly Favorable Situation Moderately Favorable Situation Highly Unfavorable Situation

Task-Oriented Leader Relationship-Oriented Leader Task-Oriented Leader
is More Effective is More Effective is More Effective

Source: Based on Fred E. Fiedler, “The Effects of Leadership Training and Experience: A Contingency Model Interpretation,” Adminis-
trative Science Quarterly 17 (1972), p. 455.

IN THE LEAD

Sergio Marchionne, Chrysler Group LLC

The fate of the smallest of the Big Three US. automakers rests in the hands of Italian-born
Sergio Marchionne, who rescued Fiat from the brink of collapse a few years ago with his
close attention to detail. Marchionne is a strong task-oriented leader. Rather than settling into
the top-floor executive suite at Chrysler's Auburn Hills, Michigan, headquarters, Marchionne
chose an office in the fourth-floor engineering center. He carries six smartphones and keeps
tabs on the smallest details, down to a faulty door handle on the new Dodge Charger. “If you
really want to run the business,” he says, “you need to get involved at this level.”

Marchionne came into a highly unfavorable situation at Chrysler. Like General Motors,
Chrysler had to be rescued by a federal bailout several years ago, and Marchionne took
charge just after the company emerged from bankruptcy and Fiat assumed part ownership.
Sales were slumping, Chrysler's image was tarnished, morale and motivation was low, costs
were high, and operational problems plagued the company. Marchionne became known at
Fiat for working long hours, seven days a week, and he told his top executives at Chrysler to
plan on doing the same for the foreseeable future. He meets with managers regularly and
gives them specific orders for what he wants to see accomplished. Managers who were
committed to staying stuck in the old way of doing things were fired.

Chrysler has been slower to bounce back than GM, but Marchionne’s task-oriented
leadership is having a positive effect. Sales are improving, and operational problems have
been brought under control. In addition, Marchionne’s hard-hitting approach has brought
a refreshing energy into the organization, giving employees a greater sense of hope and
motivation. "’

Sergio Marchionne’s task-oriented style is appropriate for the difficult situation
he found at Chrysler. Researchers at the University of Chicago looked at CEOs of
companies in turnaround situations—where companies typically have high debt
loads and a need to improve results in a hurry—and found that tough-minded,
task-focused characteristics such as analytical skills, a focus on efficiency, and set-
ting high standards were more valuable leader qualities than were relationship skills
such as good communication, listening, and teamwork.'?
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NEW LEADER
ACTION MEMO

As a leader, you can effectively
use a task-oriented style when
the organizational situation is
either highly unfavorable or
highly favorable to you as a
leader. Use a relationship-
oriented style in situations of
moderate favorability because
human relations skills can cre-
ate a positive atmosphere.

Path-goal theory

a contingency approach
to leadership in which the
leader’s responsibility is

to increase subordinates’
motivation by clarifying
the behaviors necessary
for task accomplishment
and rewards
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The relationship-oriented leader performs better in situations of moderate
favorability because human relations skills are important in achieving high group
performance. In these situations, the leader may be moderately well liked, have
some power, and supervise jobs that contain some ambiguity. A leader with good
interpersonal skills can create a positive group atmosphere that will improve rela-
tionships, clarify task structure, and establish position power.

A leader, then, needs to know two things in order to use Fiedler’s contingency
theory. First, the leader should know whether he or she has a relationship- or task-
oriented style. Second, the leader should diagnose the situation and determine
whether leader—-member relations, task structure, and position power are favorable
or unfavorable.

An important contribution of Fiedler’s research is that it goes beyond the
notion of leadership styles to try to show how styles fit the situation. Many studies
have been conducted to test Fiedler’s model, and the research in general provides
some support for the model.'> However, Fiedler’s model has also been criticized.'*
Using the LPC score as a measure of relationship- or task-oriented behavior seems
simplistic to some researchers, and the weights used to determine situation favor-
ability seem to have been determined in an arbitrary manner. In addition, some
observers argue that the empirical support for the model is weak because it is
based on correlational results that fail to achieve statistical significance in the
majority of cases. The model also isn’t clear about how the model works over
time. For instance, if a task-oriented leader such as Sergio Marchionne is matched
with an unfavorable situation and is successful, the organizational situation is likely
to improve, thus becoming a situation more appropriate for a relationship-oriented
leader. Will Marchionne’s task-oriented style continue to be effective under more
favorable circumstances at Chrysler? Can or should he try to shift to a more
relationship-oriented leader style? Fiedler’s model doesn’t address this issue.

Finally, Fiedler’s model and much of the subsequent research fail to consider
medium LPC leaders, who some studies indicate are more effective than either
high or low LPC leaders in a majority of situations.'> Leaders who score in the
mid-range on the LPC scale presumably balance the concern for relationships with
a concern for task achievement more effectively than high or low LPC leaders, mak-
ing them more adaptable to a variety of situations.

New research has continued to improve Fiedler’s model, ® and it is still consid-
ered an important contribution to leadership studies. However, its major impact
may have been to stir other researchers to consider situational factors more seri-
ously. A number of other situational theories have been developed in the years
since Fiedler’s original research.

16
L,

PATH-GOAL THEORY

According to the path-goal theory, the leader’s responsibility is to increase subordi-
nates’ motivation to attain personal and organizational goals.!” As illustrated in
Exhibit 3.5, the leader increases follower motivation by either (1) clarifying the
follower’s path to the rewards that are available or (2) increasing the rewards that
the follower values and desires. Path clarification means that the leader works with
subordinates to help them identify and learn the behaviors that will lead to successful
task accomplishment and organizational rewards. Increasing rewards means that the
leader talks with subordinates to learn which rewards are important to them—that is,
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EXHIBIT 3.5 Leader Roles in the Path-Goal Model

Clarify Path Increase Rewards

Leader defines what follower Leader learns follower’s needs

must do to attain work outcomes

Leader matches follower’s needs
to rewards if work outcomes are
accomplished

Leader clarifies follower’s
work role

Leader increases value of work
outcomes for follower

Follower has increased knowledge

and confidence to accomplish
outcomes

Follower displays increased
effort and motivation

Organizational work out-
comes are accomplished

Reprinted from Organizational Dynamics, 13 (Winter 1985), Bernard M. Bass, “Leadership: Good, Better, Best”, pp. 26-40, Copyright
1985, with permission from Elsevier.

whether they desire intrinsic rewards from the work itself or extrinsic rewards such as
raises or promotions. The leader’s job is to increase personal payoffs to subordinates
for goal attainment and to make the paths to these payoffs clear and easy to travel.'®

This model is called a contingency theory because it consists of three sets of
contingencies—leader style, followers and situation, and the rewards to meet fol-
lowers’ needs.'” Whereas the Fiedler theory made the assumption that new leaders
could take over as situations change, in the path—goal theory, leaders change their
behaviors to match the situation.

Leader Behavior

The path-goal theory suggests a fourfold classification of leader behaviors.?® These
classifications are the types of behavior the leader can adopt and include support-
ive, directive, achievement-oriented, and participative styles.

Supportive leadership shows concern for subordinates’ well-being and personal
needs. Leadership behavior is open, friendly, and approachable, and the leader cre-
ates a team climate and treats subordinates as equals. Supportive leadership is simi-
lar to the consideration or people-oriented leadership described earlier. An example
is Jay Goltz, an entrepreneur who owns five small businesses in Chicago, who
has always used supportive leadership. He has loaned money to employees,
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NEW LEADER
ACTION MEMO

As a leader, you can increase
follower motivation, satisfac-
tion, and performance by
adopting a leadership behavior
that will darify the follower's
path to receiving available
rewards or increase the
availability of rewards the
follower desires.
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guaranteed car loans, helped several employees buy houses, and even bailed a cou-
ple of employees out of jail.*!
Directive leadership tells subordinates exactly what they are supposed to do.

The boss drives
people; the leader

coaches them. Leader behavior includes planning, making schedules, setting performance goals
The boss depends and behavior standards, and stressing adherence to rules and regulations. Directive
on authority; the leadership behavior is similar to the initiating structure or task-oriented leadership

style described earlier.

Participative leadership consults with subordinates about decisions. Leader
behavior includes asking for opinions and suggestions, encouraging participation
in decision making, and meeting with subordinates in their workplaces. The partici-

leader on good
will. The boss in-
spires fear; the

leader inspires pative leader encourages group discussion and suggestions, similar to the coaching
enthusiasm. or supporting style in the Hersey and Blanchard model.
H. Gordon Selfridge Achievement-oriented leadership sets clear and challenging goals for subordi-
fou%se?‘:’;;;g% nates. Leader behavior stresses high-quality performance and improvement over
retailer Selfridges. current performance. Achievement-oriented leaders also show confidence in subor-

dinates and assist them in learning how to achieve high goals.

The four types of leader behavior are not considered ingrained personality
traits as in the earlier trait theories; rather, they reflect types of behavior that every
leader is able to adopt, depending on the situation. Here’s how Alan Robbins,
founder of Plastic Lumber Company, shifted from a participative to a directive
style and got better results from his employees.

IN THE LEAD

Alan Robbins, Plastic Lumber Company

Alan Robbins started Plastic Lumber Company because he saw a way to both help the
planet and make money by converting plastic milk and soda bottles into fake lumber. He
also had definite ideas about how to run a company. Robbins wanted to be both a boss
and a friend to his employees. His leadership style stressed teamwork and participation,
and Robbins spent a lot of time running ideas by workers on the factory floor. However,
he soon learned that most of his low-skilled workers didn't really want a chance to partici-
pate; they just wanted clear direction and consistent standards so that people knew what
was expected of them.

The degree of freedom Robbins allowed with his participative style actually led to
some serious problems. Some workers were frequently absent or late without calling,
showed up under the influence of alcohol or drugs, and started fights on the factory floor.
Letting employees participate in decision making weakened Robbins’s authority in many
employees’ eyes. Those who genuinely wanted to do a good job were frustrated by the
lack of order and the fact that some employees seemed to get away with anything.

Even though Robbins had a natural tendency to be a participative leader, he shifted to
a directive leadership style to try to restore some order. With a comprehensive rules and
policy manual, drug testing for all workers, and clear standards of behavior, the work envi-
ronment and employee performance at Plastic Lumber improved significantly.*

Alan Robbins had believed his participative style would be appreciated by employ-
ees. However, employee satisfaction increased when he began using a directive style and
specifying what was expected and what behaviors would not be tolerated. The directive
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The phrase “too much of a good thing” is relevant in leadership. Behavior that becomes
overbearing can be a disadvantage by ultimately resulting in the opposite of what the indi-
vidual is hoping to achieve.

Polarities
All behavior consists of opposites or polarities. If | do anything more and more, over and
over, its polarity will appear. For example, striving to be beautiful makes a person ugly, and
trying too hard to be kind is a form of selfishness.

Any overdetermined behavior produces its opposite:

* An obsession with living suggests worry about dying.
e True simplicity is not easy.

e s it a long time or a short time since we last met?

e The braggart probably feels small and insecure.

e Who would be first ends up last.

Knowing how polarities work, the wise leader does not push to make things happen but
allows process to unfold on its own.

Source: John Heider, The Tao of Leadership: Leadership Strategies for a New Age (New York: Bantam Books, 1986),
p. 3. Copyright 1985 Humanic Ltd., Atlanta, GA. Used with permission.

style enabled people to focus on meeting performance standards by following clear pro-
cedures and guidelines. Thus, although Robbins would prefer to be participative, he
realized it was not the best approach for the situation. The Consider This box provides
an interesting perspective on the disadvantages of persisting in a behavior style despite
the processes of change.

Situational Contingencies

The two important situational contingencies in the path-goal theory are (1) the per-
sonal characteristics of group members and (2) the work environment. Personal
characteristics of followers are similar to Hersey and Blanchard’s readiness level
and include such factors as ability, skills, needs, and motivations. For example, if
an employee has a low level of ability or skill, the leader may need to provide addi-
tional training or coaching in order for the worker to improve performance. If a
subordinate is self-centered, the leader may use monetary rewards to motivate him
or her. Subordinates who want or need clear direction and authority require a
directive leader to tell them exactly what to do. Craft workers and professionals,
however, may want more freedom and autonomy and work best under a participa-
tive leadership style.

The work environment contingencies include the degree of task structure, the
nature of the formal authority system, and the work group itself. The task structure
is similar to the same concept described in Fiedler’s contingency theorys; it includes
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the extent to which tasks are defined and have explicit job descriptions and work
procedures. The formal authority system includes the amount of legitimate power
used by leaders and the extent to which policies and rules constrain employees’
behavior. Work-group characteristics consist of the educational level of subordi-
nates and the quality of relationships among them.

Use of Rewards

Recall that the leader’s responsibility is to clarify the path to rewards for followers
or to increase the amount or type of rewards to enhance satisfaction and job perfor-
mance. In some situations, the leader works with subordinates to help them acquire
the skills and confidence needed to perform tasks and achieve rewards already
available. In others, the leader may develop new rewards to meet the specific
needs of subordinates.

Exhibit 3.6 illustrates four examples of how leadership behavior is tailored to
the situation. In the first situation, the subordinate lacks confidence; thus, the
supportive leadership style provides the social support with which to encourage
the subordinate to undertake the behavior needed to do the work and receive
the rewards. In the second situation, the job is ambiguous, and the employee is
not performing effectively. Directive leadership behavior is used to give instruc-
tions and clarify the task so that the follower will know how to accomplish it
and receive rewards. In the third situation, the subordinate is unchallenged by
the task; thus, an achievement-oriented behavior is used to set higher goals. This

EXHIBIT 3.6 Pa oal Situations and Preferred Leader Behaviors

Situation Leader Behavior Impact on Follower Outcome

Follower lacks Supportiv.e Itr;c;i2§eeseco:::(dence

self-confidence Leadership leve w

outcome
. i Directive Clarifies path
mboiguous jo » Leadership to reward T~
effort;
improved
satisfaction
) and

Lack of job Sets and strives performance

Cha”enge for hlgh goals

Incorrect Participative » Clarifies followers’

reward Leadership needs to change

rewards

© Cengage Learning
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clarifies the path to rewards for the employee. In the fourth situation, an incor-
rect reward is given to a subordinate, and the participative leadership style is
used to change this. By discussing the subordinate’s needs, the leader is able to
identify the correct reward for task accomplishment. In all four cases, the out-
come of fitting the leadership behavior to the situation produces greater
employee effort by either clarifying how subordinates can receive rewards or
changing the rewards to fit their needs.

Path—goal theorizing can be complex, but much of the research on it has been
encouraging.”® Using the model to specify precise relationships and make exact pre-
dictions about employee outcomes may be difficult, but the four types of leader
behavior and the ideas for fitting them to situational contingencies provide a useful
way for leaders to think about motivating subordinates.

THE VROOM-JAGO CONTINGENCY MODEL

The Vroom-Jago contingency model shares some basic principles with the previous
models, yet it differs in significant ways as well. This model focuses specifically on
varying degrees of participative leadership and how each level of participation influ-
ences the quality and accountability of decisions. A number of situational factors
shape the likelihood that either a participative or autocratic approach will produce
the best outcome.

This model starts with the idea that a leader faces a problem that requires a
solution. Decisions to solve the problem might be made by a leader alone or
through inclusion of a number of followers.

The Vroom-Jago model is very applied, which means that it tells the leader pre-
cisely the correct amount of participation by subordinates to use in making a par-
ticular decision.”* The model has three major components: leader participation
styles, a set of diagnostic questions with which to analyze a decision situation, and
a series of decision rules.

Leader Participation Styles

The model employs five levels of subordinate participation in decision making,
ranging from highly autocratic (leader decides alone) to highly democratic (leader
delegates to group), as illustrated in Exhibit 3.7.%° The exhibit shows five decision
styles, starting with the leader making the decision alone (Decide); presenting the
problem to subordinates individually for their suggestions and then making the
decision (Consult Individually); presenting the problem to subordinates as a
group, collectively obtaining their ideas and suggestions, then making the decision
(Consult Group); sharing the problem with subordinates as a group and acting as
a facilitator to help the group arrive at a decision (Facilitate); or delegating the
problem and permitting the group to make the decision within prescribed limits
(Delegate). The five styles fall along a continuum, and the leader should select
one depending on the situation.

Diagnostic Questions

How does a leader decide which of the five decision styles to use? The appropriate
degree of decision participation depends on a number of situational factors, such as
the required level of decision quality, the level of leader or subordinate expertise, and
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Vroom-Jago
contingency model

a contingency model that
focuses on varying degrees
of participative leadership,
and how each level of par-
ticipation influences quality
and accountability of
decisions
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EXHIBIT 3.7 Five Leader Decision Styles

Area of Influence by Leader

PART 2 RESEARCH PERSPECTIVES ON LEADERSHIP

Area of Freedom for Group

Decide

You make the
decision alone
and either
announce or
“sell” it to the
group. You may
use your
expertise in
collecting
information
that you deem
relevant to the
problem from
the group or
others.

Consult
Individually

You present the
problem to the
group members
individually, get
their suggestions,
and make the
decision.

Consult Group

You present the
problem to the
group members
in a meeting, get
their
suggestions,
and then make
the decision.

Facilitate

You present the
problem to the

group in a meeting.

You act as
facilitator, defining
the problem to be
solved and the
boundaries within
which the decision
must be made.
Your objective is to
get concurrence on
a decision. Above
all, you take care
to show that your
ideas are not given
any greater weight
than those of
others simply
because of your
position.

Delegate

You permit the group
to make the decision
within prescribed
limits. The group
undertakes the
identification and
diagnosis of the
problem, develops
alternative procedures
for solving it, and
decides on one or
more alternative
solutions. While you
play no direct role in
the group’s
deliberations unless
explicitly asked, your
role is an important
one behind the
scenes, providing
needed resources and
encouragement.

Reprinted from Organizational Dynamics, 28, no. 4, Victor H. Vroom, “Leadership and the Decision-Making Process”, pp. 82-94, Copyright 2000, with permission from
Elsevier.

the importance of having subordinates commit to the decision. Leaders can analyze
the appropriate degree of participation by answering seven diagnostic questions.

1. Decision significance: How significant is this decision for the project or organi-
zation? If the decision is highly important and a high-quality decision is needed
for the success of the project or organization, the leader has to be actively
involved.

2. Importance of commitment: How important is subordinate commitment to car-
rying out the decision? If implementation requires a high level of commitment
to the decision, leaders should involve subordinates in the decision process.

3. Leader expertise: What is the level of the leader’s expertise in relation to the
problem? If the leader does not have a high amount of information, knowledge,
or expertise, the leader should involve subordinates to obtain it.

4. Likelihood of commitment: If the leader were to make the decision alone,
would subordinates have high or low commitment to the decision? If subordi-
nates typically go along with whatever the leader decides, their involvement in
the decision-making process will be less important.
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5. Group support for goals: What is the degree of subordinate support for the
team’s or organization’s objectives at stake in this decision? If subordinates
have low support for the goals of the organization, the leader should not
allow the group to make the decision alone.

6. Goal expertise: What is the level of group members’ knowledge and expertise in
relation to the problem? If subordinates have a high level of expertise in rela-
tion to the problem, more responsibility for the decision can be delegated to
them.

7. Team competence: How skilled and committed are group members to working
together as a team to solve problems? When subordinates have high skills and
high desire to work together cooperatively to solve problems, more responsibil-
ity for the decision making can be delegated to them.

These questions seem detailed, but considering these seven situational factors
can quickly narrow the options and point to the appropriate level of group partici-
pation in decision making.

Selecting a Decision Style

Further development of the Vroom-Jago model added concern for time constraints
and concern for follower development as explicit criteria for determining the level
of participation. That is, a leader considers the relative importance of time versus
follower development in selecting a decision style. This led to the development of
two decision matrixes, a time-based model to be used if time is critical, for example
if the organization is facing a crisis and a decision must be made immediately, and a
development-based model to be used if time and efficiency are less important crite-
ria than the opportunity to develop the thinking and decision-making skills of
followers.

Consider the example of a small auto parts manufacturer, which owns only one
machine for performing welds on mufflers. If the machine has broken down and
production has come to a standstill, a decision concerning the purchase of a new
machine is critical and has to be made immediately to get the production line mov-
ing again. In this case, a leader would follow the time-based model for selecting the
decision style. However, if the machine is scheduled for routine replacement in three
months, time is not a critical factor. The leader is then free to consider the impor-
tance of involving production workers in the decision making to develop their
skills. Thus, the leader may follow the development-based model because time is
not a critical concern.

Exhibits 3.8 and 3.9 illustrate the two decision matrixes—a timesaving-based NEW LEADER
model and an employee development—based model—that enable leaders to adopt a ACTION MEMO
participation style by answering the diagnostic questions in sequence. Returning to As a leader, you can use the
the example of the welding machine, if the machine has broken down and must be Vroom—Jago model to deter-
replaced immediately, the leader would follow the timesaving-based model in mine the appropriate amount
Exhibit 3.8. The leader enters the matrix at the left side, at Problem Statement. of follower particpation to use

. . . . . in making a dedision. You

The matrix acts as a funnel as you move left to right, responding to the situational @ Gl e (e
questions across the top, answering high (H) or low (L) to each one, and avoiding quidelines when time is of the
crossing any horizontal lines. essence but use development-

The first question (decision significance) would be: How significant is this deci- based guidelines when

cultivating followers’ decision-

. . SN S
sion for the project or organization? If the answer is High, the leader proceeds to making skl s also important.

importance of commitment: How important is subordinate commitment to carrying
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EXHIBIT 3.8 Timesaving-Based Model for Determining an Appropriate Decision-Making
Style—Group Problems

1. Decision
Significance?

2. Importance of
Commitment?

3. Leader
Expertise?

4., Likelihood of
Commitment?

5. Group
Support?

6. Group
Expertise?

7. Team
Competence?

a5
1
1
1

Decide

Delegate

Consult (Group)

Facilitate

Consult (Individually)

Facilitate

Consult (Group)

Decide

Facilitate

—ZmZm4H4> -0

Consult (Individually)

Decide
Delegate
Facilitate

Decide

Reprinted from Organizational Dynamics, 28, no. 4, Victor H. Vroom, “Leadership and the Decision-Making Process”, pp. 82-94,
Copyright 2000, with permission from Elsevier.

out the decision? If the answer is High, the next question pertains to leader exper-
tise: What is the level of the leader’s expertise in relation to the problem? If the lea-
der’s knowledge and expertise is High, the leader next considers likelihood of
commitment: If the leader were to make the decision alone, how likely is it that
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EXHIBIT 3.9 Employee Development-Based Model for Determining an Appropriate
Decision-Making Style—Group Problems

1. Decision
Significance?
2. Importance of
Commitment?
3. Leader
Expertise?
4. Likelihood of
6. Group
Expertise?

Delegate

Facilitate

Consult (Group)

Delegate

Facilitate

Consult (Group)
Delegate

Facilitate

Consult (Group)

Decide

A zmzm-d>»4dw0w

Delegate

Decide

Source: Victor H. Vroom, “Leadership and the Decision-Making Process,” Organizational Dynamics 28, no. 4 (Spring 2000),
pp. 82-94. This is Vroom'’s adaptation of Tannenbaum and Schmidt’s Taxonomy.

subordinates would be committed to the decision? If there is a high likelihood that
subordinates would be committed, the decision matrix leads directly to the Decide
style of decision making, in which the leader makes the decision alone and presents
it to the group.

As noted earlier, this matrix assumes that time and efficiency are the most
important criteria. However, consider how the selection of a decision style would
differ if the leader had several months to replace the welding machine and consid-
ered follower development of high importance and time of little concern. In this
case, the leader would follow the employee development—driven decision matrix in
Exhibit 3.9. Beginning again at the left side of the matrix: How significant is this
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decision for the project or organization? If the answer is High, proceed to impor-
tance of commitment: How important is subordinate commitment? If high, the
next question concerns likelihood of commitment (leader expertise is not considered
because the development model is focused on involving subordinates, even if the
leader has knowledge and expertise): If the leader were to make the decision
alone, how likely is it that subordinates would be committed to the decision? If
there is a high likelihood, the leader next considers group support: What is the
degree of subordinate support for the team’s or organization’s objectives at stake
in this decision? If the degree of support for goals is low, the leader would proceed
directly to the Group Consult decision style. However, if the degree of support for
goals is high, the leader would then ask: What is the level of group members’
knowledge and expertise in relation to the problem? An answer of High would
take the leader to the question: How skilled and committed are group members to
working together as a team to solve problems? An answer of High would lead to
the Delegate style, in which the leader allows the group to make the decision within
certain limits.

Note that the timesaving-driven model takes the leader to the first decision
style that preserves decision quality and follower acceptance, whereas the
employee development—driven model takes other considerations into account. It
takes less time to make an autocratic decision (Decide) than to involve subordi-
nates by using a Facilitate or Delegate style. However, in many cases, time and
efficiency are less important than the opportunity to further subordinate devel-
opment. In many of today’s organizations, where knowledge sharing and wide-
spread participation are considered critical to organizational success, leaders are
placing greater emphasis on follower development when time is not a critical
issue.

Leaders can quickly learn to use the model to adapt their styles to fit the situa-
tion. However, researchers have also developed a computer-based program that
allows for greater complexity and precision in the Vroom—Jago model and incorpo-
rates the value of time and value of follower development as situational factors
rather than portraying them in separate decision matrixes.

The Vroom-Jago model has been criticized as being less than perfect,”® but it is
useful to decision makers, and the model is supported by research.*” Leaders can
learn to use the model to make timely, high-quality decisions. Let’s try applying
the model to the following problem.

IN THE LEAD

Art Weinstein, Whitlock Manufacturing
When Whitlock Manufacturing won a contract from a large auto manufacturer to produce
an engine to power its flagship sports car, Art Weinstein was thrilled to be selected as proj-
ect manager. The engine, of Japanese design and extremely complex, has gotten rave
reviews in the automotive press. This project has dramatically enhanced the reputation of
Whitlock Manufacturing, which was previously known primarily as a producer of outboard
engines for marine use.

Weinstein and his team of engineers have taken great pride in their work on the proj-
ect, but their excitement was dashed by a recent report of serious engine problems in cars
delivered to customers. Fourteen owners of cars produced during the first month had
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experienced engine seizures. Taking quick action, the auto manufacturer suspended sales of
the sports car, halted current production, and notified owners of the current model not to
drive the car. Everyone involved knows this is a disaster. Unless the engine problem is
solved quickly, Whitlock Manufacturing could be exposed to extended litigation. In addition,
Whitlock's valued relationship with one of the world’s largest auto manufacturers would
probably be lost forever.

As the person most knowledgeable about the engine, Weinstein has spent two weeks
in the field inspecting the seized engines and the auto plant where they were installed. In
addition, he has carefully examined the operations and practices in Whitlock's plant where
the engine is manufactured. Based on this extensive research, Weinstein is convinced that
he knows what the problem is and the best way to solve it. However, his natural inclination
is to involve other team members as much as possible in making decisions and solving pro-
blems. He not only values their input, but he also thinks that by encouraging greater partic-
ipation he strengthens the thinking skills of team members, helping them grow and
contribute more to the team and the organization. Therefore, Weinstein chooses to consult
with his team before making his final decision.

The group meets for several hours that afternoon, discussing the problem in detail and
sharing their varied perspectives, including the information Weinstein has gathered during
his research. Following the group session, Weinstein makes his decision. He will present the
decision at the team meeting the following morning, after which testing and correction of
the engine problem will begin.?®

In the Whitlock Manufacturing case, either a timesaving-based or an employee
development-based model can be used to select a decision style. Although time is of
importance, the leader’s desire to involve subordinates can be considered equally
important. Do you think Weinstein used the correct leader decision style?
Let’s examine the problem using the employee development—based decision tree
since Weinstein is concerned about involving other team members. Moving from
left to right in Exhibit 3.9, the questions and answers are as follows: How significant
is this decision for the organization? Definitely High. Quality of the decision is of
critical importance. The company’s future may be at stake. How important is subor-
dinate commitment to carrying out the decision? Also High. The team members
must support and implement Weinstein’s solution. Question 3 (leader expertise) is not
considered in the employee development—driven model, as shown in Exhibit 3.9. The
next question would be If Weinstein makes the decision on his own, will team
members have high or low commitment to it? The answer to this question is
probably also High. Team members respect Weinstein, and they are likely to
accept his analysis of the problem. This leads to the question What is the degree of
subordinate support for the team’s or organization’s objectives at stake in this
decision? The answer, definitely High, leads to the question What is the level of
group members’ knowledge and expertise in relation to the problem? The answer
to this question is probably Low, which leads to the Consult Group decision style.
Thus, Weinstein used the style that would be recommended by the Vroom-Jago
model.

Now, assume that Weinstein chose to place more emphasis on efficient use of
time than on employee involvement and development. Using the timesaving-based
decision matrix in Exhibit 3.8, answer the questions across the top of the matrix
based on the information just provided (rate Weinstein’s level of expertise in
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EXHIBIT 3.10 Substitutes and Neutralizers for Leadership
Task-Oriented People-Oriented
Variable Leadership Leadership
Organizational variables Group cohesiveness Substitutes for Substitutes for
Formalization Substitutes for No effect on
Inflexibility Neutralizes No effect on
Low position power Neutralizes Neutralizes
Task characteristics Highly structured task  Substitutes for No effect on
Automatic feedback Substitutes for No effect on
Intrinsic satisfaction No effect on Substitutes for
Follower characteristics Professionalism Substitutes for Substitutes for %
Training/experience Substitutes for No effect on %
Low value of rewards Neutralizes Neutralizes 3
©
T ST Question 3 as high). Remember to avoid crossing any horizontal lines. What deci-

sion style is recommended? Is it the same as or different from that recommended by
the employee development-based tree?

ACTION MEMO

As a leader, you can avoid
leadership overkill. Adopt a
style that is complementary to
the organizational situation to
ensure that both task needs
and people needs are met.

SUBSTITUTES FOR LEADERSHIP

The contingency leadership approaches considered so far have focused on the lea-
der’s style, the followers’ nature, and the situation’s characteristics. The final con-
tingency approach suggests that situational variables can be so powerful that they
actually substitute for or neutralize the need for leadership.>® This approach out-
lines those organizational settings in which task-oriented and people-oriented lead-
ership styles are unimportant or unnecessary.

Exhibit 3.10 shows the situational variables that tend to substitute for or neu-
tralize leadership characteristics. A substitute for leadership makes the leadership
style unnecessary or redundant. For example, highly educated, professional subordi-
nates who know how to do their tasks do not need a leader who initiates structure
for them and tells them what to do. In addition, long-term education often develops
autonomous, self-motivated individuals. Thus, task-oriented and people-oriented
leadership is substituted by professional education and socialization.*°

Daniel Snyder, owner of the Washington Redskins football team, discovered
that his strong task-oriented approach with his professional, talented coaches was
counterproductive.

Daniel Snyder, Washington Redskins

For many of Daniel Snyder's 14 years as owner of the Washington Redskins, he had a reputation
as a meddlesome, overbearing boss who got in the way of people doing their jobs. He got
involved in every detail of the team, even making big decisions on player acquisition himself.

Substitute

a situational variable that
makes leadership unneces-
sary or redundant
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But Snyder has proven that leaders can change. “He's stepped back from it one
insider says. “And he’s having more fun because of it.” Some associates say Snyder finally
was able to step back because he got tired of all the losses the team racked up—and the
criticism he got from fans and the media because of them.

Since Snyder has remained in the background, the team has been winning. In 2012,
the Redskins won their first NFC East division title since 1999, Snyder's first season as
owner. ‘I think he deserves a lot of credit,” said former general manager Charley Casserly,
whom Snyder fired in 1999. “He's allowed them to do their jobs. They've turned the fran-
chise around and made it a winner again.”'

At the Washington Redskins, the skills, training, experience, and professional-
ism of coaches substituted for a task-oriented leadership style of the owner and also
made a people-oriented style less important. Daniel Snyder has been able to stay on
the sidelines and let his coaches and players win football games.

Unlike a substitute, a neutralizer counteracts the leadership style and prevents
the leader from displaying certain behaviors. For example, if a leader is physically
removed from subordinates, the leader’s ability to give directions to subordinates is
greatly reduced. FedEx Office (formerly Kinko’s) provides an example. With
numerous locations widely scattered across regions, regional managers have very
limited personal interaction with store managers and employees. Thus, their ability
to both support and direct is neutralized.

Situational variables in Exhibit 3.10 include characteristics of the followers,
the task, and the organization itself. For example, when subordinates are highly
professional, such as research scientists in companies like Merck or Monsanto,
both leadership styles are less important. The employees do not need either direc-
tion or support. With respect to task characteristics, highly structured tasks sub-
stitute for a task-oriented style, and a satisfying task substitutes for a people-
oriented style.

When a task is highly structured and routine, like auditing cash, the leader
should provide personal consideration and support that is not provided by the
task. Satisfied people don’t need as much consideration. Likewise, with respect to
the organization itself, group cohesiveness substitutes for both leader styles. For
example, the relationship that develops among air traffic controllers and jet fighter
pilots is characterized by high-stress interactions and continuous peer training. This
cohesiveness provides support and direction that substitute for formal leadership.*
Formalized rules and procedures substitute for leader task orientation because the
rules tell people what to do. Physical separation of leader and subordinate neutra-
lizes both leadership styles.

The value of the situations described in Exhibit 3.10 is that they help leaders
avoid leadership overkill. Leaders should adopt a style with which to complement
the organizational situation. For example, the work situation for bank tellers pro-
vides a high level of formalization, little flexibility, and a highly structured task. The
head teller should not adopt a task-oriented style because the organization already
provides structure and direction. The head teller should concentrate on a people-
oriented style. In other organizations, if group cohesiveness or previous training
meets employee social needs, the leader is free to concentrate on task-oriented beha-
viors. The leader can adopt a style complementary to the organizational situation to
ensure that both task needs and people needs of followers are met.
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NEW LEADER
ACTION MEMO

Measure how the task charac-
teristics of your job or a job
you've held in the past might
act as substitutes for leadership
by answering the questions in
Leader's Self-Insight 3.3.

NEW LEADER
ACTION MEMO

As a leader, you can use a
people-oriented style when
tasks are highly structured and
followers are bound by formal
rules and procedures. You can
adopt a task-oriented style if
group cohesiveness and fol-
lowers" intrinsic job satisfaction
meet their social and emo-
tional needs.

Neutralizer

a situational characteristic
that counteracts the leader-
ship style and prevents the
leader from displaying cer-
tain behaviors
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Measuring Substitutes for Leadership

5 Instructions: Think about your current job or a job you have 9. Itis hard to imagine that anyone
§ held in the past. Please answer whether each item below is could enjoy performing the tasks
é Mostly False or Mostly True for you in that job. | have performed on my job.
s 10. My job satisfaction depends pri-
? Mostly  Mostly marily on the nature of the tasks
g False True and activities | perform.
1. Because of the nature of the tasks X X
| perform, there is little doubt Scoring and Interpretation . .
about the best way to do them. For your task structure score, give yourself one point
2. My job duties are so simple that for Mostly True answers to items 1, 2, and 4, and for a
almost anyone could perform Mostly False answer to item 3. This is your score for Task
them well after a little instruction. e
3. Itis difficult to figure out the best For your task feedback score, give yourself one
way to do many of my tasks and point for Mostly True answers to items 5 and 7, and for a
SRS, Mostly False answer to item 6. This is your score for Task
4. There is really only one correct Feedback: __
way to perform most of the For your intrinsic satisfaction score, score one point
ieds | dlor for Mostly True answers to items 8 and 10, and for a Mostly
5. After I've completed a task, | can False answer to item 9. This is your score for Intrinsic Satis-
tell right away from the results faction: __
I get whether | have performed A high score (3 or 4) for Task Structure or Task Feed-
it correctly. back indicates a high potential for those elements to act as a
6. My job is the kind where you can substitute for task-oriented leadership. A high score (3) for
i & (eslk anel mei laew [ Intrinsic Satisfaction indicates the potential to be a substi-
you've made a mistake or error. tute for people-oriented leadership. Does your leader adopt
7. Because of ihe meiue eof dhe mda a style that is complementary to the task situation, or is
I do, it is easy for me to see when the leader guilty of leadership overkill? How can you apply
| have done something excep- this understanding to your own actions as a leader?
tionally well. - Source: Based on “Questionnaire Items for the Measurement of Substitutes
8 1 get lots of satsfaction from the e s
work | do. —_—— and Human Performance 22 (1978), pp. 375-403.
Studies have examined how substitutes (the situation) can be designed to have
more impact than leader behaviors on outcomes such as subordinate satisfaction.>?
The impetus behind this research is the idea that substitutes for leadership can be
NEW LEADER designed into organizations in ways to complement existing leadership, act in the
ACTION MEMO absence of leadership, and otherwise provide more comprehensive leadership alter-

natives. For example, Paul Reeves, a foreman at Harmon Auto Parts, shared half-

As a leader, id . . . . . . .
e T P days with his subordinates during which they helped him perform his leader

minimal task direction and

personal support to highly tasks. After Reeves’s promotion to middle management, his group no longer
trained employees; followers’ required a foreman. Followers were trained to act on their own.>* Thus, a situation
professionalism and intrinsic in which follower ability and training were highly developed created a substitute

satisfaction substitute for both
task- and people-oriented
leadership.

for leadership.
The ability to use substitutes to fill leadership “gaps” is often advantageous to
organizations. Indeed, the fundamental assumption of substitutes-for-leadership

20
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researchers is that effective leadership is the ability to recognize and provide the
support and direction not already provided by task, group, and organization.

Now that you've read the chapter, check out how today’s leaders are applying these concepts.
Log in to CengageNOW to follow the leaders on Twitter.

Twitter
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LEADERSHIP ESSENTIALS

® The most important point in this chapter is that situational variables affect
leadership outcomes. The contingency approaches were developed to systemati-
cally address the relationship between a leader and the organization. The
contingency approaches focus on how the components of leadership style,
subordinate characteristics, and situational elements impact one another.
Hersey and Blanchard’s situational theory, Fiedler’s contingency model, the
path-goal theory, the Vroom-Jago model, and the substitutes-for-leadership
concept each examine how different situations call for different styles of leader-
ship behavior.

® Hersey and Blanchard contend that leaders can adjust their task or relationship
style to accommodate the readiness level of their subordinates. According to
Fiedler, leaders can determine whether their leadership style is suitable for the
situation. Task-oriented leaders tend to do better in very favorable or
very unfavorable situations, whereas relationship-oriented leaders do best in
situations of intermediate favorability. The path—goal theory states that leaders
can use a style that appropriately clarifies the path to desired rewards. The
Vroom-Jago model indicates that leaders can choose a participative decision
style based on contingencies such as quality requirement, commitment require-
ment, or the leader’s knowledge and expertise. In addition, concern for time
(the need for a fast decision) versus concern for follower development is taken
into account. Finally, the substitutes-for-leadership concept recommends that
leaders adjust their style to provide resources not otherwise provided in the
organizational situation.

® By discerning the characteristics of tasks, subordinates, and organizations,
leaders can determine the style that increases the likelihood of successful leader-
ship outcomes. Therefore, effective leadership depends partly on developing
diagnostic skills and being flexible in your leadership behavior.

DISCUSSION QUESTIONS

1. Consider Fiedler’s theory as illustrated in Exhibit 3.4. How often do you think very
favorable, intermediate, or very unfavorable situations occur to leaders in real life?
Discuss.

2. Do you think leadership style is fixed and unchangeable, or can leaders be flexible and
adaptable with respect to style? Why?

3. Consider the leadership position of the managing partner in a law firm. What task,
subordinate, and organizational factors might serve as substitutes for leadership in this
situation?

4. Compare Fiedler’s contingency model with the path—goal theory. What are the similarities
and differences? Which do you prefer?
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5. If you were a first-level supervisor of a team of telemarketers, how would you go about
assessing the readiness level of your subordinates? Do you think most leaders are able to
easily shift their leadership style to suit the readiness level of followers?

6. Think back to teachers you have had, and identify one each who fits a supportive style,
directive style, participative style, and achievement-oriented style according to the path—
goal theory. Which style did you find most effective? Why?

7. Do you think leaders should decide on a participative style based on the most efficient
way to reach the decision? Should leaders sometimes let people participate for other
reasons?

8. Consider the situational characteristics of group cohesiveness, organizational formaliza-
tion, and physical separation. How might each of these substitute for or neutralize task-
oriented or people-oriented leadership? Explain.

) Complece this LEADERSHIP AT WORK

| Cop
‘-‘e\'% “-\\ assignment online with
Onfine| CengageNOW.

u; Task versus Relationship Role Play

You are the new distribution manager for French Grains Bakery. Five drivers who deliver
French Grains baked goods to grocery stores in the metropolitan area report to you. The dri-
vers are expected to complete the delivery report to keep track of actual deliveries and any
changes that occur. The delivery report is a key element in inventory control and provides
the data for French Grains invoicing of grocery stores. Errors become excessive when drivers
fail to complete the report each day, especially when store managers request different inven-
tory when the driver arrives. As a result, French Grains may not be paid for several loaves of
bread a day for each mistake in the delivery report. The result is lost revenue and poor
inventory control.

One of the drivers accounts for about 60 percent of the errors in the delivery reports.
This driver is a nice person and generally reliable, although he is occasionally late for work.
His major problem is that he falls behind in his paperwork. A second driver accounts for
about 30 percent of the errors, and a third driver for about 10 percent of the errors. The
other two drivers turn in virtually error-free delivery reports.

You are a high task-oriented (and low relationship-oriented) leader and have decided to
talk to the drivers about doing a more complete and accurate job with the delivery reports.
Write below exactly how you will go about correcting this problem as a task-oriented leader.
Will you meet with drivers individually or in a group? When and where will you meet with
them? Exactly what will you say, and how will you get them to listen?

Now adopt the role of a high relationship-oriented (and low task-oriented) leader. Write
below exactly what you will do and say as a relationship-oriented distribution manager. Will
you meet with the drivers individually or in a group? What will you say, and how will you
get them to listen?

In Class: The instructor can ask students to volunteer to play the role of the distribution
manager and the drivers. A few students can take turns role-playing the distribution manager
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in front of the class to show how they would handle the drivers as task- and relationship-
oriented leaders. The instructor can ask other students for feedback on the leader’s effective-
ness and on which approach seems more effective for this situation and why.

Source: Based on K. J. Keleman, J. E. Garcia, and K. J. Lovelace, Management Incidents: Role Plays for Management
Development (Dubuque, IA: Kendall Hunt Publishing Company, 1990), pp. 69-72.

LEADERSHIP DEVELOPMENT: CASES FOR ANALYSIS

Alvis Corporation

Kevin McCarthy is the manager of a production department in Alvis Corporation, a firm
that manufactures office equipment. After reading an article that stressed the benefits of par-
ticipative management, Kevin believes that these benefits could be realized in his department
if the workers are allowed to participate in making some decisions that affect them. The
workers are not unionized. Kevin selected two decisions for his experiment in participative
management.

The first decision involved vacation schedules. Each summer the workers are given two
weeks’ vacation, but no more than two workers can go on vacation at the same time. In
prior years, Kevin made this decision himself. He would first ask the workers to indicate
their preferred dates, and he considered how the work would be affected if different people
were out at the same time. It was important to plan a vacation schedule that would ensure
adequate staffing for all of the essential operations performed by the department. When
more than two workers wanted the same time period and they had similar skills, he usually
gave preference to the workers with the highest productivity.

The second decision involved production standards. Sales had been increasing steadily
over the past few years, and the company recently installed some new equipment to increase
productivity. The new equipment would allow Kevin’s department to produce more with the
same number of workers. The company had a pay incentive system in which workers
received a piece rate for each unit produced above a standard amount. Separate standards
existed for each type of product, based on an industrial engineering study conducted a few
years earlier. Top management wanted to readjust the production standards to reflect the
fact that the new equipment made it possible for the workers to earn more without working
any harder. The savings from higher productivity were needed to help pay for the new
equipment.

Kevin called a meeting of his 15 workers an hour before the end of the workday. He
explained that he wanted them to discuss the two issues and make recommendations. Kevin
figured that the workers might be inhibited about participating in the discussion if he were
present, so he left them alone to discuss the issues. Besides, Kevin had an appointment to
meet with the quality control manager. Quality problems had increased after the new equip-
ment was installed, and the industrial engineers were studying the problem in an attempt to
determine why quality had gotten worse rather than better.

When Kevin returned to his department just at quitting time, he was surprised to learn
that the workers recommended keeping the standards the same. He had assumed they
knew the pay incentives were no longer fair and would set a higher standard. The spokes-
man for the group explained that their base pay had not kept up with inflation and the
higher incentive pay restored their real income to its prior level.

On the vacation issue, the group was deadlocked. Several of the workers wanted to take
their vacations during the same two-week period and could not agree on who should go.
Some workers argued that they should have priority because they had more seniority,
whereas others argued that priority should be based on productivity, as in the past. Since it
was quitting time, the group concluded that Kevin would have to resolve the dispute himself.
After all, wasn’t that what he was being paid for?*’

Check out CengageNOW
| for additional cases with
[ interactive activities.

Copyright 2015 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.


http://www.downloadslide.com/

94 PART 2 RESEARCH PERSPECTIVES ON LEADERSHIP

QUESTIONS

1. Analyze this situation using the Hersey—Blanchard model and the Vroom-Jago model.
What do these models suggest as the appropriate leadership or decision style? Explain.

2. Evaluate Kevin McCarthy’s leadership style before and during his experiment in partici-
pative management.

3. If you, were Kevin McCarthy, what would you do now? Why?

An Impossible Dream?

What's wrong with the team? What’s wrong with the team? Zequine Mansell’s words
repeated over and over in Allen Block’s head as he boarded the plane from Los Angeles to
Chicago.

Block was responsible for the technical implementation of the new customer relation-
ship management (CRM) software being installed for western and eastern sales offices in
both cities. The software was badly needed to improve follow-up sales for his company,
Exert Systems. Exert sold exercise equipment to high schools and colleges, as well as to
small and midsize businesses for recreation centers, through a national force of 310 salespeo-
ple. The company’s low prices won a lot of sales; however, follow-up service was uneven
and the new CRM system promised to resolve those problems with historical data, inquiries,
reminders, and updates going to sales reps daily. The CEO of Exert ordered the CRM sys-
tem installed with all possible haste.

Block pulled a yellow pad and pen from the side pocket of his carry-on bag and tossed
it in the seat beside the window, stashed the bag in the overhead compartment, and sat
down as other passengers filed past. In an effort to shut out his thoughts, he closed his eyes
and concentrated on the muffled voices and low whooshing sound of the air vents. An image
appeared in his mind of his promotion to Mansell’s job when she retired in two years. He
blocked that thought and started doodling on the pad as a way of focusing his thoughts.

He wrote what’s wrong with the team three times and began drawing arrows to circles
bearing the names of his team members: Barry Livingston and Max Wojohowski in Los
Angeles and Bob Finley, Lynne Johnston, and Sally Phillips in Chicago. He marked through
Sally’s name. She had jumped ship recently, taking her less-than-stellar but much-needed
talents with her to another company. It was on a previous LA-Chicago flight that Sally had
pumped him for feedback on her future with Exert. She had informed him that she had
another job offer. She admitted it was less money, but she was feeling under pressure as a
member of the team and she wanted more “quality of life.” Block told Sally bluntly that
her technical expertise, on which he placed top importance, was slightly below that of her
peers, so future promotion was less likely despite her impressive people and team skills.

He wrote “quality of life”, circled it, and then crossed it out and wrote “what the hell?”
Why should she get quality of life he mused? I've barely seen my wife and kids since this proj-
ect started. Block’s team was under a great deal of pressure, and he had needed Sally to stick it
out. He told her so, but the plane had barely touched down when she went directly to the
office and quit, leaving the team short-handed and too close to deadline to add another body.

What’s wrong with the team? Block furiously scribbled as his thoughts raced: (1) The
deadline is ridiculously short. Mansell had scheduled a 10-week completion deadline for the
new CRM software, including installation and training for both cities.

He was interrupted by the stewardess. “Would you care for a drink, sir?”

“Yes. Just water.”

Block took a sip and continued to write. (2) Thank God for LA. From the outset, Barry
and Max had worked feverishly while avoiding the whining and complaining that seemed to
overwhelm members of the Chicago team. The atmosphere was different. Although the proj-
ect moved forward, meeting deadlines, there appeared to be less stress. The LA guys focused
tirelessly on work, with no families to consider, alternating intense work with joking around.
“Those are my kind of people,” he thought. (3) But there is Chicago, he wrote. Earlier in the
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day Sam Matheny from sales had e-mailed, then called, Block to tell him the two remaining
members of the Chicago team appeared to be alternating between bickering and avoiding
one another. Apparently this had been going on for some time. What’s with that? Block
wondered. And why did Sam know and I didn’t? So that morning, before his flight, Block
had to make time to call and text both Finley and Johnston. Finley admitted he had over-
reacted to Johnston.

“Look, man. I'm tired and stressed out. We’ve been working non-stop. My wife is not
happy.”

“Just get along until this project is completed,” Block ordered.

“When will zhat be?” Finley asked before hanging up.

Block thought about Mansell’s persistent complaints to him that the team appeared to
have a lack of passion, and she admonished him to “get your people to understand the
urgency of this project.” Her complaints only added to his own stress level. He had long
considered himself the frontrunner for Mansell’s job when she retired in two years. But had
his team ruined that dream? The sense of urgency could be measured now in the level of
stress and the long hours they had all endured. He admitted his team members were unen-
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thusiastic, but they seemed committed.
Is it too late to turn around and restore the level of teamwork? He tore off the sheet
from the pad, crumpled it in his hand, and stared out the window.

QUESTIONS

1.

How would you characterize Block’s leadership approach (task versus people)? What
approach do you think is correct for this situation? Why?

2. What would you do now if you were Block? How might you awaken more enthusiasm
in your team for completing this project on time? Specify the steps you would take.
3. How would you suggest that Block modify his leadership style if he wants to succeed

Mansell in two years? Be specific.
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YOUR LEADERSHIP CHALLENGE

After reading this chapter, you should be able to:

¢ Understand the importance of self-awareness and how to recognize your blind spots.

¢ |dentify major personality dimensions and understand how personality influences leadership and

relationships within organizations.

Clarify your instrumental and end values and recognize how values guide thoughts and behavior.

Define attitudes and explain their relationship to leader behavior.

Explain attributions and recognize how perception affects the leader—follower relationship.

Recognize individual differences in cognitive style and broaden your own thinking style to expand

leadership potential.

Understand how to lead and work with people with varied personality traits.
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s head of Windows at Microsoft, Steven Sinofsky led one of the largest and most
important software development companies in the world. He ran the complex
organization skillfully, met deadlines, achieved significant accomplishments, and

was generally respected for his brilliant mind. Yet Sinofsky was also known to come
across as arrogant and abrasive. Clashes with Microsoft CEO Steven Ballmer and other
managers became increasingly frequent. In the fall of 2012, just after the release of
Windows 8, Sinofsky and Ballmer agreed that it was time for Sinofsky to leave
Microsoft. Sinofsky was considered to be a potential successor to the CEO’s job, but
some managers said there would have been a mutiny if he were given the CEO position.
It isn’t known if Sinofsky was even interested in the top job, but his difficulty in getting
along with people likely derailed his career.!

Did Steven Sinofsky realize his aloof, abrasive personality was hindering his
leadership success? At the least, he didn’t seem to care. At a two-day retreat for
senior executives at which leaders were expected to make presentations, answer
questions, and stay to hear their peers do the same, Sinofsky announced that he

29
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hadn’t prepared a presentation and suggested people could read the company blog to
catch up on the progress of Windows 8. Then he answered a few questions and left
the conference, while his colleagues stayed until the next day. “He lost a lot of
support,” said one manager.”

In Chapter 2, we examined some traits, individual qualities, and behaviors that are
thought to be consistent with effective leadership. Chapter 3 examined contingency
theories of leadership, which consider the relationship between leader activities
and the situation in which they occur, including followers and the environment.
Clearly, organizational leadership is both an individual and an organizational
phenomenon. In this chapter, we explore individual differences in more depth and
examine how variations in personality, attitudes, values, and so forth influence the
leader—follower relationship. Leaders’ ability to understand their own personalities and
attitudes, as well as their ability to understand individual differences among employees,
can profoundly affect leadership effectiveness. Many of today’s organizations use
personality and other psychometric tests as a way to help people better understand
themselves and relate to one another.

We begin by considering the importance of leaders knowing themselves, and we
look at some potential blind spots leaders may have that limit their understanding
and effectiveness. Next, we examine personality and some leader-related personality
dimensions. Then the chapter considers how values affect leadership and the ways in
which a leader’s attitudes influence behavior. We also explore the role of perception,
discuss attributions, and look at cognitive differences, including a discussion of
thinking and decision-making styles and the concept of brain dominance. Finally,
the chapter considers a few techniques for working with different personality types.

THE SECRET INGREDIENT FOR LEADERSHIP SUCCESS

A survey of 75 members of the Stanford Graduate School of Business’s Advisory Coun-
cil revealed the nearly unanimous answer to a question about the most important capa-
bility for leaders to develop: self-awareness.? Self-awareness means being aware of the
internal aspects of one’s nature, such as personality traits, emotions, values, attitudes,
and perceptions, and appreciating how your patterns affect other people.

The Importance of Self-Awareness

Most leadership experts agree that a primary characteristic of effective leaders is
that they know who they are and what they stand for.* When leaders deeply under-
stand themselves, they remain grounded and constant, so that people know what to
expect from them.

Yet being self-aware is easier said than done. When Charlotte Beers, former
chairwoman and CEO of Ogilvy & Mather Worldwide, first became a management
supervisor, she considered herself to be a friendly, approachable, easy-going leader.
She was shocked when a friend told her that one of her colleagues described her
management style as “menacing.” That comment was devastating to Beers because

Self-awareness it was the exact opposite of the way she thought of herself.> Many of us, like
being conscious of the inter- Charl B h blind hat hind f . h Il

nal aspects of one’s nature, arlotte Beers, have blind spots that hinder us from seeing who we really are
such as personality traits, and the effect our patterns of thought and behavior have on others. Beers now
emotions, values, attitudes, conducts seminars for women leaders, and one thing she tells them is the impor-
and perceptions, and appre- tance of clearly understanding themsel The authors of a recent book profilin
ciating how your patterns ance of clearly understanding themselves. The authors of a recent book profiling
affect other people high achievers found that they all shared a similar characteristic: When faced with
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obstacles and failures, they underwent a ruthless self-examination to challenge their
beliefs, biases, and assumptions.® A careful self-reflection is essential for most peo-
ple to recognize their blind spots.

Leader Blind Spots

Doug Rauch, retired president of Trader Joe’s, almost strangled the life out of his
company as it grew because of his tendency to, as he puts it, “happily microman-
age.” Rauch recognized his zeal to control everything was hurting the company
only when a brave senior buyer pulled him aside and said “You’re driving us
crazy. You’ve got to back off.” Rauch was surprised, but the comment helped him
see his blind spot. He went to the team and admitted his problem, told them he was
a “recovering controlaholic,” and asked people to give him regular feedback so he
didn’t fall off the wagon.”

Many leaders have blind spots—things they are not aware of or don’t recognize as
problems—that limit their effectiveness and hinder their career success.® One particu-
larly damaging blind spot is displaying an aggressive, confrontational style, otherwise
known as being a jerk. Lars Dalgaard, founder and CEO of software company
SuccessFactors (now part of SAP), says he never realized he acted like a jerk until a
leadership coach helped him see that he ran roughshod over people’s feelings. Now,
Dalgaard makes a conscious effort to build good relationships with employees
and help others be more emotionally aware as well. SuccessFactors, which has an offi-
cial “no jerks rule,” has twice been voted one of the best places to work in the San
Francisco Bay area.’

Stanford professor Robert Sutton argues that jerks not only hurt the people
they work with but also damage organizational performance. Sutton distinguishes
between people who are perpetual jerks and those who only occasionally act that
way. Perpetual jerks are those leaders who bully, humiliate, and emotionally abuse
others, particularly people in less powerful positions.'® Even people who aren’t per-
petual jerks can suffer this blind spot. As leaders move up the hierarchy, people
skills become more and more important, and leaders who have succeeded at lower
levels often don’t see that their approach is less effective as they advance in their
careers. Jack Welch, the long-time former CEO of General Electric (GE), had to
learn this lesson. When he was vying for the CEO position, his brashness and
blunt approach almost cost him the job. GE’s board knew Welch could generate
profits, but they needed him to show them that he could act like a CEO, which
meant recognizing and toning down his jerk qualities.'!

Another blind spot some leaders have is being too nice. Leaders who are con-
stantly trying to please everyone can’t lead. They often make poor decisions because
they can’t tolerate even a mild degree of conflict.'* When asked about her greatest
weakness, Sue Murray, executive director of the George Foundation, said, “I can be
too nice when tough decisions need to be made, which is not helpful to anyone. It
just prolongs the inevitable.”'® Unlike Murray, many “people pleasers” have a
blind spot that prevents them from seeing that they are damaging their relationships
and careers by being overly concerned with what others think of them.

PERSONALITY AND LEADERSHIP

When a leader understands himself or herself and overcomes blind spots, it becomes
easier to understand and interact effectively with others. Understanding personality
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As a leader, strive for self-
awareness so that you know
who you are and what you
stand for. Undergo ruthless
self-examination and seek
feedback from others to avoid
being derailed by blind spots.

The challenge
for leadership is
to be strong, but
not rude; be kind,
but not weak; be
bold, but not
bully; be
thoughtful, but
not lazy; be
humble, but not
timid; be proud,
but not arrogant;
have humor, but

without folly.

Jim Rohn (1930-2009),
entrepreneur, author,
and motivational
speaker

Blind spots
characteristics or habits that
people are not aware of or
don't recognize as problems
but which limit their effec-
tiveness and hinder their
career success
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Personality

the set of unseen charac-
teristics and processes that
underlie a relatively stable
pattern of behavior in
response to ideas, objects,
and people in the
environment

Big Five personality
dimensions

five general dimensions
that describe personality:
extroversion, agreeableness,
conscientiousness,
emotional stability, and
openness to experience

Extroversion

the degree to which a
person is outgoing, sociable,
talkative, and comfortable
meeting and talking to
new people
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differences is one aspect of knowing how to maximize your own effectiveness and
that of the people you lead. Personality is the set of unseen characteristics and
processes that underlie a relatively stable pattern of behavior in response to ideas,
objects, or people in the environment. For example, the insurance and financial
services company Primerica, based in Duluth, Georgia, is led by co-CEOs who
have very different, yet complementary, personalities.

Rick Williams and John Addison, Primerica Inc.

Primerica is considered one of the best-managed companies in the insurance and financial
products industry. Part of that success, perhaps surprisingly, comes from having two top lea-
ders. Having co-CEOs isn't always successful for organizations, but it has been a magic for-
mula for Primerica. Having two people with the right personalities who can both put their
egos aside and work for the benefit of the organization has kept the company buzzing.

Since 2000, Primerica has been led by co-CEOs Richard Williams and John Addison. The
two have very different—yet complementary—personalities and skill sets. “Rick would walk
out of his way to not be in the spotlight,” Addison says of his co-leader. “And if | see one on
stage, I'll walk toward it.” That statement was proven true at the company's biannual confer-
ence. As the two walked onstage to thunderous applause, Williams smiled and waved and
quickly rushed to join his wife and investors in the front row of the audience, while Addison
entertained and informed the 40,000-person crowd from the spotlight on stage.

Williams doesn’t mind letting Addison have the spotlight; he prefers working behind
the scenes and being the “analytical, financial, make-the-trains-run-on-time person.” He's
happy to let Addison be the outgoing, intuitive, motivational half of the duo. “ could
never do John's job,” Williams says, “and John wouldn't want to do my job."'*

A Model of Personality

Notice in the Primerica example that John Addison is described as “intuitive” and
Rick Williams is described as “analytical.” Most people think of personality in
terms of traits. As we discussed in Chapter 2, researchers have investigated whether
any traits stand up to scientific scrutiny, and we looked at some traits associated
with effective leadership. Although investigators have examined thousands of traits
over the years, their findings have been distilled into five general dimensions that
describe personality. These often are called the Big Five personality dimensions,
which describe an individual’s extroversion, agreeableness, conscientiousness, emo-
tional stability, and openness to experience.'> Each dimension contains a wide
range of specific traits—for example, all of the personality traits that you would
use to describe a teacher, friend, or boss could be categorized into one of the Big
Five dimensions. These factors represent a continuum, in that a person may have a
low, moderate, or high degree of each of the dimensions.

Extroversion is made up of traits and characteristics that influence behavior in
group settings. Extroversion refers to the degree to which a person is outgoing,
sociable, talkative, and comfortable meeting and talking to new people. Someone
low on extroversion may come across as quiet, withdrawn, and socially unassertive.
This dimension also includes the characteristic of dominance. A person with a high
degree of dominance likes to be in control and have influence over others. These
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The Big Five Personality Dimensions

§ Instructions: Each individual’s collection of personality traits is different; it is what makes us unique. But, although each col-
§ lection of traits varies, we all share many common traits. The following phrases describe various traits and behaviors. Rate
é how accurately each statement describes you, based on a scale of 1 to 5, with 1 being very inaccurate and 5 very accurate.
g Describe yourself as you are now, not as you wish to be. There are no right or wrong answers.
2 12 3 4 5
© Very Inaccurate Very Accurate
Extroversion Openness to New Experiences
| love large parties. 1 2 3 45 | am imaginative. 1 2 3 4 5
| feel comfortable around people. 1 2 3 45 | prefer to vote for liberal political 1 2 3 45
| talk to a lot of different people 1 2 3 45 candidates.
at social gatherings. | really like art. 1 2 3 4 5
| like being the center of attention. 1 2 3 45 | love to learn new things. 1 2 3 4
Neuroticism (Low Emotional Stability) Conscientiousness
| often feel critical of myself. 12 3 45 I'am systematic and efficient. 1.2 3 45
| often envy others. 1 2 3 4 5 | pay attention to details. 1 2 3 45
| am temperamental. 1 2 3 4 5 | am always prepared for class. 1 2 3 4 5
| am easily bothered by things. 1 2 3 4 5 I put things back where they belong. 1 2 3 4 5
Agreeableness
| am kind and sympathetic. 12 3 45
| have a good word for everyone. 1 2 3 4 5
| never insult people. 1 2 3 45
| put others first. 1 2 3 45

Which are your most prominent traits? For fun and discussion, compare your responses with those of classmates.

Source: These questions were adapted from a variety of sources.

people often are quite self-confident, seek out positions of authority, and are com-

petitive and assertive. They like to be in charge of others or have responsibility for NEW LEADER

others. It is obvious that both dominance and extroversion could be valuable for a ACTION MEMO

leader. However, not all effective leaders necessarily have a high degree of these Sl ey ) €0 i B

characteristics. Five scale for extroversion,
For example, many successful top leaders, including Larry Page of Google; agreeableness, conscientious-

Warren Buffett of Berkshire Hathaway; Brenda Barnes, former CEO of Sara Lee; ness, emotional stability, and

openness to experience by
answering the questions in
Leader’s Self-Insight 4.1.

and Tim Cook, CEO of Apple, are introverts, people who become drained by social

encounters and need time alone to reflect and recharge their batteries. One study

found that 4 in 10 top executives test out to be introverts.'® Thus, the quality of

extroversion is not as significant as is often presumed. In addition, a high degree

of dominance could even be detrimental to effective leadership if not tempered by

h liti h bl . | bili Agreeableness

other qualities, such as agreeableness or emotional stability. . the degree to which a
Agreeableness refers to the degree to which a person is able to get along with  person is able to get along

others by being good-natured, cooperative, forgiving, compassionate, understand-  With others by being good-

. . . natured, cooperative,

ing, and trusting. A leader who scores high on agreeableness seems warm and

. L ; . forgiving, compassionate,
approachable, whereas one who is low on this dimension may seem cold, distant, understanding, and trusting
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and insensitive. Studies show that people who score high on agreeableness are more
likely to get jobs and keep them than are less agreeable people.!” Although there is
also some evidence that people who are overly agreeable tend to be promoted less
often and earn less money, the days are over when leaders can expect to succeed by
running roughshod over others and looking out only for themselves.

Today’s successful leaders are not the tough guys of the past but those men and
women who know how to get people to like and trust them.'® Leaders are making a
concerted effort to present a friendlier face to employees, the public, and shareholders
after years of headlines exposing white-collar crime, CEO arrogance, and complaints
over exorbitant pay. Lee Raymond, the former CEO of ExxonMobil, made plenty of
money for investors but was described by some shareholders as “stubborn, self-
important, [and] rude.” In contrast, Raymond’s successor, Rex Tillerson, was publicly
thanked at one annual meeting for his “friendliness, humor, and candor.”"”

The next personality dimension, conscientiousness, refers to the degree to which
a person is responsible, dependable, persistent, and achievement oriented. A consci-
entious person is focused on a few goals, which he or she pursues in a purposeful
way, whereas a less conscientious person tends to be easily distracted and impul-
sive. Recent research suggests that traits of conscientiousness are also more impor-
tant than those of extroversion for effective leadership. A study at the Stanford
Graduate School of Business found a link between how guilty people feel when
they make serious mistakes and how well they perform as leaders.”’ Guilt can be
a positive emotion for a leader because it is associated with a heightened sense of
responsibility to others, something that certainly could have benefited leaders
involved in the recent mortgage and financial crisis!

Or consider former International Monetary Fund leader Dominique Strauss-Kahn,
who was likely on his way to the French presidency before he was arrested in New
York and charged with the sexual assault of a hotel housekeeper, with further allega-
tions from other women later coming to light.*' Strauss-Kahn displays a low level of
conscientiousness, whereas a leader like Anne Mulcahy, former CEO of Xerox, reflects
a high degree of this characteristic. Mulcahy felt a strong sense of responsibility to
employees and shareholders when she was named CEO of Xerox in 2001.The com-
pany was in a free fall, with the stock price plummeting and its credit rating down-
graded. Advisers urged Mulcahy to declare bankruptcy, but she chose instead to focus
on a vision of restoring Xerox to greatness. Although she had tough decisions to make,
she always kept the best interests of employees and shareholders in mind.**

The dimension of emotional stability refers to the degree to which a person is well
adjusted, calm, and secure. A leader who is emotionally stable handles stress well, is
able to handle criticism, and generally doesn’t take mistakes or failures personally.
Leaders with emotional stability typically develop positive relationships and can also
improve relationships among others. Marillyn A. Hewson’s high degree of emotional
stability is part of the reason she was recently promoted to be the first female CEO of
defense contractor Lockheed Martin, after the man originally picked for the top job

Conscientiousness was fired following discovery of an ethical violation. It’s a challenging time for
the degree to which a Lockheed, but Hewson has shown that she can handle crises without becoming
gissr:‘d:bigsi(;':;iggt - unhinged. Over her 30-year career at the company, her calm, steady hand has earned
achievement oriented her a reputation for being able to combine toughness with graciousness. “Marillyn will
be exactly what Lockheed Martin needs in terms of patching up its relationships ...”
Emotional stability said defense industry consultant Loren Thompson.>?
;Zisgigizesv;ﬁ \Qgﬁeﬁj Leaders who have a low degree of emotional stability are likely to become
calm, and secure tense, anxious, or depressed. They generally have lower self-confidence and may
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explode in emotional outbursts when stressed or criticized. The related topic of

emotional intelligence will be discussed in detail in the next chapter. NEW LEADER

The final Big Five dimension, openness to experience, is the degree to which a person ACTION MEMO
has a broad range of interests and is imaginative, creative, and willing to consider new As a leader, you can learn
ideas. These people are intellectually curious and often seek out new experiences through about your own basic person-
travel, the arts, movies, reading widely, or other activities. People lower in this dimension ality dimensions and how to

emphasize the positive aspects
of your personality in dealing
with followers.

tend to have narrower interests and stick to the tried-and-true ways of doing things.
Open-mindedness is important to leaders because, as we learned in Chapter 1, leadership
is about change rather than stability. In an interesting study of three nineteenth-century
leaders—John Quincy Adams, Frederick Douglass, and Jane Addams—one researcher
found that early travel experiences and exposure to different ideas and cultures were
critical elements in developing open-minded qualities in these leaders.** Travel during
the formative years helped these leaders develop a greater degree of openness to experi-
ence because it put them in situations that required adaptability.

Few studies have carefully examined the connection between the Big Five and
leadership success. One summary of more than 70 years of personality and leadership
research did find evidence that four of the five dimensions were consistently related to
successful leadership.”® The researchers found considerable evidence that people who
score high on the dimensions of extroversion, agreeableness, conscientiousness, and
emotional stability are more successful leaders. Results for openness to experience
were less consistent; that is, in some cases, higher scores on this dimension related to
better performance, but they did not seem to make a difference in other cases. Yet, in
a study by a team of psychologists of the personality traits of the greatest U.S. presi-
dents (as determined by historians), openness to experience produced the highest cor-
relation with historians’ ratings of greatness. The study noted that presidents such as
Abraham Lincoln and Thomas Jefferson were high on this personality dimension.
Other personality dimensions the team found to be associated with great presidents
were extroversion and conscientiousness, including traits such as assertiveness, setting
ambitious goals, and striving for achievement. Although agreeableness did not corre-
late with greatness, the ability to empathize with others and being concerned for
others, which could be considered elements of emotional stability, did.*®

The value of the Big Five for leaders is primarily to help them understand their
own basic personality dimensions and then learn to emphasize the positive and mit-
igate the negative aspects of their own natural style. For example, people who are
introverts often stagnate, especially in large organizations, because they have a dif-
ficult time getting noticed and are therefore less likely to be rewarded for their hard
work.?” Four out of five introverts surveyed said they believe extroverts are more
likely to get ahead at their place of employment.”® One experiment found that peo-
ple who spoke up more often were rated as better leaders, even if they were less
competent than their quieter colleagues.”” Introverts can learn to behave in more
extroverted ways when they need to in order to be more successful. For example,
Richard Branson dresses up in silly costumes to publicize the Virgin Group, but he
says that flamboyant public persona bears little resemblance to his innate personal-
ity. “I was a shy and retiring individual who couldn’t make speeches and get out
there,” Branson says of himself prior to founding Virgin. “I had to train myself

. b . r: » d h 30 Openness to
into becoming more of an extrovert” in order to promote the new company. experience
In recent years, there has been a growing awareness that introverted people  the degree to which a
have some qualities that might actually make them better leaders, as described fur- ~ person has a broad range of
ther in the Leader’s Bookshelf.>! Introversion or extroversion is simply on g Interests and is imaginative,
L s 'e ’ OVEISION Or EXIrOVELSION 1S SImply ONe aspec creative, and willing to con-
of an individual’s personality, and each style has both strengths and weaknesses.  sider new ideas
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From kindergarten on in the United
States, students are pressured to be
more outgoing and speak up more in
class. In college, grades are sometimes
based on class participation, and stu-
dents who don't forcefully push their
ideas get sidelined. No wonder by the
time we get to the workplace, we know
that talk and social interaction are prized
above quietness and thoughtfulness. In
her book Quiet, Susan Cain argues that
by succumbing to the charms of the extro-
vert, organizations are missing out on the
creativity, insights, and ideas of the one-
third to one-half of Americans who are
introverts.

MISCONCEPTIONS ABOUT
INTROVERTS

Cain’s thoughtful examination, using
research studies, historical examples,
and individual stories, explodes some
of the myths about introversion.

« Introverts are shy and antisocial.
Some introverts are shy, but many
are not. They simply interact in a
different way. Whereas the extrovert
will “work the room” at a party, the
introvert prefers to carry on deeper

by Susan Cain
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LEADER’S BOOKSHELF

Quiet: The Power of Introverts in a World That Can't Stop Talking

conversations with one or a few
people. Introverts need time alone
to reflect and recharge, but that
doesn’t mean they don't also enjoy
the company of other people.
Introverts have a personality flaw.
In a culture that prizes extroversion,
the tendency of introverts toward sol-
itary activity and quiet reflection
marks them as having “a second-
class personality trait, somewhere
between a disappointment and a
pathology.” Cain points out many
advantages to the introverted person-
ality: introverts tend to think more
deeply, make decisions more carefully,
and stay on task longer. Introversion is
uniquely conducive to creativity and
innovation. Extrovert Steve Jobs was
the pizzazz of Apple, but the company
would never have existed if intro-
verted cofounder Steven Wozniak
had not spent long hours alone creat-
ing the first computer.

Introverts don’t make good leaders.
This is perhaps the biggest misconcep-
tion of all. Introverts such as Bill Gates
and Warren Buffett succeed at the top
of big corporations, but introverts also

make excellent lower-level supervisors
and managers because of their greater
ability to listen. Cain cites research
showing that introverts do very well
leading teams, even those made up
primarily of extroverts, because they
can stand aside and let the good
ideas flow rather than pushing their
own thoughts and opinions.

CAN'T WE ALL JUST GET ALONG?

No one is totally an introvert or an extro-
vert. Each of us falls somewhere along a
continuum on the scale of introversion—
extroversion. The problem, Cain says, is
the tendency in the United States and
other Western cultures to revere extro-
verts and try to push everyone to that
end of the scale. Cain challenges leaders
to show respect and truly listen to their
introverted colleagues and subordinates,
not just be swayed by the loudest voices.
“You need to do this as a manager,” she
says, “because you ... want the best out
of people’s brains.”

Source: Quiet: The Power of Introverts in a World
That Can't Stop Talking, by Susan Cain, is published
by Crown Publishers.

Exhibit 4.1 gives some tips for both introverts and extroverts to help them be more
effective and successful.

Personality Traits and Leader Behavior

Two specific personality attributes that have a significant impact on behavior and
are thus of particular interest for leadership studies are locus of control and
authoritarianism.

Locus of Control Some people believe that their actions can strongly affect what
happens to them. In other words, they believe they are “masters of their own
fate.” Others feel that whatever happens to them in life is a result of luck, chance,
or outside people and events; they believe they have little control over their fate.
A person’s locus of control defines whether he or she places the primary responsibil-
ity within the self or on outside forces.** People who believe their actions determine
what happens to them have a high internal locus of control (internals), whereas
those who believe outside forces determine what happens to them have a high
external locus of control (externals). One leader who reflects a strong internal
locus of control is Chris Hughes, cofounder of Facebook.

Locus of control

defines whether a person
places the primary responsi-
bility for what happens to
him or her within himself/
herself or on outside forces
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EXHIBIT 4.1 Maximizing Leadership Effectiveness

Tips for Extroverts Tips for Introverts

e Don't bask in the glow of your own personality.
Learn to hold back and let others sometimes
have the limelight.

Try to underwhelm. Your natural exuberance
can cause you to miss important facts and
ideas.

Talk less; listen more. Develop the discipline to
let others speak first on an issue to avoid the
appearance of arrogance.

Don't be Mr. or Ms. Personality. Extroverts some-
times fail to recognize others’ needs and can
easily wear people out rather than invigorate
them.

* Mix with people, speak up, and get out there.
Push yourself to get out there and connect
with people both within and outside the
organization.

3

Practice being friendly and outgoing in settings
outside of work. Take your new skills to the office.

Have a game plan. Prepare well for meetings
and presentations. Anticipate questions and
rehearse a few talking points.

Smile. A frown or a soberly introspective expres-
sion can be misinterpreted. A bright counte-
nance reflects confidence that you know
where you're going and want others to follow.

Sources: Based on Patricia Wallington, “The Ins and Outs of Personality,” CIO (January 15, 2003), pp. 42, 44; “From the Front Lines:
Leadership Strategies for Introverts,” Leader to Leader (Fall 2009), pp. 59-60; Joann S. Lublin, “Introverted Execs Find Ways to Shine,”
The Wall Street Journal Asia (April 18,2011), p. 31; and Ginka Toegel and Jean-Louis Barsoux, “How to Become a Better Leader,” MIT
Sloan Management Review (Spring 2012), pp. 51-60.

Chris Hughes, Facebook and MyBarackObama.com
Chris Hughes grew up in Hickory, North Carolina, as the only child of older parents. His
father was a paper salesman and his mother a former public school teacher. When Hughes
entered high school, he decided he wanted something different than graduating from the
local school and getting a job in town. In fact, what he wanted was to attend a prestigious
prep school and go on to an lvy League university.

With his family’s background and modest means, it was definitely an ambitious goal,
but Hughes believed his fate was in his own hands. Without telling his parents, he began
researching and applying to various boarding schools. Eventually he was offered a generous
financial aid package from Phillips Academy in Andover, Massachusetts. A few years later, he
left there with a scholarship to Harvard.

Hughes met Mark Zuckerberg and Dustin Moskovitz during his freshman year at Harvard
and the three founded Facebook. Then, during the 2008 presidential campaign, Hughes
became attracted to the idea of using new media to get Barack Obama elected. Volunteers
flooded the site he built, MyBarackObama.com, from the day it launched. Hughes was later
featured on the cover of Fast Company magazine as “The Kid Who Made Obama President.”*®

Chris Hughes exhibits many characteristics associated with internal locus of
control. Research has shown real differences in behavior between internals and
externals across a wide range of settings.>* Internals in general are more self-
motivated, are in better control of their own behavior, participate more in social
and political activities, and more actively seek information. There is also evidence
that internals are better able to handle complex information and problem solving,
and that they are more achievement oriented than externals. In addition, people
with a high internal locus of control are more likely than externals to try to influ-
ence others and thus more likely to assume or seek leadership opportunities.
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Do you believe luck, chance, or
the actions of other people
play a major role in your life,
or do you feel in control of
your own fate? Learn more
about your locus of control by
completing the questionnaire
in Leader's Self-Insight 4.2.
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Complete this
assignment online with
CengageNOW.

Measuring Locus of Control

g Instructions: For each of these 10 questions, indicate the extent 10. It's pointless to keep working
£ to which you agree or disagree using the following scale: on something that's too
E 1 = Strongly disagree 5 = Slightly agree difficult for me. 1234567
s 2 = Disagree 6 = Agree
2 3 = Slightly disagree 7 = Strongly agree Scoring and Interpretation
e 4= Neither agree nor disagree To determine your score, reverse the values you selected for
s I s I questions 3, 6, 7, 8, and 10 (1=7,2=6,3=5,4=4,5=3,
t_rong y trongly 6 =2, 7=1). For example, if you strongly disagreed with the
Disagree Agree . . . .
statement in question 3, you would have given it a value of
1. When | get what | want, it's 1. Change this value to a 7. Reverse the scores in a similar
usually because | worked manner for questions 6, 7, 8, and 10. Now add the point
hard for it. 1234567 values from all 10 questions together.
2. When | make plans, | am
. Your score:
almost certain to make them
e 1234567 This questionnaire is designed to measure locus of control
3. | prefer games involving beliefs. Researchers using this questionnaire in a study of
some luck over games college students found a mean of 51.8 for men and 52.2
requiring pure skill. 1234567 for women, with a standard deviation of 6 for each. The
4. 1can learn almost anything if higher your score on this questionnaire, the more you tend
I set my mind to it. 1234567 to believe that you are generally responsible for what hap-
5. My major accomplishments pens to you; in other words, high scores are associated with
are entirely due to my hard internal locus of control. Low scores are associated with
work and ability. 1234567 external locus of control. Scoring low indicates that you
6. lusually don't set goals, tend to believe that forces beyond your control, such as
because | have a hard time powerful other people, fate, or chance, are responsible for
following through on them. 1234567 what happens to you.
7. Competition discourages
I 1234567 Source: Adapted from J. M. Burger, Personality: Theory and Research
e, . (Belmont, CA: Wadsworth, 1986), pp. 400-401. Original source for
8. Often people get ahead just Burger's questionnaire is D. L. Paulhus, “Sphere-Specific Measures of
by being Iucky. 1234567 Perceived Control,” Journal of Personality and Social Psychology 44 (1983),
. 1253-1265..
9. On any sort of exam or com- pp. 1253-1265
petition, | like to know how well
| do relative to everyone else. 1234567
Moreover, people with a high internal locus of control will take responsibility for
outcomes and changes, which is essential for leadership.>’
People with a high external locus of control typically prefer to have structured,
Y g yp y p
directed work situations. They are better able than internals to handle work that
y
requires compliance and conformity, but they are generally not as effective in situa-
tions that require initiative, creativity, and independent action. Therefore, since exter-
nals do best in situations where success depends on complying with the direction or
guidance of others, they are less likely to enjoy or succeed in leadership positions.
Authoritarianism The belief that power and status differences should exist in an orga-
p g
Authoritarianism nization is called authoritarianism.>® Individuals who have a high degree of this person-

the belief that d . . . . .
St;use(;ieﬁereamgf \gf(;jg ality trait tend to adhere to conventional rules and values, obey established authority,

exist in an organization respect power and toughness, judge others critically, and disapprove of the expression
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of personal feelings. A leader’s degree of authoritarianism will affect how the leader
wields and shares power. A highly authoritarian leader is likely to rely heavily on
formal authority and unlikely to want to share power with subordinates. High
authoritarianism is associated with the traditional, rational approach to manage-
ment described in Chapter 1 and the autocratic style of leadership described in
Chapter 2. The new leadership paradigm requires that leaders be less authoritarian,
although people who rate high on this personality trait can be effective leaders as
well. Leaders should also understand that the degree to which followers possess
authoritarianism influences how they react to the leader’s use of power and author-
ity. When leaders and followers differ in their degree of authoritarianism, effective
leadership may be more difficult to achieve.

Understanding how personality traits and dimensions affect behavior can be an
advantage for leaders, giving them valuable insights into their own behavior as well
as that of followers. Another important area for understanding individual differ-
ences is values and attitudes.

VALUES AND ATTITUDES

Individuals may differ significantly in the values and attitudes they hold. These dif-
ferences affect the behavior of leaders and followers.

Instrumental and End Values

Values are fundamental beliefs that an individual considers to be important, that are
relatively stable over time, and that have an impact on attitudes, perception, and
behavior.>” Values are what cause a person to prefer that things be done one way
rather than another way. Whether we recognize it or not, we are constantly valuing
things, people, or ideas as good or bad, pleasant or unpleasant, ethical or unethical,
and so forth.®

One way to think about values is in terms of instrumental and end values.?
Social scientist Milton Rokeach developed a list of 18 instrumental values and
18 end values that have been found to be more or less universal across cultures.
The full list of Rokeach’s values is shown in Leader’s Self-Insight 4.3. End values,
sometimes called terminal values, are beliefs about the kind of goals or outcomes
that are worth trying to pursue. For example, some people value security, a com-
fortable life, and good health above everything else as the important goals to strive
for in life. Others may place greater value on social recognition, pleasure, and an
exciting life. Instrumental values are beliefs about the types of behavior that are
appropriate for reaching goals. Instrumental values include such things as being
helpful to others, being honest, or exhibiting courage.

Although everyone has both instrumental and end values, individuals differ in
how they order the values into priorities, which accounts for tremendous varia-
tion among people. Understanding one’s own values clarifies what is important,
which is essential for effective leadership. Exhibit 4.2 shows some interesting
differences in how groups of managers and non-managers prioritized values in
one study. The exhibit lists end values and instrumental values that were ranked
significantly higher by each group, showing only those rankings that were statisti-
cally significant.*® Leaders can identify and understand value differences to
improve communication and effectiveness.

9
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As a leader, you can improve
your effectiveness by recog-
nizing how traits such as
authoritarianism and locus of
control affect your relation-
ships with followers. You can
tone down a strong authori-
tarian personality to motivate
others.

Values

fundamental beliefs that an
individual considers to be
important, that are relatively
stable over time, and that
have an impact on attitudes
and behavior

End values

sometimes called terminal
values, these are beliefs
about the kind of goals or
outcomes that are worth
trying to pursue

Instrumental values
beliefs about the types of
behavior that are appropri-
ate for reaching goals
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Instrumental and End Values

Scoring and Interpretation

End values, according to Rokeach, tend to fall into two
categories—personal and social. For example, mature love is a
personal end value and equality is a social end value. Analyze the
five end values you selected and their rank order, and determine
whether your primary end values tend to be personal or social.
What do your five selections together mean to you? What do
they mean for how you make life decisions? Compare your end
value selections with another person, with each of you explain-
ing what you learned about your end values from this exercise.

Instrumental values also tend to fall into two categories—
morality and competence. The means people use to achieve
their goals might violate moral values (e.g., be dishonest) or vio-
late one’s personal sense of competence and capability (e.g., be
illogical). Analyze the five instrumental values you selected and
their rank order, and determine whether your primary instru-
mental values tend to focus on morality or competence. What
do the five selected values together mean to you? What do they
mean for how you will pursue your life goals? Compare your
instrumental value selections with another person and describe
what you learned from this exercise.

Warning: The two columns shown to the left do not
represent the full range of instrumental and end values.
Your findings would change if a different list of values
were provided. This exercise is for discussion and learning
purposes only and is not intended to be an accurate assess-
ment of your actual end and instrumental values.

Sources: Robert C. Benfari, Understanding and Changing Your Manage-
ment Style (San Francisco: : Jossey-Bass, 1999), pp. 178-183; and M.
Rokeach, Understanding Human Values (New York: The Free Press, 1979).

National culture, generational differences, and family background can influence

§ Instructions: In each column below, place a check mark by the

§ five values that are most important to you. After you have

£ checked five values in each column, rank-order the checked

S values in each column from 1 to 5, with T = most important

? and 5 = least important.

2

©
Rokeach’s Instrumental and End Values
End Values Instrumental Values
A comfortable life _—  Ambition -
Equality __ Broad-mindedness
An exciting life __ Capability -
Family security — Cheerfulness -
Freedom __ Cleanliness -
Health _ Courage -
Inner harmony - Forgiveness -
Mature love _ Helpfulness -
National security @ Honesty -
Pleasure - Imagination -
Salvation —Intellectualism -
Self-respect — Logic -
A sense of Ability to love -
accomplishment N Loyalty -
Social recognition ___ Obedience -
True friendship - Politeness -
Wisdom __ Responsibility -
A world at peace _____ Self-control -
A world of beauty
NOTE: The values are listed in alphabetical order, and there
is no one-to-one relationship between the end and instru-
mental values.

NEW LEADER

ACTION MEMO

Complete the exercise in
Leader's Self-Insight 4.3 to see
what you can learn about your
own values and how they affect
your decisions and actions.
Were you surprised by any

of your instrumental or end
values?

110

Copyright 2015 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.

how people rank values. For example, in the United States, independence is highly
valued and is reinforced by many institutions, including schools, religious organiza-
tions, and businesses. Other cultures place less value on independence and more
value on being part of a tightly knit community. Younger people typically rank
family security lower than do older people.*! Some leaders cite their parents as a
primary source of their deeply held values. Bill Farmer, president of the Jackson-
Monroe (Mississippi) division of Time Warner Cable, says his mother instilled in
him the importance of giving back to the community. Farmer volunteers as a guest
reader at Jackson State University’s Learning Center, has served on the boards of
numerous nonprofit organizations, and is actively involved in local Chamber of
Commerce initiatives designed to create a positive community environment.**

Our values are generally fairly well established by early adulthood, but a person’s
values can also change throughout life. This chapter’s Consider This reflects on how
the values that shape a leader’s actions in a moment of crisis have been developed over
time. Values may affect leaders and leadership in a number of ways.** For one thing,
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EXHIBIT 4.2 Differences in Leaders’ and Nonleaders’ Value Rankings

¢ Freedom * A world at peace
* Mature Love * Pleasure

¢ National Security ¢ Wisdom

¢ Salvation

Terminal Values Ranked Terminal Values Ranked
Higher by Leaders Higher by Non-Leaders

¢ Ambitious * Clean
¢ Broadminded ¢ Helpful
e Courageous ¢ Independent
* Forgiving ¢ Intellectual
* Loyal * Logical
¢ Self-controlled

Instrumental Values Ranked Instrumental Values Ranked
Higher by Leaders Higher by Non-Leaders

Source: Based on Table 2, Differences in Managers' versus Non-Managers’' Terminal and Instrumental Value Ranking, in Edward F.
Murphy Jr,, Jane Whitney Gibson, and Regina A. Greenwood, “Analyzing Generational Values among Managers and Non-Managers
for Sustainable Organizational Effectiveness,” SAM Advanced Management Journal (Winter 2010), pp. 33-55.

values influence how leaders relate to others. A leader who values obedience, confor-
mity, and politeness may have a difficult time understanding and appreciating a fol-
lower who is self-reliant, independent, creative, and a bit rebellious. Personal values
influence how leaders perceive opportunities, situations, and problems, as well as the
decisions they make in response to them. Consider the decisions Vern Clark made as
U.S. Chief of Naval Operations (CNO) from 2000 until his retirement in 2005.

Admiral Vernon E. Clark, U.S. Chief of Naval Operations, 20002005

Admiral Vernon E. Clark, who retired in July 2005 after a 37-year career in the US. Navy, was
the second-longest serving US. CNO. The job of the CNO is to advise the president on the
conduct of war.

When Clark was named CNO in July 2000, the Navy was losing too many good sailors
who didn't want to re-enlist. For Clark, getting and keeping good sailors who could protect
the national security was a top priority, and all his decisions were based on valuing the peo-
ple on the front lines. When Navy officials proposed budget cuts in training and develop-
ment, Clark rebelled. Instead he increased the training budget, strongly supported an
increase in pay for sailors, and established the Naval Education and Training Command,
with 12 Centers of Excellence. Clark also revised the performance appraisal system to pro-
vide constructive feedback for people at all levels. Clark made it a priority to blur the lines
between enlisted sailors and officers and revised the job assignment process so people
didn't get forced into jobs and locations they didn't want. Always more concerned about
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Complete the
CengageNOW
questionnaire,
Theory X and
Theory Y, to
understand the
basic attitudes and assump-
tions you might have about
followers.

Attitude

an evaluation (either positive
or negative) about people,
events, or things

Theory X

the assumption that people
are basically lazy and not
motivated to work and that
they have a natural tendency
to avoid responsibility

Theory Y

the assumption that people
do not inherently dislike
work and will commit
themselves willingly to work
that they care about

Copyright 2015 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.

© iStockphoto.com/JOE CICAK

Find more at http://www.downloadslide.com

PART 3 THE PERSONAL SIDE OF LEADERSHIP

doing things right than being right, Clark encouraged everyone to challenge assumptions,
ask questions, and express conflicting views.

Thanks to Admiral Clark's emphasis on treating sailors right, first term re-enlistment soared
from 38 percent to 56.7 percent within his first 18 months as CNO. Moreover, as the Navy
retained more sailors, its ability to respond more quickly to protect the nation increased.**

A leader like Admiral Vernon Clark who places high value on supporting fol-
lowers, being courageous, and standing up for what one believes in is much more
likely to make decisions that may not always be popular but that he believes are
right. Leaders can be more effective when they clarify their own values and understand
how values guide their actions and affect their organizations. In addition, for many
organizations today, clarifying and stating their corporate values, including ethical
values, has become an important part of defining how the organization operates.

How Attitudes Affect Leadership

Values help determine the attitudes leaders have about themselves and about their
followers. An attitude is an evaluation—either positive or negative—about people,
events, or things. As we discussed in Chapter 2, an optimistic attitude or positive
outlook on life is often considered a key to successful and effective leadership.

A leader’s attitudes toward followers influence how he or she relates to people.*’
Every leader’s style is based to some extent on attitudes about human nature in
general—ideas and feelings about what motivates people, whether people are
basically honest and trustworthy, and the extent to which people can grow
and change. One theory to explain differences in style was developed by Douglas
McGregor, based on his experiences as a manager and consultant and his training
as a psychologist.*® McGregor identified two sets of assumptions about human
nature, called Theory X and Theory Y, which represent two very different sets of

Developing Character

“The character that takes command in moments of critical choices has already been deter-
mined. It has been determined by a thousand other choices made earlier in seemingly unim-
portant moments. It has been determined by all those ’little’ choices of years past—by
all those times when the voice of conscience was at war with the voice of temptation—
whispering a lie that ‘it doesn't really matter.’ It has been determined by all the day-to-day
decisions made when life seemed easy and crises seemed far away, the decisions that piece
by piece, bit by bit, developed habits of discipline or of laziness; habits of self-sacrifice or
self-indulgence; habits of duty and honor and integrity—or dishonor and shame.”

Source: President Ronald Reagan, quoted in Norman R. Augustine, “Seven Fundamentals of Effective Leadership,”

an original essay written for the Center for the Study of American Business, Washington University in St. Louis,
CEO Series, no. 27 (October 1998).
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EXHIBIT 4.3 Attitudes and Assumptions of Theory X and Theory Y
Assumptions of Theory X Assumptions of Theory Y

» The average human being has an inherent dis- e The expenditure of physical and mental effort
like of work and will avoid it if possible. in work is as natural as play or rest. The average

* Because of the human characteristic of dislike for human being does not inherently dislike work
work, most people must be coerced, controlled,

External control and the threat of punishment are

directed, or threatened with punishment to get not the only means for bringing about effort
them to put forth adequate effort toward the toward organizational objectives. A person will
achievement of organizational objectives. exercise self-direction and self-control in the ser-

« The average human being prefers to be directed, vice of objectives to which he or she is committed.

wishes to avoid responsibility, has relatively little The average human being learns, under proper
ambition, and wants security above all. conditions, not only to accept but also to seek
responsibility.

The capacity to exercise a relatively high degree
of imagination, ingenuity, and creativity in the
solution of organizational problems is widely,
not narrowly, distributed in the population.
Under the conditions of modern industrial life,

the intellectual potentialities of the average
human being are only partially utilized.

3

Source: Based on Douglas McGregor, The Human Side of Enterprise (New York: McGraw-Hill, 1960), pp. 33-48.

attitudes about how to interact with and influence subordinates. Exhibit 4.3 explains
the fundamental assumptions of Theory X and Theory Y.

In general, Theory X reflects the assumption that people are basically lazy and not
motivated to work and that they have a natural tendency to avoid responsibility. Thus, a
supervisor who subscribes to the assumptions of Theory X has the attitude that people
must be coerced, controlled, directed, or threatened to get them to put forth their best
effort. Referring back to Chapter 2, the Theory X leader would likely be task oriented
and highly concerned with production rather than people. Theory Y, on the other hand,
is based on assumptions that people do not inherently dislike work and will commit
themselves willingly to work that they care about. Theory Y also assumes that, under
the right conditions, people will seek out greater responsibility and will exercise imagina-
tion and creativity in the pursuit of solutions to organizational problems. A leader who
subscribes to the assumptions of Theory Y does not believe people have to be coerced
and controlled in order to perform effectively. These leaders are more often people
oriented and concerned with relationships, although some Theory Y leaders can also be
task- or production oriented. McGregor believed Theory Y to be a more realistic and
productive approach for viewing subordinates and shaping leaders’ attitudes. Studies
exploring the relationship between leader attitudes and leadership success in general sup-
port his idea, although this relationship has not been carefully explored.*”

SOCIAL PERCEPTION AND ATTRIBUTIONS

By perception, we mean the process people use to make sense out of their surround-

ings by selecting, organizing, and interpreting information. Values and attitudes affect

perceptions, and vice versa. For example, a person might have developsedl the attitude  peyception

that leaders are insensitive and arrogant, based on a pattern of perceiving arrogant  the process people use to

and insensitive behavior from supervisors over a period of time. If the person moves ~ make sense out of the
ob. thi itud 1 . ff, h h h . . environment by selecting,

to a new job, this attitude will continue to affect the way he or she perceives superiors  aiing, and interpreting

in the new environment, even though his superiors in the new workplace might take  information
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Perceptual distortions
errors in judgment that arise
from inaccuracies in the
perceptual process

Stereotyping

the tendency to assign an
individual to a broad cate-
gory and then attribute
generalizations about the
group to the individual

Halo effect

an overall impression of a
person or situation based
on one characteristic, either
favorable or unfavorable

Projection

the tendency to see one’s
own personal traits in other
people
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great pains to understand and respond to employees’ needs. As another example, a
leader who greatly values ambition and career success may perceive a problem or a
subordinate’s mistake as an impediment to her own success, whereas a leader who
values helpfulness and obedience might see it as a chance to help a subordinate
Improve or grow.

Because of individual differences in attitudes, personality, values, interests, and
experiences, people often “see” the same thing in different ways. Consider that one
survey of nearly 2,000 workers in the United States found that 92 percent of
managers think they are doing an “excellent” or “good” job managing employees,
but only 67 percent of workers agree. As another example, in a survey of finance
professionals, 40 percent of women said they perceive that women face a “glass
ceiling” that keeps them from reaching top management levels, whereas only
10 percent of men share that perception.*®

Perceptual Distortions

Of particular concern for leaders are perceptual distortions, errors in perceptual
judgment that arise from inaccuracies in perception. Some types of errors are so
common that leaders should become familiar with them. These include stereotyp-
ing, the halo effect, projection, and perceptual defense. Leaders who recognize
these perceptual distortions can better adjust their perceptions to more closely
match objective reality.

Stereotyping is the tendency to assign an individual to a group or broad
category (e.g., female, black, elderly or male, white, disabled) and then to attribute
widely held generalizations about the group to the individual. Thus, someone meets
a new colleague, sees he is in a wheelchair, assigns him to the category “physically
disabled,” and attributes to this colleague generalizations she believes about people
with disabilities, which may include a belief that he is less able than other cowor-
kers. However, the person’s inability to walk should not be seen as indicative of
lesser abilities in other areas. Indeed, the assumption of limitations may not only
offend him, but it also prevents the person making the stereotypical judgment
from benefiting from the many ways in which this person can contribute. Stereotyp-
ing prevents people from truly knowing those they classify in this way. In addition,
negative stereotypes prevent talented people from advancing in an organization and
fully contributing their talents to the organization’s success.

The halo effect occurs when the perceiver develops an overall impression of a
person or situation based on one characteristic, either favorable or unfavorable. In
other words, a halo blinds the perceiver to other characteristics that should be used
in generating a more complete assessment. The halo effect can play a significant
role in performance appraisal. For example, a person with an outstanding atten-
dance record may be assessed as responsible, industrious, and highly productive;
another person with less-than-average attendance may be assessed as a poor performer.
Either assessment may be true, but it is the leader’s job to be sure the assessment is
based on complete information about all job-related characteristics and not just his or
her preferences for good attendance.

Projection is the tendency of perceivers to see their own personal traits in other
people; that is, they project their own needs, feelings, values, and attitudes into their
judgment of others. A leader who is achievement oriented might assume that subor-
dinates are as well. This might cause the manager to restructure jobs to be less
routine and more challenging without regard for employees’ actual satisfaction. The
best safeguards against errors based on projection are self-awareness and empathy.
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Perceptual defense is the tendency of perceivers to protect themselves against
ideas, objects, or people that are threatening. People perceive things that are satisfy-
ing and pleasant but tend to disregard things that are disturbing and unpleasant.
In essence, people develop blind spots in the perceptual process so that negative
sensory data do not hurt them. For example, the director of a nonprofit educational
organization in Tennessee hated dealing with conflict because he had grown up
with parents who constantly argued and often put him in the middle of their argu-
ments. The director consistently overlooked discord among staff members until
things would reach a boiling point. When the blow-up occurred, the director
would be shocked and dismayed because he had truly perceived that everything
was going smoothly among the staff. Recognizing perceptual blind spots can help
people develop a clearer picture of reality.

Attributions

As people organize what they perceive, they often draw conclusions based on their
perception.*” Attributions are judgments about what caused an event or behavior—
(a) something about the person or (b) something about the situation. For example,
many people attribute the success or failure of an organization to the top leader,
when in reality there may be many factors that contribute to organizational perfor-
mance. People also make attributions or judgments as a way to understand what
caused their own or another person’s behavior:

®  An internal attribution says characteristics of the person led to the behavior
(“My subordinate missed the deadline because he’s lazy and incompetent”).

®  An external attribution says something about the situation caused the person’s
behavior (“My subordinate missed the deadline because he didn’t have the
team support and resources he needed”).

Attributions are important because they help people decide how to handle a
situation. In the case of a subordinate missing a deadline, a leader who blames the
mistake on the employee’s personal characteristics might reprimand the person or,
more effectively, provide additional training and direction. A leader who blames the
mistake on external factors will try to help prevent such situations in the future,
such as making sure team members have the resources they need, providing support
to remove obstacles, and insuring that deadlines are realistic.

The Fundamental Attribution Error People tend to have biases that they apply when
making attributions. When evaluating others, many people underestimate the influ-
ence of external factors and overestimate the influence of internal factors. This ten-
dency is called the fundamental attribution error. Consider the case of someone being
promoted to CEO. Employees, outsiders, and the media generally focus on the
characteristics of the person that allowed him or her to achieve the promotion. In
reality, however, the selection of that person might have been heavily influenced by
external factors, such as business conditions creating a need for someone with a
strong financial or marketing background at that particular time.

The Self-Serving Bias Another bias that distorts attributions involves attributions
we make about our own behavior. People tend to overestimate the contribution of
internal factors to their successes and overestimate the contribution of external fac-
tors to their failures. This tendency, called the self-serving bias, means people give
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Perceptual defense
the tendency to protect
oneself by disregarding
ideas, situations, or people
that are unpleasant

Attributions

judgments about what caused
a person’s behavior—either
characteristics of the person or
of the situation

Fundamental
attribution error

the tendency to underesti-
mate the influence of exter-
nal factors on another’s
behavior and overestimate
the influence of internal
factors

Self-serving bias

the tendency to overesti-
mate the influence of inter-
nal factors on one’s
successes and the influence
of external factors on one’s
failures
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themselves too much credit for what they do well and give external forces too much
blame when they fail. Thus, if a leader’s subordinates say she doesn’t listen well
enough, and the leader thinks subordinates don’t communicate well enough, the
truth may actually lie somewhere in between. At Emerald Packaging, Kevin Kelly
examined his attributions and improved his leadership effectiveness by overcoming
the self-serving bias, as described in the following example.

Kevin Kelly, Emerald Packaging

As the top leader of his family’s California company, Emerald Packaging—a maker of plastic
bags for the food industry—Kevin Kelly thought of himself as indispensable. He considered
himself to be chief architect of the company’s growing sales and profits. When Emerald
began to falter, Kelly blamed it on his managers’ resistance to new ideas that could keep
the business thriving. He thought everyone needed to change except him.

For some time, Kelly's leadership approach was to reprimand and complain. Then, he
decided to look at things in a different way. Was it really all his managers’ fault? Realizing
that everyone was under stress from several years of rapid growth, Kelly hired a pack of
new managers to reinforce his exhausted troops. Surprisingly, though, things just seemed
to get worse. Kelly had to face a hard truth: Rather than being the one person in the orga-
nization who didn't need to change, as Kelly had previously thought, he realized he was a
big part of the problem.

Kelly sought consultants and classes to help boost his people skills. He began meeting
regularly with veteran managers and new hires and implemented changes that successfully
united the two groups into a cohesive team. Then, Kelly did something radical (at least for
him). He took a real 10-day vacation, the first time he hadn't been in routine contact with
Emerald since he took over the company. Visions of disaster filled his head as he wondered
how they could get along without him. As it turned out, people got along just fine. Crises
got solved, production continued, and customers didn't even seem to notice he was gone.

By examining his attributions and shifting his perception of himself, the organizational
situation, and his managers’ abilities, Kelly made changes that allowed his managers to
flourish and his company to grow even more successful.>

COGNITIVE DIFFERENCES

The final area of individual differences we will explore is cognitive style. Cognitive
style refers to how a person perceives, processes, interprets, and uses information.
Thus, when we talk about cognitive differences, we are referring to varying
approaches to perceiving and assimilating data, making decisions, solving problems,
and relating to others.’' Cognitive approaches are preferences that are not necessar-
ily rigid, but most people tend to have only a few preferred habits of thought. One
of the most widely recognized cognitive differences is between what we call left-
brained versus right-brained thinking patterns.

Cognitive style Patterns of Thinking and Brain Dominance

how a person perceives, . . . .
proceSSZS, mter%rets, and Neurologists and psychologists have long known that the brain has two distinct

uses information hemispheres. Furthermore, science has shown that the left hemisphere controls
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movement on the body’s right side and the right hemisphere controls movement on
the left. In the 1960s and 1970s, scientists also discovered that the distinct hemi-
spheres influence thinking, which led to an interest in what has been called left-
brained versus right-brained thinking patterns. The left hemisphere is associated
with logical, analytical thinking and a linear approach to problem solving, whereas
the right hemisphere is associated with creative, intuitive, values-based thought
processes.’> A program sponsored by the New York City Economic Development
Corporation illustrates the difference. Artists and other creative people are crucial
to the vibrancy of the city, but most artists (right-brain thinking) don’t know how
to plan and run a business (left-brain skills) so they have a hard time supporting
themselves. The city has invested $50,000 in a program to teach right-brain creative
people the left-brain skills they need to turn their creative works into money.’> As
another simplified example, people who are very good at verbal and written lan-
guage (which involves a linear thinking process) are using the left brain, whereas
those who prefer to interpret information through visual images are more right-
brained.

Although the concept of left-brained versus right-brained thinking is not
entirely accurate physiologically (not all processes associated with left-brained
thinking are located in the left hemisphere and vice versa), this concept provides a
powerful metaphor for two very different ways of thinking and decision making. It
is also important to remember that everyone uses both left-brained and right-
brained thinking, but to varying degrees.

More recently, these ideas have been broadened to what is called the whole
brain concept.”* Ned Herrmann began developing his concept of whole brain think-
ing while he was a manager at GE in the late 1970s and has expanded it through
many years of research with thousands of individuals and organizations. The whole
brain approach considers not only a person’s preference for right-brained versus
left-brained thinking but also for conceptual versus experiential thinking.
Herrmann’s whole brain model thus identifies four quadrants of the brain that are
related to different thinking styles. Again, while not entirely accurate physiologi-
cally, the whole brain model is an excellent metaphor for understanding differences
in thinking patterns. Some people strongly lean toward using one quadrant in most
situations, whereas others rely on two, three, or even all four styles of thinking. An
individual’s preference for each of the four styles is determined through a survey
called the Herrmann Brain Dominance Instrument (HBDI), which has been admin-
istered to hundreds of thousands of individuals.

The whole brain model provides a useful overview of an individual’s mental
preferences, which in turn affect patterns of communication, behavior, and
leadership.

Quadrant A is associated with logical thinking, analysis of facts, and processing
numbers. A person who has a quadrant-A dominance is rational and realistic,
thinks critically, and likes to deal with numbers and technical matters. Quadrant-
A thinking might be thought of as the “scientist” part of the brain.’® These people
like to know how things work and to follow logical procedures. When a leader has
a predominantly A-quadrant thinking style, he or she tends to be directive and
authoritative. This leader focuses on tasks and activities and likes to deal with con-
crete information and facts. Opinions and feelings are generally not considered as
important as facts.

Quadrant B deals with planning, organization of facts, and careful detailed
review. A person who relies heavily on quadrant-B thinking is well-organized,
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A simplified exercise to help
you think about your own
preferences appears in Leader’s
Self-Insight 4.4. Before reading
further, follow the instructions
and complete the exercise to
get an idea about your domi-
nant thinking style according
to Herrmann’s whole brain
model. Then read the follow-
ing descriptions of each
quadrant.

Whole brain concept
an approach that considers
not only a person’s prefer-
ence for right-brained versus
left-brained thinking, but al-
so conceptual versus expe-
riential thinking; identifies
four quadrants of the

brain related to different
thinking styles

Quadrant A

the part of the brain associ-
ated in the whole brain
model with logical thinking,
analysis of facts, and pro-
cessing numbers

Quadrant B

the part of the brain associ-
ated in the whole brain
model with planning, orga-
nizing facts, and careful
detailed review
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What's Your Thinking Style?

5 Instructions: The following characteristics are associated with the four quadrants identified by Herrmann’s whole brain
§ model. Think for a moment about how you approach problems and make decisions. In addition, consider how you typically
é approach your work or class assignments and how you interact with others. Circle 10 of the terms below that you believe
S best describe your own cognitive style. Try to be honest and select terms that apply to you as you are, not how you might
? like to be. There are no right or wrong answers.
S
© A B C D
Analytical Organized Friendly Holistic
Factual Planned Receptive Imaginative
Directive Controlled Enthusiastic Intuitive
Rigorous Detailed Understanding Synthesizing
Realistic Conservative Expressive Curious
Intellectual Disciplined Empathetic Spontaneous
Objective Practical Trusting Flexible
Knowledgeable Industrious Sensitive Open-Minded
Bright Persistent Passionate Conceptual
Clear Implementer Humanistic Adventurous

The terms in Column A are associated with logical, analytical thinking (Quadrant A); those in Column B with organized,
detail-oriented thinking (Quadrant B); those in Column C with empathetic and emotionally based thinking (Quadrant C); and
those in Column D with integrative and imaginative thinking (Quadrant D). Do your preferences fall primarily in one of the
four columns, or do you have a more balanced set of preferences across all four? If you have a strong preference in one
particular quadrant, were you surprised by which one?

© Cengage Learning

reliable, and neat. This is the “manager” part of the brain.’® These people like to
establish plans and procedures and get things done on time. Leaders with a pre-
dominantly quadrant-B thinking style are typically conservative and highly tradi-
tional. They tend to avoid risks and strive for stability. Thus, they may insist on
following rules and procedures, no matter what the circumstances are.

Quadrant C is associated with interpersonal relationships and affects intuitive
and emotional thought processes. C-quadrant individuals are sensitive to others
and enjoy interacting with and teaching others; hence this might be considered the
“teacher” part of the brain.>” These people are typically emotional and expressive,
outgoing, and supportive of others. Leaders with a predominantly quadrant-C style
are friendly, trusting, and empathetic. They are concerned with people’s feelings
more than with tasks and procedures and may put emphasis on employee develop-
ment and training.

Quadrant D is associated with conceptualizing, synthesizing, and integrating
facts and patterns, with seeing the big picture rather than the details. This is the
“artist” part of the brain.’® A person with a quadrant-D preference is visionary

Quadrant C

the part of the brain associ-
ated in the whole brain
model with interpersonal

relationships and intuitive
and emotional thought
processes

Quadrant D

the part of the brain associ-
ated in the whole brain
model with conceptualizing,
synthesizing, and integrating
facts and patterns
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and imaginative, likes to speculate and break the rules, takes risks, and may be
impulsive. These people are curious and enjoy experimentation and playfulness.
The D-quadrant leader is holistic, imaginative, and entrepreneurial. This leader
enjoys change, experimentation, and risk-taking and generally allows followers a
great deal of freedom and flexibility.

Exhibit 4.4 illustrates the model with its four quadrants and some of the mental
processes associated with each. There is no style that is necessarily better or worse,
though any of the styles carried to an extreme can be detrimental. Each style can
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EXHIBIT 4.4 Herrmann’s Whole Brain Model

Upper
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Holistic
Intuitive
Integrating
Synthesizing

Logical
Analytical

Fact-based
Quantitative

Organized Interpersonal
Sequential Feeling-based
Planned Kinesthetic
Detailed Emotional
B
Lower
left

Source: Ned Herrmann, The Whole Brain Business Book (New York: McGraw-Hill, 1996) p. 15.

have both positive and negative results for leaders and followers. It is important to
remember that every individual, even those with a strong preference in one quad-
rant, actually has a coalition of preferences from each of the four quadrants.®’
Each of us has at least a few qualities of the scientist, manager, teacher, and artist.

In addition, Herrmann believes people can learn to use their “whole brain”
rather than relying only on one or two quadrants. His research indicates that very
few, if any, individuals can be wholly balanced among the four quadrants, but peo-
ple can be aware of their preferences and engage in activities and experiences that
help develop the other quadrants. Leaders who reach the top of organizations often
have well-balanced brains, according to Herrmann’s research. Angela Ahrendts, for
example, applies a balance of thinking styles as CEO of Burberry, the $2 billion
British fashion empire. Ahrendts has used creative, holistic thinking (Quadrant D)
to transform Burberry from an outdated brand into a “technologically savvy inter-
national fashion powerhouse.” Another right-brain characteristic is her emphasis
on building positive interpersonal relationships (Quadrant C). Yet Ahrendts also
demonstrates left-brain thinking in her careful control of the company’s finances
(Quadrant B) and her ability to be realistic, analytical, and rational when it comes
to making difficult decisions (Quadrant A). When the recession hit in 2008,
Ahrendts quickly took charge, putting on hold plans for new stores, cutting $78
million in expenses, laying off employees and freezing salaries, and changing
company procedures to be more cost-effective.”

The typical CEO is a balanced thinker with at least two, usually three, and
often four strong preferences and thus has a wide range of thinking options avail-
able to choose from. A broad range of thinking styles is particularly important
at higher levels of organizations because leaders deal with a greater variety and
complexity of people and issues.®!

Understanding that individuals have different thinking styles can also help leaders
be more effective in interacting with followers. Some leaders act as if everyone
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As a leader, you can strive for
“whole brain” thinking to deal
effectively with a wide variety
of people and complex issues.
You can be aware of your
natural thinking patterns and
include other perspectives that
help you develop a broader
understanding.

Myers-Briggs Type
Indicator (MBTI)™

test that measures how
individuals differ in gathering
and evaluating information for
solving problems and making
decisions
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responds to the same material and behavior in the same way, but this isn’t true. Some
people prefer facts and figures, whereas others want to know about relationships and
patterns. Some followers prefer freedom and flexibility, whereas others crave structure
and order. Leaders can shift their styles and behaviors to more effectively communi-
cate with followers and help them perform up to their full potential. Leaders can
also recruit people with varied cognitive styles to help achieve important goals.

Problem-Solving Styles: Jungian Types

Another approach to cognitive differences grew out of the work of psychologist
Carl Jung. Jung believed that differences in individual behavior resulted from pre-
ferences in how we go about gathering and evaluating information for solving pro-
blems and making decisions.®* One of the most widely used tests in the United
States, the Myers-Briggs Type Indicator (MBTI)™ assessment, is one way of measuring
how individuals differ in these areas.®®> The MBTI"" assessment has been taken by
millions of people around the world and can help individuals better understand
themselves and others.

The MBTI'" instrument uses four different pairs of attributes to classify people
in 1 of 16 different personality types:

1. Introversion versus extroversion: This dimension focuses on where people gain
interpersonal strength and mental energy. Extroverts (E) gain energy from
being around others and interacting with others, whereas introverts (I) gain
energy by focusing on personal thoughts and feelings.

2. Sensing versus intuition: This identifies how a person absorbs information.
Those with a sensing preference (S) gather and absorb information through
the five senses, whereas intuitive people (N) rely on less direct perceptions.
Intuitives, for example, focus more on patterns, relationships, and hunches
than on direct perception of facts and details.

3. Thinking versus feeling: This dimension relates to how much consideration a
person gives to emotions in making a decision. Feeling types (F) tend to rely
more on their values and sense of what is right and wrong, and they consider
how a decision will affect other people’s feelings. Thinking types (T) tend to
rely more on logic and be very objective in decision making.

4. Judging versus perceiving: The judging versus perceiving dimension concerns an
individual’s attitudes toward ambiguity and how quickly a person makes a
decision. People with a judging preference like certainty and closure. They
enjoy having goals and deadlines and tend to make decisions quickly based on
available data. Perceiving people, on the other hand, enjoy ambiguity, dislike
deadlines, and may change their minds several times before making a final decision.
Perceiving types like to gather a large amount of data and information before
making a decision.

The various combinations of these preferences result in 16 unique types. There
are a number of exercises available in print and on the Internet that can help people
determine their preferences according to the MBTI" assessment. Individuals
develop unique strengths and weaknesses as a result of their preferences for intro-
version versus extroversion, sensing versus intuition, thinking versus feeling, and
judging versus perceiving. As with the whole brain approach, MBTI" types should
not be considered ingrained or unalterable. People’s awareness of their preferences,
training, and life experiences can cause them to change their preferences over time.
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Nearly 200 agencies of the U.S. government, including the Environmental Protec-
tion Agency (EPA), the Central Intelligence Agency (CIA), and the Department of
Veterans Affairs, have been reported to use the MBTI " instrument as part of their
training programs. Brian Twillman of the EPA says at least a quarter of the agency’s
17,000 federal employees have taken the test, and that without it “there would be a
lot of blind spots within the agency.”®* A primary value of the MBTI" assessment is
that it starts an important dialogue about how people interact with others. Hallmark
Cards is one of the 10,000 or so companies that have used the MBTI'" to help people
better understand themselves and improve their interactions.

Hallmark Cards

The value of people understanding and seeing the best in one another is a core part of
Hallmark’s mission. The mission and core philosophy have remained constant, but the mar-
ket, workforce, and business environment have changed dramatically in recent years,
becoming more global, diverse, and mobile.

To meet the challenges of this new reality, Hallmark executives wanted to develop lea-
ders who can see things from different perspectives, work together for everyone's success,
and fully engage and inspire both employees and customers. One approach to creating
that new culture was using the MBTI" to give managers greater self-awareness and insight
into how their patterns of thought and behavior affect others. “We tend to place people
into ‘files" according to our perceptions of them, which are often skewed,” said Mary Beth
Ebmeyer, HR manager for corporate development.

The MBTI™ has helped leaders understand how easily misunderstandings can occur
between people with different preferences. For example, a leader might receive an
e-mail message that he considers to be confrontational, whereas the person who sent
it might simply be expressing a well-intentioned concern in a way typical of her person-
ality type. Understanding different MBTI™ types has enabled leaders to test their percep-
tions against reality, as well as helped them better communicate with different types.
Moreover, decisions are being made faster because there are fewer misunderstandings
among managers.®®

By understanding different MBTI " types, Hallmark leaders can flex their com-
munication style as needed and connect more meaningfully with employees. In
addition, being aware of their own MBTI " type enables leaders to maximize their
strengths and minimize their weaknesses. Leaders should remember that each type
can have positive and negative consequences for behavior.
There has been an increasing application of the MBTI" assessment in leader- NEW LEADER
ship studies.®® These studies confirm that there is no “leader type,” and all 16 of ACTION MEMO

the MBTI  types can function effectively as leaders. As with the four quadrants of 6o to Leader's Self-nsight 45,

the whole brain modt?l, leaders can learn to use their preferences and balance their on page 123 at the end of this
approaches to best suit followers and the situation. However, research reveals some chapter, to complete an exer-
interesting, although tentative, findings. For example, although extroversion is often e that will identify your

preferences for the four pairs of
attributes identified by the
MBTI™ assessment.

considered an important trait for a leader, leaders in the real world are about
equally divided between extroverts and introverts. In regard to the sensing versus
intuition dimension, data reveal that sensing types are in the majority in fields

Copyright 2015 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.


http://www.downloadslide.com/

122 PART 3 THE PERSONAL SIDE OF LEADERSHIP

where the focus is on the immediate and tangible (e.g., construction, banking,
manufacturing). However, in areas that involve breaking new ground or long-
range planning, intuitive leaders are in the majority. Thinking (as opposed to feel-
ing) types are more common among leaders in business and industry as well as in
the realm of science. In addition, thinking types appear to be chosen more often as
managers even in organizations that value “feeling,” such as counseling centers.
Finally, one of the most consistent findings is that judging types are in the majority
among the leaders studied.

Thus, based on the limited research, the two preferences that seem to be most
strongly associated with successful leadership are thinking and judging. However,
this doesn’t mean that people with other preferences cannot be effective leaders.
Much more research needs to be done before any conclusions can be reached
about the relationship between MBTI"" types and leadership.

WORKING WITH DIFFERENT PERSONALITY TYPES

As this chapter has shown, leaders have to work with individuals who differ in
many ways. Personality differences, in particular, can make the life of a leader inter-
esting and sometimes exasperating. These differences can create an innovative envi-
ronment but also lead to stress, conflict, and negative feelings.

Leaders can learn to work more effectively with different personality types by
following some simple guidelines.®”

®  Understand your own personality and how you react to others. Avoid judging
people based on limited knowledge, and realize that everyone has different
facets to their personality. Learn to control your frustration to help you keep
different personality types focused on the goal and the tasks needed to reach
it.

® Treat everyone with respect. People like to be accepted and appreciated for
who they are. Even if you find someone’s personality grating, remain profes-
sional and keep your irritation to yourself. Don’t gossip or joke about
others.

®  Acknowledge each person’s strengths. Everyone wants to be recognized for
their unique talents, so be sure to acknowledge and make use of people’s useful
personality characteristics. For instance, a pessimistic person can be difficult to
be around, but these gloomy folks can sometimes be helpful by calling attention
to legitimate problems with an idea or plan.

®  Sirive for understanding. A good approach to take with a personality type
widely different from yours is to clarify questions every time there’s a potential
for miscommunication. Follow up each question or request with a statement
explaining why you asked and how it will benefit the organization as well as
the individual.

®  Remember that everyone wants to fit in. No matter their personalities, people
typically take on behavior patterns that are the norm for their environment.
Leaders can create norms that keep everyone focused on positive interactions
and high performance.

Occasional personality conflicts are probably inevitable in any group or organi-
zation, but by using these techniques, leaders can generally keep the work environ-
ment positive and productive.
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Instructions: For each item below, circle either “a” or “b.” In
some cases, both “a” and “b” may apply to you. You should
decide which is more like you, even if it is only slightly
more true.

1. | would rather

© Viperagp | Dreamstime.com

a. Solve a new and complicated problem
b. Work on something that | have done before

2. |like to

a. Work alone in a quiet place
b. Be where “the action” is

3. | want a boss who
a. Establishes and applies criteria in decisions
b. Considers individual needs and makes exceptions
4. When | work on a project, |
a. Like to finish it and get some closure
b. Often leave it open for possible change
5. When making a decision, the most important consid-
erations are
a. Rational thoughts, ideas, and data
b. People’s feelings and values
6. On a project, | tend to
a. Think it over and over before deciding how to
proceed
b. Start working on it right away, thinking about it as |
go along
7. When working on a project, | prefer to
a. Maintain as much control as possible
b. Explore various options
8. In my work, | prefer to
a. Work on several projects at a time, and learn as
much as possible about each one
b. Have one project that is challenging and keeps me
busy
9. | often
a. Make lists and plans whenever | start something
and may hate to seriously alter my plans
b. Avoid plans and just let things progress as | work on
them
10. When discussing a problem with colleagues, it is easy
for me
a. To see “the big picture”
b. To grasp the specifics of the situation
11.  When the phone rings in my office or at home, | usually
a. Consider it an interruption
b. Don’t mind answering it

Personality Assessment: Jung’s Typology

12.

20.

21.
22.

23.

| Complete this
assignment online with
CengageNOW.

The word that describes me better is

a. Analytical

b. Empathetic

When | am working on an assignment, | tend to

a. Work steadily and consistently

b. Work in bursts of energy with “down time” in
between

When | listen to someone talk on a subject, | usually try

to

a. Relate it to my own experience and see if it fits

b. Assess and analyze the message

When | come up with new ideas, | generally

a. “Go for it”

b. Like to contemplate the ideas some more

When working on a project, | prefer to

a. Narrow the scope so it is clearly defined

b. Broaden the scope to include related aspects

When | read something, | usually

a. Confine my thoughts to what is written there

b. Read between the lines and relate the words to
other ideas

When | have to make a decision in a hurry, | often

a. Feel uncomfortable and wish | had more
information

b. Am able to do so with available data

In a meeting, | tend to

a. Continue formulating my ideas as | talk
about them

b. Only speak out after | have carefully thought the
issue through

In work, | prefer spending a great deal of time on
issues of

a. Ideas

b. People

In meetings, | am most often annoyed with people who

a. Come up with many sketchy ideas
b. Lengthen the meeting with many practical details

| tend to be

a. A morning person

b. A night owl

My style in preparing for a meeting is

a. To be willing to go in and be responsive

b. To be fully prepared and sketch out an outline of
the meeting

(continued)
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Personality Assessment: Jung’s Typology (Continued)

24. In meetings, | would prefer for people to 28. | would rather work for a boss who is
a. Display a fuller range of emotions a. Full of new ideas
b. Be more task oriented b. Practical
25. | would rather work for an organization where In the following, choose the word in each pair that appeals

a. My job was intellectually stimulating to you more:

b. | was committed to its goals and mission 29. a. Social
26. On weekends, | tend to b. Theoretical

a. Plan what | will do 30. a. Ingenuity
b. Just see what happens and decide as | go along b. Practicality
27. | am more 31. a. Organized
al Olitgoing b. Adaptable
b. Contemplative 32. a. Activity
b. Concentration
Scoring
Count one point for each item listed below that you circled in the inventory.
Score for | Score for E Score for S Score for N
(Introversion) (Extroversion) (Sensing) (Intuition)
2a 2b 1b 1a
6a 6b 10b 10a
11a 11b 13a 13b
15b 15a 16a 16b
19b 19a 17a 17b
22a 22b 21a 21b
27b 27a 28b 28a
32b 32a 30b 30a
Totals - -
Circle the one with more points: Circle the one with more points:
lorE SorN
(If tied on I/E, don't count #11) (If tied on S/N, don’t count #16)
Score for T Score for F Score for J Score for P
(Thinking) (Feeling) (Judging) (Perceiving)
3a 3b 4a 4b
5a 5b 7a 7b
12a 12b 8b 8a
14b 14a 9a 9b
20a 20b 18b 18a
24b 24a 23b 23a
25a 25b 26a 26b
29b 29a 31a 31b
Totals - - -
Circle the one with more points: Circle the one with more points:
TorF JorP
(If tied on T/F, don’t count #24) (If tied on J/P, don’t count #23)
Your Scorels:lorE__ SorN___ TorF___ _JorP____
Your type is: (example: INTJ, ESFP, etc.)
124
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Personality Assessment: Jung’s Typology (Continued)

Scoring and Interpretation

The scores above measure variables similar to the MBTI™ assessment based on the work of psychologist Carl Jung. The
MBTI™ assessment, which was described in the chapter text, identifies four dimensions and 16 different “types.” The
dominant characteristics associated with each dimension and each type are shown below. Remember that no one is a
pure type; however, each individual has preferences for introversion versus extroversion, sensing versus intuition, think-
ing versus feeling, and judging versus perceiving. Based on your scores on the survey, read the description of your
dimension and type in the chart. Do you believe the description fits your personality?

Characteristics associated with each dimension

Extroversion: Energized by outer world of people and

objects, broad interests, thinks while speaking

Sensing: Likes facts, details, and practical solutions.

Thinking: Makes decisions by analysis, logic, and

impersonal criteria.

Judging: Lives life organized, stable, systematic, and

under control.

Characteristics associated with each type

ISTJ: Organizer, trust-
worthy, responsible,
good trustee or
inspector.

ISTP: Cool, observant,
easy-going, good
craftsperson.

ESTP: Spontaneous, gre-
garious, good at problem
solving and promoting.

ESTJ: Order, structure,
practical, good adminis-
trator or supervisor.

ISFJ: Quiet, conscien-
tious, devoted, handles
detail, good
conservator.

ISFP: Warm, sensitive,
team player, avoids
conflict, good artist.

ESFP: Sociable, gener-
ous, makes things fun,
good as entertainer.

ESFJ: People skills, har-
monizer, popular, does
things for people, good
host.

Introversion: Energized by inner world of thoughts and
ideas, deep interests, thinks before speaking

Intuition: Likes meanings, theory, associations among

data, and possibilities.

Feeling: Makes decisions based on values, beliefs, and

concern for others.

Perceiving: Lets life happen, spontaneous, open-ended,

last minute.

INFJ: Perseveres, inspi-
rational, quiet caring for
others, good counselor.

INFP: Idealistic, strong
values, likes learning,
good at noble service.

ENFP: Imaginative,
enthusiastic, starts pro-
jects, good champion.

ENFJ: Charismatic,
persuasive, fluent
presenter, sociable,
active, good teacher.

INTJ: Independent
thinker, skeptical,
theory, competence,
good scientist.

INTP: Designer, logical,
conceptual, likes chal-
lenges, good architect.

ENTP: Resourceful,
stimulating, dislikes
routine, tests limits,
good inventor.

ENTJ: Visionary planner,
takes charge, hearty
speaker, natural leader.

Source: From Organizational Behavior: Experience and Cases, 4th ed., by Dorothy Marcic. © 1995. Reprinted with permission of South-Western, a
division of Thomson Learning: http://www.thomsonrights.com. Fax: 800-730-2215.
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Now that you've read the chapter, check out how today’s leaders are applying these concepts.
Log in to CengageNOW to follow the leaders on Twitter.

Twitter

LEADERSHIP ESSENTIALS

® This chapter explored the importance of self-awareness and some of the indi-
vidual differences that affect leaders and the leadership process. Individuals dif-
fer in many ways, including personality, values and attitudes, and styles of
thinking and decision making.

®  One model of personality, the Big Five personality dimensions, examines
whether individuals score high or low on the dimensions of extroversion, agree-
ableness, conscientiousness, emotional stability, and openness to experience.
Although there is some indication that a high degree of each of the personality
dimensions is associated with successful leadership, individuals who score low
on various dimensions may also be effective leaders. Two specific personality
traits that have a significant impact on leader behavior are locus of control and
authoritarianism.

®  Values are fundamental beliefs that cause a person to prefer that things be done
one way rather than another. One way to think about values is in terms of
instrumental and end values. End values are beliefs about the kinds of goals
that are worth pursuing, whereas instrumental values are beliefs about the
types of behavior that are appropriate for reaching goals. Values also affect an
individual’s attitudes. A leader’s attitudes about self and others influence how
the leader behaves toward and interacts with followers. Two sets of assump-
tions called Theory X and Theory Y represent two very different sets of atti-
tudes leaders may hold about people in general.

® Differences in personality, values, and attitudes influence perception, which is
the process people use to select, organize, and interpret information. Perceptual
distortions include stereotyping, the halo effect, projection, and perceptual
defense. Attributions refer to how people explain the causes of events or beha-
viors. Based on their perception, people may make either internal or external
attributions.

®  Another area of individual differences is cognitive style. The whole brain
concept explores a person’s preferences for right-brained versus left-brained
thinking and for conceptual versus experiential thinking. The model pro-
vides a powerful metaphor for understanding differences in thinking styles.
Individuals can learn to use their “whole brain” rather than relying on one
thinking style. Another way of looking at cognitive differences is the
MBTI™, which measures an individual’s preferences for introversion versus
extroversion, sensing versus intuition, thinking versus feeling, and judging
versus perceiving.

®  Finally, the chapter offered some tips for how leaders can work more effectively
with varied personality types. By understanding their own personalities, treat-
ing everyone with respect, recognizing people’s unique abilities, circumventing
communication breakdowns, and creating a positive environment, leaders can
better keep diverse people productive and focused on goals instead of personal-
ity differences.
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DISCUSSION QUESTIONS

1. Do you agree that self-awareness is essential for being a good leader? Can you think of some
specific negative consequences that might result from a leader not having self-awareness?

2. Extroversion is often considered a “good” quality for a leader to have. Why might
introversion be considered an equally positive quality?

3. A survey found that 79 percent of CEOs surveyed fall into the category of being “highly
optimistic,” whereas a much lower percentage of chief financial officers were rated as
highly optimistic. Do you think these differences reflect personality characteristics or
the different requirements of the two jobs? Discuss.

4. The chapter suggests that one way to work effectively with different personalities is to
treat everyone with respect. How might a leader deal with a subordinate who is perpet-
ually rude, insensitive, and disrespectful to others?

5. What might be some reasons the dimension of “openness to experience” correlates so
strongly with historians’ ratings of the greatest U.S. presidents but has been less strongly
associated with business leader success? Do you think this personality dimension might
be more important for business leaders of today than it was in the past? Discuss.

6. Leaders in many of today’s organizations use the results of personality testing to make
hiring and promotion decisions. Discuss some of the pros and cons of this approach.

7. From Leader’s Self-Insight 4.3, identify four or five values (instrumental or end values)
that could be a source of conflict between leaders and followers. Explain.

8. Do you believe understanding your preferences according to the whole brain model can
help you be a better leader? Discuss.

9. How can a leader use an understanding of brain dominance to improve the functioning
of the organization?

10. Hallmark Cards discovered that its mid- and upper-level managers were primarily
thinking types, but top executives displayed primarily feeling preferences. Why do you
think this might be?

LEADERSHIP AT WORK - 1 Complete this

See it

assignment online with

Past and Future

Draw a life line below that marks high and low experiences during your life. Think of key
decisions, defining moments, peak experiences, and major disappointments that shaped who
you are today. Draw the line from left to right, and identify each high and low point with a
word or two.

Birth Year: Today’s Date:

What made these valued experiences? How did they shape who you are today?

Now take the long view of your life. In 10-year increments, write below the leader
experiences you want to have. Provide a brief past-tense description of each decade
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(e.g., next 10 years—big starting salary, bored in first job, promoted to middle
management).

Next 10 years:

Following 10 years:

Following 10 years:

Following 10 years:

What personal skills and strengths will you use to achieve the future?

What is your core life purpose or theme as expressed in the life line and answers above?

What would your desired future self say to your present self?

How do your answers above relate to your scores on the Leader Self-Insight question-
naires you completed in this chapter?

Check out CengageNOW
| for additional cases with

| interactive activities.

| Seelt
L (Inline
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LEADERSHIP DEVELOPMENT: CASES FOR ANALYSIS

A Nice Manager

Chisum Industries’ management promotion process was a benchmark for providing lateral
moves as well as promotion to the next level within the company. With offices, plants, and
warehouses located in seven Texas cities, opportunities for the best and brightest were
extensive for middle management employees. The process invited candidates to explore
goals, strengths, and weaknesses and to recount real-life scenarios and accomplishments.
The selection team also visited the worksites of candidates for on-the-job observations
and talks with fellow workers before bringing the final candidates to Dallas for interviews.
The process offered personal insight and growth opportunities to all candidates for promo-
tion. In March 2011, top management, including Marcus Chisum, Karl Jacobson, Mitch
Ivey, Wayne Hughes, and Barbara Kennedy, were midway through a meeting to consider
which of four middle management candidates to promote to the top position in the San
Antonio office.
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Marcus: “Who do we have next?”

Barbara: “Harry Creighton.” Scanning the group, Marcus sees a few nods and a shrug.
Marcus: “Feedback?”

Karl and Wayne, simultaneously: “Great guy.”

Karl: “We all know that Harry came into a situation in which that particular location
was suffering a drop in performance. Morale was low and there were rumors of
layoffs. He came in and calmed employee fears and has done a good job of raising
performance levels.”

Wayne: “He has a great relationship with employees. As we went around and talked to
people, it was obvious that he has developed a level of trust and a vision that workers
buy into.”

Barbara: “The word that kept coming up among the workers was ‘nice.”” As was his habit
during meetings, Mitch leaned back in his chair, tapping his pencil on the table. Initially
annoyed by the habit, over time the team had gotten used to the sound.

Marcus: “Mitch, your initial reaction to his name was a shrug. What are you thinking?”

Mitch: “Just wondering if nice is what we’re looking for here?” The remark was met
with laughter. “Tell me, how does a manager achieve an across-the-board reputation
as a nice guy? I've worked for and with a number of managers during my life. I
respected them, thought many of them were fair and up-front in their treatment of
us; thought some were jerks who should be canned ...”

Marcus: “1 hope I don’t fall into that last category.” (Laughter)
Mitch: “1 don’t recall any consensus about a manager being nice.”
Karl: “Several people mentioned that Harry always has their back.”
Barbara: “I got the impression that Harry covers for them.”
Marcus: “Meaning what?”

Wayne: “Meaning, giving them some slack when it comes to things like overlooking
their weaknesses, a little sloppiness with deadlines or taking time off.”

Barbara: “Several mentioned that he’s always willing to ... let me look at my notes ...
‘Always willing to step in and help out.” The phrase came up more than a few times
and when I pressed them, they didn’t elaborate. But I wondered ...”

Karl: « ... Is he managing or taking on some of their responsibilities?”
Barbara: “Exactly.”

Mitch: “It’s bothering me that he comes across as the parent who does his kid’s project
for the science fair.”

Wayne: “I don’t think it’s that bad, but when you look at him in comparison with the
other candidates, it makes me question whether he can take on the tough part of top
management. There is nothing distinctive about him or his style.”

Karl: “There’s no edge here. No sense of boundaries. Does he want to manage employees
or be popular with them? Can he say ‘No’ and mean it?”

Barbara: “Does Harry have the capability to walk that fine line that separates leaders;
that distinguishes respect versus popularity or encouragement and support over
stepping in and belping out?”

Marcus: “So, we see some good things about Harry. He has a lot of potential. But we
also see that he has not yet reached a level where we can entrust him with this top
management position. Our task here, then, is to move on with the selection process,
but over the next weeks I would like for us to consider ways to help Harry reach
that potential for future opportunities.”
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QUESTIONS
1. What does nice mean to you? Do you think nice is a good trait for leaders or the kiss of
death?

2. Is nice related to any concepts in the chapter, such as one of the big five personality
dimensions, Myers—Briggs components, or left-right brain dominance? Discuss.

3. If Harry is passed over for promotion, what feedback and advice would you give him
about how to improve his leadership skills for possible future promotion?

Environmental Designs International

When Lee Keiko returned from a quick lunch, she scanned her e-mail inbox for the message
she had been dreading. She found it, labeled “high priority,” among a dozen other e-mails
and sank back in her chair as she mentally prepared to open it. Keiko felt a tightening in
her stomach as she clicked on the message and braced herself for the assault she had grown
to expect from Barry Carver, her boss at Environmental Designs International (EDI), a rap-
idly growing “green” company that specializes in retrofitting commercial buildings to
improve their energy efficiency.

The primary clients of EDI are owners of skyscrapers who renovate their buildings to
reduce energy use and cut down on greenhouse gas emissions, a contributor to global warm-
ing. Within these towering skyscrapers, the largest energy guzzlers are lighting, cooling, and
heating. Owners of New York City’s Empire State Building expect to reduce the skyscraper’s
energy use by 38 percent by the year 2013 at an annual savings of $4.4 million after this
78-year-old building is retrofitted.

Keiko had expected Carver’s scathing e-mail and knew he would lambaste her and her
team for missing last Friday’s deadline for submitting a proposal to retrofit a 60-story
Chicago skyscraper to meet new federal green standards. Keiko had warned Carver of the
possible delay in completing the proposal due to changing federal regulations for energy effi-
ciency. It was truly out of her hands. She had even consulted with the client to alert them of
the delay, and they had agreed to an extended deadline.

Nevertheless, Carver was angry about the delay and fired off an e-mail that was brus-
que and insensitive. “I depend on you to meet deadlines and work effectively with regulatory
agencies. Your ineptness may cost us this important project,” he exclaimed in his e-mail to
Keiko. “Why aren’t you as committed to this project as I am? I can’t do this alone,” he
stated. This was one more example of how Carver often made life miserable for his subordi-
nates, verbally attacking them to get results. Carver had also started alienating his peers.
During a recent meeting to discuss the replacement of thousands of windows in the Chicago
skyscraper, Carver embarrassed a colleague by accusing him of selecting a vendor without
doing a price comparison among vendors. “How can I value your recommendation, Troy,
if you fail to do your homework? I need new prices by Friday!” shouted Carver.

Carver was a highly skilled architect and responsible for managing a team of designers
in EDI’s Chicago office. Although his abrupt personality had helped him climb the corporate
ladder, his intimidating communication style was beginning to create problems and hamper
his ability to get results. Carver learned in his performance review that his work relation-
ships were suffering and the complaints about him were increasing. Even his long-time
peers were avoiding him as much as possible and finding ways to work around him.

Sensitive to the growing animosity toward him, Carver began to reconsider how he
interacted with his staff and peers. He felt motivated to begin using some of the tools he
had recently learned in the executive education course he had just completed. During one of
the skills-assessment activities, Carver learned that he could get better results by communi-
cating more gently, building consensus, and working in a more team-oriented manner. Fur-
ther, he realized he had to find ways to handle his anger and frustration when dealing with
federal regulatory agencies and the inevitable delays that hampered progress on big construc-
tion projects. As he thought about the skills assessment, Carver wondered if he could soften
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his image and perhaps even be considered for a senior management position he was eyeing

in EDD’s Los Angeles office.

Sources: Based on information in Gerry Yemen, Erika H. James, and James G. Clawson, “Nicholas Gray: The More
Things Change ...,” (Darden Business Publishing, University of Virginia, Copyright 2003; and Mireya Navarro, “The
Empire State Building Plans a Growth Spurt, Environmentally,” The New York Times (April 7,2009), p. A25.

QUESTIONS

1. “At the senior management level, you get hired for competence. You get fired for
personality.” In your opinion, is this statement true or false? How does it relate to

Barry Carver and his current leadership style?

2. Identify the behaviors described in this case that were damaging to Barry Carver’s work
relationships. Why would a manager behave this way? What negative consequences did

these behaviors have on his peers and subordinates?

3. How realistic is it that Carver (or anyone) can change his
kind of help might he need?

own leadership skills? What
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YOUR LEADERSHIP CHALLENGE

After reading this chapter, you should be able to:

¢ Recognize how mental models guide your behavior and relationships.

e Engage in independent thinking by staying mentally alert, thinking critically, and being mindful
rather than mindless.

Break out of categorized thinking patterns and open your mind to new ideas and multiple
perspectives.

Begin to apply systems thinking and personal mastery to your activities at school or work.

Exercise emotional intelligence, including being self-aware, managing your emotions, motivating
yourself, displaying empathy, and managing relationships.

Apply the difference between motivating others based on fear and motivating others based on
love.
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s Lieutenant Colonel Howard Olson surveys the crowd before him, he knows
that most of the people in the room outrank him. Still, Olson opens his talk
with the following statement: “Each and every one of you has something that
makes you a jerk.... Some of you have more than one. I know. I've talked to you.”
The lecture is part of what the U.S. Army informally calls “charm school,” a
week-long course held annually for the select few who are promoted to brigadier
general. Everyone knows about the Army’s skill at getting new recruits in boot
camp to think and act in a new way, but few people have seen firsthand the
training it uses to get high-ranking officers to make a mental and emotional leap. At
charm school, new generals are advised to get in touch with their inner jerk and work
on overcoming that aspect of their personality. Charm school is designed as a
reminder that the great officers are those who genuinely care about their soldiers.
Other recurring themes during the training include avoiding even the appearance of
ethical violations, leading with moral courage, and overcoming arrogance, the “first
deadly sin of the general officer.”!
There’s no equivalent training in corporate America, but the lessons taught at the
Army’s charm school are also being taken to heart at many of today’s business

135

Copyright 2015 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.


http://www.downloadslide.com/

136

NEW LEADER
ACTION MEMO

As a leader, you can lead with
both head and heart. You can
expand the capacity of your
mind, emotions, and spirit by
consciously engaging in activi-
ties that use aspects of the
whole self.

Mental models

theories people hold about
specific systems in the world
and their expected behavior
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organizations, where leaders are learning to build work relationships based on trust,
humility, caring, and respect.

This chapter and the next examine current thinking about the importance of
leaders becoming fully integrated people by exploring the full capacities of their
minds, emotions, and spirits. Noted leadership author and scholar Warren Bennis
has said that “there’s no difference between being a really effective leader and
becoming a fully integrated person.”? This chapter first examines the importance
of leading with both head and heart (mind and emotion). Then we expand on
some of the ideas introduced in the previous chapter to consider how the ability
to shift our thinking and feeling can help leaders alter their behavior, influence
others, and be more effective. We discuss the concept of mental models and look
at how qualities such as independent thinking, an open mind, and systems thinking
are important for leaders. Then we take a closer look at human emotions, the
concept of emotional intelligence, and the emotions of love versus fear in leader—
follower relationships. The next chapter will turn to spirit as reflected in moral
leadership and courage.

LEADING WITH HEAD AND HEART

As most of us know from personal experience, working effectively with other
people requires that we draw on subtle aspects of ourselves—our thoughts, beliefs,
and feelings—and appeal to those aspects in others. Anyone who has participated
on an athletic team knows how powerfully thoughts and emotions can affect
performance. Interestingly, though, many people in leadership roles tend to forget
the emotional aspect of leading.

To succeed in today’s environment requires whole leaders who use both
their head and their heart.> Leaders have to use their head to tend to organiza-
tional issues such as goals and strategies, production schedules, structure,
finances, operational issues, and so forth. They also have to use their heart to
tend to human issues, such as understanding, supporting, and developing
others. Using heart in leadership is particularly important in times of uncer-
tainty and rapid change. Current issues that require leaders to use both head and
heart include how to give people a sense of meaning and purpose when major
changes occur almost daily; how to make employees feel valued and respected in an
age of massive layoffs and job uncertainty; and how to keep morale and motivation
high in the face of corporate bankruptcies and dissolutions, ethical scandals, and eco-
nomic crises.

A broad literature has emphasized that being a whole person means operating
from mind, heart, spirit, and body.* In Chapter 4, we introduced some ideas about
how individuals think, make decisions, and solve problems based on values, atti-
tudes, and patterns of thinking. This chapter builds on some of those ideas to pro-
vide a broader view of leadership mind and emotions.

MENTAL MODELS

A mental model can be thought of as an internal picture that affects a leader’s
thoughts, actions, and relationships with others. Mental models are theories people
hold about specific systems in the world and their expected behavior.” A system
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EXHIBIT 5.1 Elements of a System

\/ Do you have a mental
model that would

enable you to connect

these four elements
to produce light?

means any set of elements that interact to form a whole and produce a specified
outcome. To understand what is meant by a mental model, consider an electrical
circuit as a system. Exhibit 5.1 shows the elements of an electrical circuit system.
A mental model would give you a picture in your mind of how these four elements
fit together to produce the outcome of light. Just as an electric circuit is a system, an
organization is a system, as is a football team, a sorority pledge drive, or the regis-
tration system at a university. An accurate mental model helps a leader understand
how to arrange the key elements in these systems to get the desired outcome.
Leaders have many mental models that tend to govern how they interpret
experiences and how they act in response to people and situations. Consider the
two different mental models in the following quote from Robert Townsend, former
CEO of Avis Rent-a-Car. To have a successful organization, he advised leaders,
“you’ll have to give up being an administrator who loves to run others and become
a manager who carries water for his people so they can get on with the job.”® The
first part of the phrase reflects a mental model that it is the leader’s job to control
people, whereas the second part reflects a mental model that the leader is a servant
who helps people do their best. Exhibit 5.2 shows the mental model that Google’s

EXHIBIT 5.2 Google Leaders’ Mental Model

¢ Stay uncomfortable

o Let failure coexist with triumph

e Use a little less “management” than you need
» Defy convention

* Move fast and figure things out as you go

Source: Based on Adam Lashinsky, “Chaos by Design,” Fortune (October 2, 2006), pp. 86-98.
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NEW LEADER
ACTION MEMO

As a leader, you can become
aware of your mental models
and how they affect your

thinking and behavior. You can
learn to regard your assump-
tions as temporary ideas and
strive to expand your mindset.
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top leaders use to keep the company on the cutting edge as its core business of
search matures. At Google, leaders believe that risk-taking, a little craziness, and
making mistakes are important for the sake of innovation. Too much structure
and control is considered death to the company.”

Leaders at Google, as well as other organizations, strive to create mental mod-
els that are aligned with organizational needs, goals, and values. However, personal
values, attitudes, beliefs, biases, and prejudices can all affect one’s mental model.
A leader’s assumptions play an important role in shaping his or her mental models,
but leaders can examine their assumptions and shift or expand mental models when
needed to keep their organizations healthy.®

Assumptions

In Chapter 4, we discussed two very different sets of attitudes and assumptions that
leaders may have about subordinates, called Theory X and Theory Y, and how
these assumptions affect leader behavior. A leader’s assumptions naturally are part
of his or her mental model. Someone who assumes that people can’t be trusted will
act very differently in a situation than someone who has the assumption that people
are basically trustworthy. Leaders have assumptions about events, situations, and
circumstances as well as about people. Assumptions can be dangerous because
people tend to accept them as “truth.”

J.C. Penney provides a good example. Ron Johnson, who helped create the
popular and successful Apple retail stores, was hired to save J.C. Penney from a
slow death, but he was fired just 17 months into the job. Johnson’s assumptions
about the transformation, which included making stores and merchandise more
upscale, were based on his experience with what worked at Apple. He created
in-store “boutiques” with expensive shelving and signage and pushed stores to
stock youthful slim-fitting clothing and European designs, reflecting a shift away
from the retailer’s core customers. The problem is that J.C. Penney isn’t Apple.
Customers flock to Apple stores for cutting-edge, status-symbol products, but J.C.
Penney’s customers want basic clothing and home goods at low prices. Johnson’s
remake assumed the only department store customer that mattered was the one
“who shops at Target or Macy’s or Nordstrom’s,” said Margaret Bogenrief of
ACM Partners.” It remains to be seen if Myron Ullman III, who returned as CEO
when Johnson was pushed out, can work with other top leaders to bring more realistic
assumptions to the challenge of reinventing an iconic brand for a new era.

As this example illustrates, it is important for leaders to regard their assump-
tions as temporary ideas rather than fixed truths. The more aware a leader is of
his or her assumptions, the more the leader understands how assumptions guide
behavior and decisions. In addition, the leader can question whether long-held
assumptions fit the reality of the current situation. Questioning assumptions can
help leaders understand and shift their mental models.

Changing or Expanding Mental Models

The mindset of top leaders has always played a key role in organizational success.
A Harvard University study ranking the top 100 business leaders of the twentieth
century found that they all shared what the researchers refer to as “contextual intelli-
gence,” the ability to sense the social, political, technological, and economic context
of the times and adopt a mental model that helped their organizations best respond.'”
In a world of rapid and discontinuous change, the greatest factor determining the
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success of leaders and organizations may be the ability to change or expand one’s
mental model."!

Organizations are vulnerable when leaders stick with obsolete mental models in
the face of new realities. For example, market share for the BlackBerry smartphone
has plummeted in recent years because leaders at Research in Motion stayed with
what worked in the past and had a hard time shifting their mental model to keep the
company competitive in an environment that changed quickly with the introduction of
Apple and Samsung smartphones. On the other hand, leaders at Apple, particularly
the late Steve Jobs, have been masters at shifting or expanding their mental models
over the years. One researcher who interviewed Steve Jobs said he could “sometimes
throw you off balance by suddenly adopting your position as his own, without ever
acknowledging that he ever thought differently.” One reason Apple is so successful
today, this researcher asserts, is that Steve Jobs was a genius at reframing issues and
shifting mental models—his own, his employees’, his partners’, and his customers’.
Before the iPhone, no one had ever thought of something like the App Store or the
possibility of demanding a share of the revenue from wireless carriers, for instance.'>

Unfortunately many leaders become prisoners of their own assumptions and
mindsets because these led to success in the past. They find themselves simply going
along with the traditional way of doing things—whether it be running a business
such as Research in Motion, managing a foundation, handling insurance claims, sell-
ing cosmetics, or coaching a basketball team—without even realizing they are making
decisions and acting within the limited frame of their own mental model."?

One specific challenge for the mental models of leaders is to navigate through
ambiguities and complexities on a global scale that far exceed anything they
encounter within their traditional management responsibilities.'* A global mindset
can be defined as the ability of managers to appreciate and influence individuals,
groups, organizations, and systems that represent different social, cultural, political,
institutional, intellectual, or psychological characteristics.'® A manager with a global
mindset can perceive and respond to many different perspectives at the same time
rather than being stuck in a domestic mental model that sees everything from one’s  Global mindset
own limited personal or cultural perspective. One of the best ways managers develop ~ the ability of managers to

. . . . . appreciate and influence in-
a global mindset is by engaging with people from different cultures. Ken Powell, CEO

: ¢ . . . - - : ) dividuals, groups, organiza-
of General Mills, says being given international positions early in his career convinced  tions, and systems that

him that getting people out of their comfort zone was the best way to develop fefftreselm d‘feffl-‘m St‘_’tdi_'r |

16 . . . Cuitural, political, Institutional,
leaders.”® Some Hollywqod movie executives have expanded their mental model to | jectual or peychological
become more successful in overseas markets. characteristics

Hollywood Studios

Hollywood films have long been quintessentially American products, and years ago audi-
ences in Japan or Brazil or South Korea would faithfully go watch movies that were written
for and marketed primarily to American audiences. Times have changed. Local films in other
countries are giving Hollywood a run for its money. At the same time, audiences are declin-
ing in the United States but growing overseas. Hollywood movies now get about 70 percent
of their revenue from abroad. Hollywood executives are adopting a new mental model that
makes movies specifically for certain foreign markets or reframes American films to suit for-
eign tastes. Here are some examples:
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- For Paramount’s G.I. Joe: The Rise of Cobra and Gl Joe: Retaliation, Byung-hun Lee, a major
Korean movie star, and South African actor Arnold Vosloo were placed in prominent
roles.

- Some recent films, such as Rio and Fast Five, have been set in Brazil, which is a rapidly
growing market for Hollywood movies. In The Twilight Saga: Breaking Dawn Part |, Bella
Swan and Edward Cullen spend their honeymoon on a private Brazilian island.

« In a recent Transformers movie, DreamWorks Studios had a character gulping Shuhua
low-lactase milk from China’s Yili dairy company.

+ Pixar's Cars didn't do well abroad, so the studio set the sequel in Paris, London, Tokyo,
and on the lItalian Riviera.

These and other techniques represent a whole new mental model for making movies.
Rather than trying to lure audiences to their films, studio leaders are targeting their films to
the audiences.'”

Leaders at the Hollywood studios have expanded their mental model because
they had to in order to make movies cost-effective. “I can tell you that no studio
is going to make a big expensive movie that costs $150 million or $200 million
unless it has worldwide appeal,” said Mark Zoradi, former president of Walt
Disney Company’s Motion Pictures Group. “You can’t pay back that production
cost on the domestic model alone.”"®

Despite the mental discomfort and sense of disorientation it might cause, lea-
ders must allow their mental models to be challenged and even demolished."
Becoming aware of assumptions and understanding how they influence emotions
and actions is the first step toward being able to shift mental models and see the
world in a new way. Effective leaders learn to continually question their own
beliefs, assumptions, and perceptions in order to see things in unconventional
ways and meet the challenge of the future head on.”® Leaders who are unable to
see and change their own ineffective mental models often need outside help, as
described in this chapter’s Leader’s Bookshelf.

DEVELOPING A LEADER’S MIND

How do leaders expand their mental models? The leader’s mind can be developed
beyond the nonleader’s in four critical areas: independent thinking, open-mindedness,
systems thinking, and personal mastery. Taken together, these four disciplines
provide a foundation that can help leaders examine their mental models and over-
come blind spots that may limit their leadership effectiveness and the success of their
organizations.

Independent Thinking

Independent thinking Independent thinking means questioning assumptions and interpreting data and
questioning assumptions t di t 5 beliefs. id d thinki t di ¢
and interpreting data and events according to one’s own beliefs, ideas, an inking, not according to
events according to one’s pre-established rules, routines, or categories defined by others. People who think
own beliefs, ideas, and independently are willing to stand apart, to have opinions, to say what they think,
thinking, rather than pre- d to det . f acti based hat th v beli th

established rUles or catego- and to determine a course of action based on what they personally believe rather
ries defined by others than on what other people think or say. Consider the female manager who left
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Success, says executive coach Marshall
Goldsmith, makes many people believe
they must be doing everything right.
Therefore, as leaders move up the hier-
archy they often continue to rely on
mental models about interpersonal rela-
tionships that seemed to work when
they were in lower-level positions. Con-
sequently, they may sabotage their
effectiveness and career advancement.
“All other things being equal, your peo-
ple skills (or lack of them) become more
pronounced the higher up you go,”
Goldsmith writes in What Got You Here
Won't Get You There. Goldsmith and his
collaborator, Mark Reiter, identify 20
mental habits that damage leader rela-
tionships at higher levels.

NOBODY’S PERFECT

Every leader has some habits or nega-
tive behaviors that can limit his or her
effectiveness. Following are a few of the
behavioral flaws Goldsmith and Reiter
describe. Do you recognize any of
these in your own behaviors?

« The Need to Win at All Costs and in
All Situations. We all know them—
those people who feel like they have

LEADER’S BOOKSHELF

What Got You Here Won't Get You There

by Marshall Goldsmith and Mark Reiter

to win every argument and always be
right. They want to win the big points,
the small points, and everything in
between. If they go along with
another’s idea that doesn’t work out,
they adopt an “I told you so” attitude.
In the workplace, a top leader’s need
to be right and to point out that he or
she is right damages relationships and
destroys teamwork.

Clinging to the Past. There's noth-
ing wrong with looking at and under-
standing the past as a way to come to
terms with it or learn from it. Too
often, though, people cling to the
past as a way to blame others for
things that have gone wrong in their
lives, using the past as a weapon to
control others or punish them for not
doing exactly what the leader wants.
Never Being Able to Say You're
Sorry. It's not true that “love means
never having to say you're sorry.”
Apologizing is love in action. Refus-
ing to apologize probably causes
more ill will—whether in a romance,
a family, or a work relationship—
than any other interpersonal flaw.
“People who can't apologize at

s/Stone/Getty. Irﬁag

work may as well be wearing a
T-shirt that says: ‘| don't care about
you,” Goldsmith writes.

CHANGE IS POSSIBLE

As an executive coach, Goldsmith has
spent his career helping leaders find and
fix the mental models that hold them
back. His prescription for success can ben-
efit any leader who genuinely wants to
improve his or her interpersonal relation-
ships. The first step is to gather feedback
that helps you identify the specific beha-
viors you need to change. Next, focus your
mind on fixing the problem by apologiz-
ing for your behavioral flaws, advertising
your efforts to change, listening to ideas
from others, showing gratitude for others’
contributions to your change process, and
following up on your progress. When you
are mindful of your dependence on
others, Goldsmith points out, other people
typically not only agree to help you be a
better person, they also try to become
better people themselves.

Source: What Got You Here Won't Get You There
by Marshall Goldsmith and Mark Reiter, is pub-
lished by Hyperion Books.

Ralston Purina for a marketing job at Eveready in the mid-1980s. Eveready had
become a household name because of its sales of inexpensive red plastic and metal
flashlights, but the flashlight business was in decline. This manager questioned why
flashlights couldn’t be made in colors like pink, baby blue, and lime green that
would appeal to women—and why weren’t they sold in grocery stores? It wasn’t a
popular decision, but once top executives agreed to go along with the new ideas,
the flashlight business rebounded.*! Good leadership isn’t about following the
rules of others but standing up for what you believe is best for the organization.

To think independently means staying mentally alert and thinking critically.
Independent thinking is one part of what is called leader mindfulness.** Mindfulness
can be defined as a state of paying attention to new information and a readiness to
create new mental categories in the face of evolving information and shifting cir-
cumstances.”®> Mindfulness involves independent thinking, and it requires leader
curiosity and learning. Mindful leaders are open-minded and stimulate the thinking
of others through their curiosity and questions. Mindfulness is the opposite of
mindlessness, which means blindly accepting rules and labels created by others.
Mindless people let others do the thinking for them, but mindful leaders are always
open to new ideas and approaches.

Mindfulness

a state of paying attention to

new information and a

readiness to create new
mental categories in the face
of evolving information and

shifting circumstances
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Evaluate your skill in three
dimensions of mindfulness, in-
cluding intellectual stimulation,
by completing the exercise in
Leader’s Self-Insight 5.1
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Being mindful and thinking independently is important for leaders because they
can easily become overwhelmed with the amount and variety of tasks that confront
them. The deluge of e-mail, text messages, Web conferences, blogs, and so forth has
intensified the problem. It is easy to begin doing things on autopilot.** But in the
world of organizations, circumstances are constantly changing. What worked in one
situation may not work the next time. In these conditions, mental laziness, operating
on autopilot, and accepting others’ answers can hurt the organization and all its
members. Consider what happened to entrepreneur Kord Campbell, who failed
for 12 days to notice an e-mail from a large company interested in buying his small
Internet startup. Why? With the hectic pace of his life, Campbell had been operating
on autopilot. “It seems he can no longer be fully in the moment,” says his wife.”

Good leaders apply critical thinking to explore a situation, problem, or question
from multiple perspectives and integrate all the available information into a possible
solution. When leaders think critically, they question all assumptions, vigorously seek
divergent opinions, and try to give balanced consideration to all alternatives.*®

Thinking independently and critically is hard work, and most of us can easily
relax into temporary mindlessness, accepting black-and-white answers and relying on
standard ways of doing things. Leaders at BP have been faulted for deciding to finish
work sealing the well at the Deepwater Horizon oil rig in the Gulf of Mexico despite
some key pressure test discrepancies. They followed procedures that had worked fine
in the past, but this proved to be a fatal decision at Deepwater Horizon. The rig
exploded within hours, killing 11 workers and leaving oil on beaches from Louisiana
to Florida.?”

Good leaders also encourage followers to be mindful rather than mindless.
Bernard Bass, who has studied charismatic and transformational leadership, talks
about the value of intellectual stimulation—arousing followers’ thoughts and imagi-
nations as well as stimulating their ability to identify and solve problems crea-
tively.?® People admire leaders who awaken their curiosity, challenge them to
think and learn, and encourage openness to new, inspiring ideas and alternatives.

Open-Mindedness

The power of the conditioning that limits our thinking and behavior is illustrated
by what has been called the Pike Syndrome. In an experiment, a northern pike is
placed in one half of a large glass-divided aquarium, with numerous minnows
placed in the other half. The hungry pike makes repeated attempts to get the min-
nows but succeeds only in battering itself against the glass, finally learning that try-
ing to reach the minnows is futile. The glass divider is then removed, but the pike
makes no attempt to attack the minnows because it has been conditioned to believe
that reaching them is impossible. When people assume they have complete knowl-
edge of a situation because of past experiences, they exhibit the Pike Syndrome, a
trained incapacity that comes from rigid commitment to what was true in the past
and an inability to consider alternatives and different perspectives.”’

Leaders have to forget many of their conditioned ideas to be open to new ones.
This openness—putting aside preconceptions and suspending beliefs and opinions—
can be referred to as “beginner’s mind.” When someone becomes an expert in a
particular subject, their mind often becomes closed to the perspectives of other peo-
ple. Psychologist Elizabeth Newton conducted an experiment in which she gave one
set of people, called “tappers,” a list of well-known songs and asked them to rap
their knuckles on a tabletop to the rhythm of the tunes. Another set of people,
called “listeners,” were asked to name the songs. The tappers said they thought
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‘ Complete this
assignment online with
CengageNOW.

§ Instructions: Think back to how you behaved toward others Scoring and Interpretation

§ at work or in a group when you were in a formal or informal Give yourself one point for each Mostly True checked for items

é leadership position. Please respond to the following items 1-8 and 10-15. Give yourself one point for checking Mostly

S based on how frequently you exhibited each behavior. Indi- False for item 9. A total score of 12 or higher would be consid-

? cate whether each item is Mostly False or Mostly True for you. ered a high level of overall mindfulness. There are three sub-

g scale scores that represent three dimensions of leader
Mostly  Mostly mindfulness. For the dimension of open or beginner's mind,
False True sum your responses to questions 1, 4, 7, 9, and 14. For the

1. Enjoyed hearing new ideas.

2. Challenged someone to think
about an old problem in a
new way.

3. Tried to integrate conversation
points at a higher level.

4. Felt appreciation for the view-
points of others.

5. Would ask someone about the
assumptions underlying his or
her suggestions.

6. Came to my own conclusion de-
spite what others thought.

7. Was open about myself to others.

8. Encouraged others to express
opposing ideas and arguments.

9. Fought for my own ideas.

10. Asked “dumb” questions.

11. Offered insightful comments on
the meaning of data or issues.

12. Asked questions to prompt others
to think more about an issue.

13. Expressed a controversial

dimension of independent thinking, sum your scores for ques-
tions 3, 6, 11, 13, and 15. For the dimension of intellectual
stimulation, sum your scores for questions 2, 5, 8, 10, and 12.

My scores are:

Open or Beginner's Mind:
Independent Thinking:
Intellectual Stimulation:

These scores represent three aspects of leader
mindfulness—what is called open mind or beginner's
mind, independent thinking, and intellectual stimulation.

A score of 4 or higher on any of these dimensions is
considered high because many people do not practice
mindfulness in their leadership or group work. A score of 3
is about average, and 2 or less would be below average.
Compare your three subscale scores to understand the way
you use mindfulness. Analyze the specific questions for
which you did not get credit to see more deeply into your
pattern of mindfulness strengths or weaknesses. An open
mind, independent thinking, and intellectual stimulation
are valuable qualities to develop for effective leadership.

Sources: The questions above are based on ideas from R.L. Daft and R.M.
Lengel, Fusion Leadership, Chapter 4 (Berrett Koehler, 2000); B. Bass and

opinion. B. Avolio, Multifactor Leadership Questionnaire, 2nd ed. (Mind Garden,

" . Inc.); and P.M. Podaskoff, S.B. MacKenzie, RH. Moorman, and R. Fetter,

14. Epcouraged opposite points of “Transformational Leader Behaviors and Their Effects on Followers’
view. Trust in Leader, Satisfaction, and Organizational Citizenship Behaviors,”

15. Suggested ways of improving my
and others’ ways of doing things.

Leadership Quarterly 1, no. 2 (1990), pp. 107-142.

listeners would get the songs right about half the time. In reality, the listeners
guessed only 3 out of 120 songs that were tapped. The tappers might be considered
to have “expert minds” in this situation. The song was so clear in their minds that
they couldn’t understand how the listeners could not hear it.*°

The expert mind becomes a danger in organizations because it rejects new ideas
based on past experience and knowledge. This danger of the expert mind’s conclu-
sions becomes frighteningly clear when it comes to the field of medicine. Doctors
get their diagnoses wrong 15 to 20 percent of the time because they rely on stan-
dard ways of thinking and past experience. Many of these errors in judgment result
in serious harm or death. Dr. Jerome Groopman, author of How Doctors Think,
now teaches students at Harvard Medical School to avoid common traps such as
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As a leader, you can train
yourself to think independently.
You can be curious, keep an
open mind, and look at a
problem or situation from
multiple perspectives before
reaching your conclusions.

To assess your
systems think-
ing, log in to
CengageNOW
to complete the
interactive
questionnaire.

NEW LEADER
ACTION MEMO

As a leader, you can cultivate
an ability to analyze and
understand the relationships
among parts of a team, orga-
nization, or other system to
avoid making changes that
have unintended negative
consequences.

Systems thinking

the ability to see the synergy
of the whole rather than just
the separate elements of a
system and to learn to
reinforce or change whole
system patterns
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the one he fell into early in his career. As a young doctor, he listened to the complaints
of an elderly patient and quickly concluded that she had indigestion. The medication
he gave her provided little relief, but his mind was fixed on his initial diagnosis. As it
turned out, the patient had a tear in her aorta and died in the emergency room several
weeks later. It’s a lesson Groopman never forgot.>!

In contrast to the expert mind, the beginner’s mind reflects the openness and
innocence of a young child just learning about the world. Effective leaders strive
to keep open minds and cultivate an organizational environment that encourages
curiosity and learning. They understand the limitations of past experience and
reach out for diverse perspectives. Rather than seeing any questioning of their
ideas as a threat, these leaders encourage everyone to openly debate assumptions,
confront paradoxes, question perceptions, and express feelings.>?

Systems Thinking

Systems thinking is the ability to see the synergy of the whole rather than just
the separate elements of a system and to learn to reinforce or change whole system
patterns.>® With systems thinking, a leader sees the big picture and connects
the dots rather than just looking at the dots in isolation. Many people have been
trained to solve problems by breaking a complex system, such as an organization,
into discrete parts and working to make each part perform as well as possible.
However, the success of each piece does not add up to the success of the whole.
In fact, sometimes changing one part to make it better actually makes the whole
system function less effectively. For example, a small city embarked on a road-
building program to solve traffic congestion without whole-systems thinking. With
new roads available, more people began moving to the suburbs. The solution actu-
ally increased traffic congestion, delays, and pollution by enabling suburban
sprawl.’*

It is the relationship among the parts that form a whole system—whether it be
a community, an automobile, a nonprofit agency, a human being, or a business
organization—that matters. Systems thinking enables leaders to look for patterns
of movement over time and focus on the qualities of rhythm, flow, direction,
shape, and networks of relationships that accomplish the performance of the
whole. Systems thinking is a mental discipline and framework for seeing patterns
and interrelationships.

It is important to see organizational systems as a whole because of their com-
plexity. Complexity can overwhelm leaders, undermining confidence. When leaders
can see the structures that underlie complex situations, they can facilitate improve-
ment. But it requires a focus on the big picture. Leaders can develop what David
McCamus, former chairman and CEO of Xerox Canada, calls “peripheral
vision”—the ability to view the organization through a wide-angle lens rather than
a telephoto lens—so that they perceive how their decisions and actions affect the
whole.*®

An important element of systems thinking is to discern circles of causality. Peter
Senge, author of The Fifth Discipline, argues that reality is made up of circles rather
than straight lines. For example, Exhibit 5.3 shows circles of influence for increas-
ing a retailer’s profits. The events in the circle on the left are caused by the decision
to increase the advertising budget to aggressively promote products. The advertising
promotions increase sales, which increases profits, which provides money to further
increase the advertising budget.
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EXHIBIT 5.3 Systems Thinking and Circles of Causality

Build
Warehouse

Decision to

Advertise Stocking Up

Advertising

Budget Profits

Added Cost

Source: Based on concepts presented in Peter M. Senge, The Fifth Discipline: The Art and Practice of the Learning Organization
(New York: Doubleday/Currency, 1990).

But another circle of causality is being influenced as well. The decision by
leaders in marketing has consequences for the operations department. As sales and
profits increase, the operations department is forced to stock up with greater
inventory. Additional inventory creates a need for more warehouse space. Building
a new warehouse causes a delay in stocking up. After the warehouse is built, new
people have to be hired. All of this increases company costs, which has a
negative impact on profits. Thus, understanding the consequences of their decisions
via circles of causality enables leaders to plan and allocate resources to warehousing
as well as to advertising to ensure stable increases in sales and profits. Without
understanding the system, top leaders would fail to understand why increasing the
advertising budget could actually create inventory delays and temporarily reduce
profits.

Personal Mastery

Another concept introduced by Senge is personal mastery. Personal mastery means
mastering yourself in a way that facilitates your leadership and achieves desired
results.>® Mastering yourself embodies three qualities—clarity of mind, clarity of
objectives, and organizing to achieve objectives.

First, clarity of mind means a commitment to the truth of current reality.
Leaders are relentless in uncovering the mental models that limit and deceive them
and are willing to challenge assumptions and standard ways of doing things. These
leaders will break through denial of reality in themselves and others. Their quest for
truth leads to a deeper awareness of themselves and of the larger systems and events
within which they operate. Clarity of mind enables them to deal with reality, which
increases the opportunity to achieve desired results.

Second, leaders engaged in personal mastery know what is important to them
so that their objectives are clear. Clarity of objectives helps leaders focus on the end
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Self-discipline is
a form of freedom.
Freedom from lazi-
ness and lethargy,
freedom from
the expectations
and demands of
others, freedom
from weakness
and fear—and
doubt. Self-
discipline allows a
[person] to feel his
individuality, his
inner strength, his
talent. He is master
of, rather than a
slave to, his
thoughts and
emotions.

H. A. Dorfman,
author of The Mental
Game of Baseball

Personal mastery

the discipline of mastering
yourself; it embodies clarity
of mind, clarity of objectives,
and organizing to achieve
objectives
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result, the vision or dream that motivates them and their team or organization.
They have a clear vision of a desired future, and their purpose is to achieve that
future. One element of personal mastery, then, is the discipline of continually focus-
ing and defining what one wants as the desired future.

Third, often there is a large gap between one’s vision and the current situation.
The gap between the desired future and today’s reality, say between the dream of
starting a business and the reality of having no capital, can be discouraging. But
the gap is the source of creative energy. Organizing to achieve objectives is a way
to bridge the disparity between current reality and the vision of a better future. The
effective leader lets the vision pull reality toward it by reorganizing current activities
to work toward the vision. The less effective way is to let reality pull the vision
downward toward it. This means lowering the vision, such as walking away from
a problem or settling for less than desired. Leaders with personal mastery learn to
accept both the dream and the reality simultaneously and to close the gap by mov-
ing toward the dream.

All five elements of mind are interrelated. Independent thinking and open-
mindedness improve systems thinking and enable personal mastery, helping leaders
shift and expand their mental models. Since they are all interdependent, leaders
working to improve even one element of their mental approach can move forward in
a significant way toward mastering their minds and becoming more effective.

EMOTIONAL INTELLIGENCE

Psychologists and other researchers, as well as people in all walks of life, have
long recognized the importance of cognitive intelligence, or IQ, in determining a
person’s success and effectiveness. In general, research shows that leaders score
higher than most people on tests of cognitive ability, such as IQ tests, and that cog-
nitive ability is positively associated with effective leadership.?” Increasingly, leaders
and researchers are recognizing the critical importance of emotional intelligence, or
EQ, as well. Some have suggested that emotion, more than cognitive ability, drives
our thinking and decision making, as well as our interpersonal relationships.>® In a
study of leaders, two-thirds of the difference between average and top-performing
leaders was found to be due to emotional competence, with only one-third due to
technical skills.>

Emotional intelligence refers to a person’s abilities to perceive, identify, under-
stand, and successfully manage emotions in self and others. Being emotionally
intelligent means being able to effectively manage ourselves and our relation-
ships.*® The U.S. Air Force started using EQ to select recruiters after learning
that the best recruiters scored higher in EQ competencies. Leaders who score
high in EQ are typically more effective and rated as more effective by peers and
subordinates.*!

What Are Emotions?

Emotional intelligence There are hundreds of emotions and more subtleties of emotion than there are
a person’s abilities to per- words to explain them. An important ability for leaders is to understand the range
ceive, identify, understand, £ ti le h dh th i ifest th | 0

and successfully manage of emotions people have and how these emotions may manifest themselves. One
emotions in seif and others ~ model that is useful for leaders distinguishes the major positive and negative
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EXHIBIT 5.4 Positive and Negative Emotions

Negative Emotions | Positive Emotions

Anger Enjoyment

Sadness

Disgust

© Cengage Learning 2015

emotions, as illustrated in Exhibit 5.4.** These primary emotions and some of their
variations are as follows:

®  Anger: fury, outrage, frustration, exasperation, indignation, animosity, annoyance,
irritability, hostility

® Sadness: grief, sorrow, gloom, melancholy, self-pity, loneliness, dejection, despair,
discouragement

® Relief: release, reassurance, ease, contentment

® Fear: anxiety, apprehension, nervousness, concern, consternation, wariness, edgi-
ness, dread, fright, terror, panic

®  Enjoyment: happiness, joy, delight, amusement, sensual pleasure, thrill, rapture,
euphoria

® Love: affection, acceptance, respect, friendliness, trust, kindness, affinity, devotion,
adoration, infatuation

® Envy: jealousy, resentment, suspicion, spite

® Disgust: contempt, disdain, scorn, abhorrence, aversion, distaste, revulsion

® Pride: satisfaction, dignity, self-esteem, fulfillment

°

Guilt: shame, embarrassment, chagrin, remorse, humiliation, regret, mortification,
contrition

Some leaders act as if people leave their emotions at home when they come to
work, but we all know this isn’t true. Indeed, a key component of leadership is
being emotionally connected to others and understanding how emotions affect
working relationships and performance.
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Why Are Emotions Important?

In a study of entrepreneurs, researchers at Rensselaer Polytechnic Institute found
that those who are more expressive of their own emotions and more in tune with
the emotions of others make more money, as illustrated in Exhibit 5.5.* One reason
for this is that leaders who harness and direct the power of emotions to improve
followers’ satisfaction, morale, and motivation get better results and enhance overall
organizational effectiveness.

Emotions Are Contagious The emotional state of the leader influences the entire
team, department, or organization.** Most of us recognize that we can “catch”
emotions from others. If we’re around someone who is smiling and enthusiastic,
the positive emotions rub off on us. Conversely, someone in a bad mood can
bring us down. At Mesa Airlines, CEO Jonathan Ornstein’s former administrative
assistant says she was in charge of tracking the unpredictable and frequently short-
tempered leader’s moods and warning other executives when they needed to stay
away. “Sometimes he would come into the office in a bad mood ... and it would
set the tone for the whole office,” she says.** This emotional contagion means that
leaders who are able to maintain balance and keep themselves motivated can serve
as positive role models to help motivate and inspire those around them. The energy
level of the entire organization increases when leaders are optimistic and hopeful
rather than angry or depressed. Interesting new research by organization behavior
scientists suggests that negative emotions might spread more easily than positive
ones because people’s positive emotions are generally less influenced by other
people. Psychologists have also found that negative people and events have a
disproportionately large effect on our emotions and moods.*®

Therefore, leaders recognize the importance not only of keeping their own emo-
tions in balance but also helping others manage negative emotions so they don’t infect
the entire team or organization. Leaders “tune in” to the emotional state of others,
bring unhealthy or negative emotions to the surface, and encourage people to explore
and use positive emotion in their everyday work.*” One study found that untrained
teams made up of members with high emotional intelligence performed as well as
trained teams made up of members who rated low on emotional intelligence.*®

EXHIBIT 5.5 Emotional Intelligence and Earning Power

Most Expressive
Least Expressive

Best at Reading Emotions
Wo rst at Reading Emotions

0 50 100 150 200 250
m==)> Thousands of Dollars

Source: Rensselaer Polytechnic Institute, Lally School of Management and Technology, as reported in Business\Week Frontier (February 5, 2001), p. F4.

Copyright 2015 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.


http://www.downloadslide.com/

CHAPTER 5 LEADERSHIP MIND AND EMOTION

Emotions Influence Performance As suggested by the team study just mentioned,
emotions have a strong influence on performance. Much evidence points to a clear
connection between people’s moods and various aspects of their performance, such
as teamwork, creativity, decision making, and task performance.*” Negative moods
drain energy and prevent people from doing their best.

An entire organization in a bad mood can’t succeed because people have no energy
and feel anxious, disillusioned, or hopeless. In this kind of toxic work environment,
most of an individual’s effort is used for emotional survival, as illustrated in Exhibit
5.6.In a positive environment, on the other hand, most of a person’s effort is available
for work. When a leader is able to unlock positive emotions of joyfulness, appreciation,
or love, people’s energy, creativity, and intellectual commitment expand. Employees are
able to grasp more data, be more creative and resourceful in their solutions, and
produce superior results. Positive emotions mean the decline of negative emotions
such as sadness, anger, anxiety, and fear. Positive instead of negative emotions enable
individuals to perform to the best of their abilities.’®

A Gallup Management Journal survey emphasizes that leaders, especially front-
line supervisors, have a lot to do with whether employees have positive or negative
feelings about their work lives.”! Research into the factors affecting mood in the
workplace is growing. One thing seems clear: almost everything that influences peo-
ple’s moods in the workplace is under the control of leaders.’> That is why leaders
need a high degree of emotional intelligence. They have to regulate their own emo-
tions to remain positive and hopeful and then pull others up with them.

The Components of Emotional Intelligence

In discussing Abraham Lincoln’s leadership, noted historian Doris Kearns Goodwin
attributes the 16th U.S. president’s almost magical touch not to charisma or political
astuteness but to emotional intelligence.’> The competencies and abilities of emo-
tional intelligence are grouped into four fundamental categories, as illustrated in
Exhibit 5.7.°% It is important to remember that emotional intelligence can be learned
and developed. Anyone can strengthen his or her abilities in these four categories.

EXHIBIT 5.6 Positive Leadership and Performance

Effort that goes toward
emotional survival

Effort that goes
toward work

Employee Effort

Toxic Fearful Antagonistic Impersonal Collaborative Caring
Leader Climate

Source: Based on “Success & the Team Climate,” Team Leadership Toolkit, Lindsay-Sherwin Company Website, http://www.lindsay
-sherwin.co.uk/guide_team_leadership/html_team_development/1_success_and_team_climate.htm (accessed May 13, 2011).
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EXHIBIT 5.7 The Components of Emotional Intelligence

SELF OTHERS
§ Self-Awareness Social Awareness
E ¢ Emotional self-awareness e Empathy
5 * Accurate self-assessment * Organizational awareness
5 « Self-confidence * Service orientation
Self-Management Relationship Management
¢ Emotional self-control ¢ Development of others
g o Trustworthiness ¢ Inspirational leadership
= « Conscientiousness ¢ Influence
= « Adaptability « Communication
i . ¢ Change catalyst
) * Optimism

¢ Conflict management

* Achievement-orientation « Bond building

* Initiative » Teamwork and collaboration

Source: Adapted from Richard E. Boyatzis and Daniel Goleman, The Emotional Competence Inventory-University Edition (Boston, MA:
The Hay Group, 2001).

Self-Awareness Self-awareness includes the ability to recognize and understand
your own emotions and how they affect your life and work. It is the basis of all
the other competencies. People who are in touch with their emotions are better
able to guide their own lives. Leaders with a high level of self-awareness learn to
trust their “gut feelings” and realize that these feelings can provide useful informa-
tion about difficult decisions. Answers are not always clear as to whether to pro-
pose a major deal, let an employee go, reorganize a business, or revise job
responsibilities. When the answers are not available from external sources, leaders
have to rely on their own feelings. This component also includes the ability to accu-
rately assess your own strengths and limitations, along with a healthy sense of self-
confidence.

Self-Management The second key component, self-management, includes the ability
to control disruptive, unproductive, or harmful emotions and desires. An interesting
experiment from the 1960s sheds some light on the power of self-management.
A group of four-year-olds and five-year-olds were offered a marshmallow, which
the researcher placed in front of each child on the desk. Then, the children were
told that if they could wait a few minutes while the researcher ran an errand, they
would be given two marshmallows. Some children were unable to resist the tempta-
tion of a marshmallow “right now” and ate theirs immediately. Others employed all
sorts of techniques, from singing or talking to themselves to hiding under the desk, to
resist their impulses and earn the reward of two marshmallows instead of one.
Researchers then followed the children over a period of 20 years and found some
interesting results. As young men and women, the ones who had resisted the desire
to eat the marshmallow revealed a much higher ability to handle stress and embrace
difficult challenges. They also were more self-confident, trustworthy, dependable,
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and tenacious in pursuing goals.”> The children who developed techniques for

self-management early in life carried these with them into adulthood. NEW LEADER

It is never too late for people to learn how to manage their emotions and impulses. ACTION MEMO
Some leaders look to expert customer service representatives (CSRs) as role models. As a leader, you can recognize
Research shows that 70 percent of customers who have a problem with a product or and manage your own emo-
service are in a rage by the time they talk with a CSR. The best CSRs, such as Beverly tions so that negative feelings

don't cloud your mind, distort
your judgment, or cripple your
ability to lead.

Smith, who takes outpatient calls at a San Francisco medical center, and Zane Bond,
who is the “go-to guy for angry callers” at a software company, have learned to con-
trol their own emotions, remain calm, and listen with warmth and empathy. When the
customer calms down, the problem can usually be fixed.>®

Other characteristics in this category include trustworthiness, which means con-
sistently displaying honesty and integrity; conscientiousness, which means manag-
ing and honoring your responsibilities; and adaptability, which refers to the ability
to adjust to changing situations and overcome obstacles. Showing initiative to seize
opportunities and achieve high internal standards is also a part of self-management.
Leaders skilled at self-management remain hopeful and optimistic despite obstacles,
setbacks, or even outright failures. Martin Seligman, a professor of psychology at
the University of Pennsylvania, once advised the MetLife insurance company to
hire a special group of job applicants who tested high on optimism but failed the
normal sales aptitude test. Compared to salespeople who passed the regular apti-
tude test but scored high on pessimism, the “optimistic” group made 21 percent
more sales in their first year and 57 percent more in the second.’”

Social Awareness The component of social awareness relates to one’s ability to
understand others. Socially aware leaders practice empathy, which means being
able to put yourself in other people’s shoes, sense their emotions, and understand
their perspective. These leaders understand that effective leadership sometimes
means pushing people beyond their comfort zone, and they are sensitive to the
fear or frustration this can engender in followers. They learn to engage in “profes-
sional intimacy,” which means they can display compassion and concern for others
without becoming so wrapped up in others’ emotions that it clouds their judg-
ment.’® Socially aware leaders are also capable of understanding divergent points
of view and interacting effectively with many different types of people and emo-
tions. The related characteristic of organizational awareness refers to the ability to
navigate the currents of organizational life, build networks, and effectively use
political behavior to accomplish positive results. This component also includes a
service orientation, which refers to the ability to recognize and serve the needs of
employees, customers, or clients.

Relationship Management Relationship management refers to the ability to con-

nect with others and build positive relationships. Leaders with high emotional

intelligence are aware of the impact their behaviors have on others, and they

treat people with compassion, sensitivity, and kindness.”” This aspect of EQ

encompasses developing others, inspiring others with a powerful vision, learning

to listen and communicate clearly and convincingly, and using emotional under-

standing to influence others in positive ways. Leaders use their understanding of

emotions to inspire change and lead people toward something better, to build

teamwork and collaboration, and to resolve conflicts that inevitably arise. These

leader§ cqltivate and maintain a web of relationships both within and outside the Eg‘nza;gg to put yourself in
organization. someone else’s shoes
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NEW LEADER
ACTION MEMO

As a leader, you can empathize
with others, treat people with
compassion and sensitivity,
build teamwork, and learn to
listen, interpret emotions, and
resolve interpersonal conflicts.

NEW LEADER
ACTION MEMO

Evaluate your level of emo-
tional intelligence by complet-
ing the questionnaire in
Leader's Self-Insight 5.2.

NEW LEADER
ACTION MEMO

As a leader, you can develop
emotional intelligence and act
as a positive role model by
being optimistic and
enthusiastic.
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Poor relationship management is one reason Jack Griffin was forced out as
CEO of Time Inc. after less than six months on the job. His brusque style and
inability to connect with managers doomed his job with Time. Senior executives
said they feared that top managers who had to work directly with him would
begin leaving the company if Griffin stayed on much longer.®°

Taken together, the four components shown in Exhibit 5.7 build a strong base
of emotional intelligence that leaders can use to more effectively guide teams and
organizations. One research project suggests that all effective leadership styles
arise from different components of emotional intelligence.®' Consider how two
football coaches used emotional intelligence to effectively lead teams to the NFL
Super Bowl.

IN THE LEAD

John Harbaugh, Baltimore Ravens, and Jim Harbaugh, San Francisco 49ers

Tony Dungy did it with the Indianapolis Colts football team. Joe Torre did it with the New York
Yankees in baseball. Now brothers John and Jim Harbaugh are doing it with the Baltimore
Ravens and San Francisco 49ers. Each of these coaches has been noted for a new approach to
sports team leadership—using emotional intelligence to bring out the best in players.

The Harbaughs, who gained the world's attention when their teams competed against
each other in the NFL Super Bowl in 2013, both created cultures that inspired players to
connect with one another and accomplish amazing results. Everything about leading a foot-
ball team, they believe, comes down to relationships. Jim Harbaugh makes a point of talking
with his players and coaches about their families and lives off the field. John Harbaugh
grounds his leadership in solid values and principles, but allows players to make many deci-
sions. “It's never been my way or the highway,” he says. Both coaches emphasize listening
as a key to success.®?

John and Jim Harbaugh have created the kind of workplace that many of
today’s organizations want—one in which leaders are more interactive than
“command-and-control,” where leadership is spread across all levels, and where
individual goals are met through teamwork, connection, and collaboration. In an
environment where relationships with employees and customers are becoming
more important than technology and material resources, interest in developing lea-
ders’ emotional intelligence continues to grow. Moreover, there is growing evidence
that emotional intelligence has a positive influence on many aspects of leader
performance.®?

A high level of self-awareness and an ability to manage one’s own emotions
enable a leader to display self-confidence, earn respect and trust, and consider the
needs of others. Emotionally competent leaders are more resilient, more adaptable
to ever-changing circumstances, more willing to step outside their comfort zone,
and more open to the opinions and ideas of others.®*

Perhaps most importantly, emotional intelligence enables leaders to recognize
and respect followers as whole human beings with feelings, opinions, and ideas of
their own. They can use their emotional intelligence to help followers grow and
develop, see and enhance their self-image and feelings of self-worth, and help meet
their needs and achieve personal and organizational goals.
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Instructions: For each of the following items, rate how well
you display the behavior described. Before responding, try
to think of actual situations in which you have had the
opportunity to use the behavior. Indicate whether each
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15. Engage in intimate conversations
with others.

16. Accurately reflect people’s feel-
ings back to them.

item below is Mostly False or Mostly True for you.
Scoring and Interpretation

Sum your Mostly True responses to the 16 questions to
obtain your overall emotional intelligence score. Your score
for self-awareness is the total of questions 1, 5, 11, and 13.
Your score for self-management is the total of questions 2, 8,
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Mostly
False

Mostly
True

1. Associate different internal
physiological cues with different

emotions. . 12, and 14. Your score for social awareness is the sum of
2. Relax when under pressure in questions 3, 6, 9, and 15. Your score for relationship man-
situations.

agement is the sum of questions 4, 7, 10, and 16. This ques-
tionnaire provides some indication of your emotional
intelligence. If you received a total score of 14 or more,
you are certainly considered a person with high emotional
intelligence. A score from 10 to 13 means you have a good
platform of emotional intelligence from which to develop

3. Know the impact that your be-
havior has on others.

4. Initiate successful resolution of
conflict with others.

5. Know when you are becoming

angry. your leadership capability. A score of 7 to 9 would be mod-
6. R?COQ”'Ze when others are erate emotional intelligence. A score below 7 indicates that
distressed.

you realize that you are probably below average in emo-
tional intelligence.

For each of the four components of emotional
intelligence—self-awareness, self-management, social aware-
ness, and relationship management—a score of 4 is consid-
ered high, whereas a score of 2 or fewer would be considered
low. Review the discussion in this chapter about the four
components of emotional intelligence and think about what
you might do to develop those areas where you scored low.
Compare your scores to those of other students. What can
you do to improve your scores?

7. Build consensus with others.
8. Produce motivation when doing
uninteresting work.
9. Help others manage their
emotions.
10. Make others feel good.
11. Identify when you experience
mood shifts.
12. Stay calm when you are the
target of anger from others.
13. Know when you become
defensive.

Source: Adapted from Hendrie Weisinger, Emotional Intelligence at Work
14. Follow your words with actions.

(San Francisco: Jossey-Bass, 1998), pp. 214-215.

LEADING WITH LOVE VERSUS LEADING WITH FEAR

Traditionally, leadership has been based on inspiring fear in employees. An unspo-
ken notion among many senior-level executives is that fear is a good thing and ben-
efits the organization.®® Indeed, fear can be a powerful motivator, but many of
today’s leaders are learning that an environment that reflects care and respect for
people is much more effective than one in which people are fearful. When organiza-
tional success depended primarily on people mindlessly following orders, leading
with fear often met the organization’s needs. Today, though, success in most orga-
nizations depends on the knowledge, mindpower, commitment, creativity, and
enthusiasm of everyone in the organization. A fear-based organization loses its
best people, and the knowledge they take with them, to other firms. In addition,

NEW LEADER
ACTION MEMO

To learn about your own
motivations concerning
love versus fear, complete
the exercise in Leader’s
Self-Insight 5.3.
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Love or Fear?

5 Instructions: The following items describe reasons why you 10. The experience leaves me feeling
§ work. Answer the questions twice, the first time for doing great.
£ work (or homework) that is not your favorite and the second
S time for doing a hobby or sports activity that you enjoy. Scoring and Interpretation
§ Consider each item thoughtfully and respond according to These items reflect motivation shaped by either love or fear.
g your inner motivation and experience. Indicate whether each Your “fear of failure” score is the number of Mostly True
item below is Mostly False or Mostly True for you. answers for questions 1-5. Your “love of task” score is the
number of Mostly True answers for questions 6-10. A score
Mostly  Mostly of 4 or 5 would be considered high for either love or fear,
False True and a score of 0-2 would be considered low. You would
1. I feel it is important to perform probably score more points for “love of task” for your
well so | don’t look bad. hobby or sports activity than for homework.
2. | have to force myself to com- Some people are motivated by high internal standards
plete the task. and fear of not meeting those standards. This may be called
3. I'don't want to have a poor out- fear of failure, which often spurs people to great accom-
come or get a poor grade. plishment. Love of task provides a great intrinsic pleasure
4. don’t want to embarrass myself but won't always lead to high achievement. Love of task is
e Iess.well W @2 ) related to the idea of “flow” wherein people become fully
2 Th? experlenc.e .Ieaves me feeling engaged and derive great satisfaction from their activity.
relieved that '.t A . Would love or fear influence your choice to become a leader
e My attention is a.1bsorbed entirely or how you try to motivate others? Discuss with other stu-
in what | am doing. dents the relative importance of love or fear motivation in
7. | really enjoy the experience. your lives. g
8. llime seems to pass more quickly Love in the workplace means genuinely caring for 8
than normal. . . . S
others and sharing one’s knowledge, understanding, and &
9. | am completely focused on the . 5
compassion to enable others to grow and succeed. =
task at hand. ©
even if people stay with the organization, they typically don’t perform up to their
real capabilities. As discussed earlier, there is evidence that people who experience
positive emotions at work perform better.®®
Showing respect and trust also allows people to feel emotionally connected with
their work so that their lives are richer and more balanced. Leaders can rely on nega-
tive emotions such as fear to fuel productive work, but by doing so they may slowly
destroy people’s spirits, which ultimately is bad for employees and the organization.®’
Consider, for example, that two-thirds of employees surveyed said their performance
declined after being the victim of rudeness or hostility at work. Four out of five said
they lost work time fretting about the unpleasant incident, three-quarters said their
commitment to their employer declined, and 12 percent even quit their jobs.®®
Fear in Organizations
The workplace can hold many kinds of fear, including fear of failure, fear of
change, fear of personal loss, fear of being judged, and fear of the boss. All of
these fears can prevent people from doing their best, from taking risks, and from
challenging and changing the status quo. Consider how Akshay Kothari and Ankit
Gupta had to overcome their fears to create one of the 50 original apps in Apple’s
App Store Hall of Fame.
154
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Akshay Kothari and Ankit Gupta, Pulse News

Akshay Kothari and Ankit Gupta were graduate students at Stanford University's acclaimed
d.school (formally known as the Hasso Plattner Institute of Design) when they took a class
designed to get people out of their comfort zone so they could confront and overcome
the fears that stand in the way of creativity and goal achievement.

Both were self-described “geeks.” Although they were technically brilliant, shyness often
prevented them from pursuing goals that involved too much interaction with people. To
fight the fear, they decided to work on their class project—a news reader for the then
newly released iPad—at a café off campus. Approaching strangers and asking for feedback
on their ideas and prototype was definitely a stretch for the two, and the negative feedback
often hurt.

But, over time, Akshay says, they went “from people saying This is crap,’ to ‘Is this app
preloaded on every iPad?” The result of their project, Pulse News, was praised by Steve Jobs
at a worldwide developer's conference, won the prestigious Apple Design award, and has
been downloaded by more than 20 million people.®

Overcoming their fears not only enabled Akshay Kothari and Ankit Gupta to
complete a successful class project, it gave them the confidence to found a company
that revolutionized the mobile news reading experience. Pulse is expanding into
social media with the addition of Pulse Highlights, which allows users to see when
their friends have shared the story they are reading. That means people can go to
Pulse not only to read content from sites they trust but also to discover new sources
and stories.””

Consequences of Fear Fear gets in the way of people feeling good about their
work, themselves, and the organization. It creates an atmosphere in which people
feel powerless, so that their confidence, commitment, enthusiasm, imagination,
and motivation are diminished.”! One major drawback of leading with fear is
that it creates avoidance behavior because no one wants to make a mistake.
Fear in the workplace weakens trust and communication. Employees feel threat-
ened by repercussions if they speak up about work-related concerns. A survey of
employees in 22 organizations found that 70 percent of them “bit their tongues”
at work because they feared repercussions. Twenty-seven percent reported that
they feared losing their credibility or reputation if they spoke up. Other fears
reported were lack of career advancement, possible damage to the relationship
with their supervisor, demotion or losing their job, and being embarrassed or
humiliated in front of others.”> When people are afraid to speak up, important
issues are suppressed and problems hidden. Employees are afraid to talk about a
wide range of issues, but by far the largest category of “undiscussables” is the
behavior of executives, particularly their interpersonal and relationship skills.
When leaders inspire fear, they destroy the opportunity for feedback, blinding
them to reality and denying them the chance to correct damaging decisions and
behaviors.
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NEW LEADER
ACTION MEMO

As a leader, you can choose to
lead with love, not with fear.
You can show respect and trust
toward followers and help
people learn, grow, and con-
tribute their best to achieve
the organization’s vision.
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EXHIBIT 5.8 Indicators of Love versus Fear in Organizations

Fear-Driven Indicators Love-Driven Indicators

Caution and secrecy Openness and authenticity, even when it's difficult
Blaming and attacking Understanding diverse viewpoints

Excessive control Expecting others to do great things

Sideline criticalness Involvement and discernment

Coming unglued Keeping perspective

Aloofness and distance Interpersonal connection

Resistance hidden Resistance out in open, explored

Source: Daniel Holden, “Team Development: A Search for Elegance,” Industrial Management (September-October 2007), pp. 20-25.
Copyright © by Institute of Industrial Engineers.

Relationship with Leaders Leaders control the fear level in the organization. Exhibit
5.8 outlines some indicators of love-based versus fear-based leadership in organizations.”
Organizations driven by love are marked by openness and authenticity, a respect for
diverse viewpoints, and emphasis on positive interpersonal relationships. Organizations
driven by fear, on the other hand, are characterized by cautiousness and secrecy, blaming
others, excessive control, and emotional distance among people. The relationship
between an employee and his or her direct supervisor is the primary factor determining
the level of fear experienced at work. Unfortunately, the legacy of fear and mistrust asso-
ciated with traditional hierarchies in which bosses gave orders and employees jumped to
obey “or else” still colors life in many organizations. Leaders can create a new environ-
ment that enables people to feel safe speaking their minds. Leaders can act from love
rather than fear to free employees and the organization from the chains of the past.

Bringing Love to Work

Leaders can learn to bind people together for a shared purpose through positive
forces such as caring and compassion, listening, and connecting to others on a per-
sonal level. The emotion that attracts people to take risks, learn, grow, and move
the organization forward comes from love, not fear. Leaders should also remember
that love is more than a feeling; to be a real force, it is translated into behavior.

The Greatest Is Love

© iStockphoto.com/JOE CICAK

Army Staff Sgt. lan Newland saw the enemy grenade land in his Humvee. In the next instant, his
friend Ross McGinnis threw himself onto that grenade. “I try not to live my life in vain for what
he's done,” said Newland. When asked why McGinnis did it, Newland simply said, “He loved us.”

During the Iraq war, at least five U.S. soldiers died because they used their own bodies to shield
their comrades from grenades. “What a decision that is,” said Temple University psychologist Frank
Farley. “I can't think of anything more profound in human nature.” A Navy lieutenant said of a
comrade who sacrificed his life by blocking a grenade thrown onto a rooftop near his team, “You
think about him every day. And everything pretty much revolves around what he did.”

Source: Based on Gregg Zoroya, “Coping After a Hero Dies Saving You in Iraq,” USA Today (September 20, 2007).
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EXHIBIT 5.9 The Practical Aspects and Outcomes of Caring About Others

What do you do when you care for someone?* What does it feel like to be cared about?*

1. reach out 1. valuable
2. embrace, hug 2. alive
3. be there with them 3. responsive
4. compassion 4. positive outlook
5. acceptance 5. exhilarated
6. share dreams 6. respect
7. acknowledge accomplishments 7. free
8. trust 8. important
9. encourage 9. good
10. be a cheerleader 10. safe
11. tell you care 11. more open to express yourself
12. relate feelings 12. elevates self-esteem
13.  respect them 13.  boosts morale
14.  be positive 14. proud
15.  give them a smile 15.  loved
16. give them time 16.  worthy
17.  give them recognition 17. blessed
18. protect 18.  you make a difference
19.  reassure 19. fulfilled
20. celebrate with 20. happy

*These are the actual, unedited words called out by participants and written on a white board during a seminar at which people
were asked these two questions.

Source: Marilyn R. Zuckerman and Lewis J. Hatala, Incredibly American: Releasing the heart of Quality. © 1992. American Society for
Quiality. Reprinted with permission from the authors.

Stephen Covey points out that in all the great literature, love is a verb rather than a
noun.”* Love is something you do, the sacrifices you make, and the giving of yourself to
others, as illustrated by the poignant story in this chapter’s Consider This! on page 156.

Organizations have traditionally rewarded people for strong qualities such as ratio-
nal thinking, ambition, and competitiveness. These qualities are important, but their
overemphasis has left many organizational leaders out of touch with their softer, caring,
creative capabilities, unable to make emotional connections with others and afraid to
risk showing any sign of weakness or emotion. What does it mean to lead with love?
In all groups and organizations feelings of compassion, respect, and loyalty are trans-
lated into action, such as acts of friendliness, teamwork, cooperation, listening, under-
standing, and serving others above oneself. Sentiments emerge as action. Exhibit 5.9
shows results of an exercise in which people reported what they do to show others
they care and what if feels like to be cared about. Leaders who fail often do so because
they are blind to the importance of the attributes in Exhibit 5.9. Sometimes leaders act
from their own fear, which creates fear in others. A leader’s fear can manifest itself in
arrogance, selfishness, deception, unfairness, and disrespect for others.”

Why Followers Respond to Love
Most people yearn for more than a paycheck from their jobs. Leaders who lead with
love have extraordinary influence because they meet five unspoken employee needs:
Hear and understand me.
Even if you disagree with me, please don’t make me wrong.
Acknowledge the greatness within me.
Remember to look for my loving intentions.
Tell me the truth with compassion.”®
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Fear-based motivation
motivation based on fear of
losing a job

Love-based motivation
motivation based on feeling
valued in the job

Twitter

PART 3 THE PERSONAL SIDE OF LEADERSHIP

When leaders address these subtle emotional needs directly, people typically

respond by loving their work and becoming emotionally engaged in solving prob-
lems and serving customers. Enthusiasm for work and the organization increases.
People want to believe that their leaders genuinely care. From the followers’ point
of view, love versus fear has different motivational potential.

Fear-based motivation: I need a job to pay for my basic needs (fulfilling lower
needs of the body). You give me a job and I will give you just enough to keep
my job.

Love-based motivation: If the job and the leader make me feel valued as a person
and provide a sense of meaning and contribution to the community at large (fulfill-
ing higher needs of heart, mind, and body), then I will give you all I have to offer.””

Many examples throughout this book illustrate what happens when positive

emotion is used. One management consultant went so far as to advise that finding
creative ways to love could solve every imaginable leadership problem.”® Rational
thinking and technical skills are important, but leading with love builds trust, sti-
mulates creativity, inspires commitment, and unleashes boundless energy.

Leaders can develop their capacity for the positive emotions of love and caring.

When Walt Bettinger, president and CEO of Charles Schwab, was in college, he
learned a lesson he tries to apply every day. The professor handed each student a
blank sheet of paper and gave them one final exam question: What’s the name of
the lady who cleans this building? The students had spent four hours a night twice
a week in the building for 10 weeks, encountering the cleaning lady several times a
night as they went to get a soft drink or use the restroom. Bettinger says, “I didn’t
know Dottie’s name—her name was Dottie—but Ive tried to know every Dottie

since.

»79

Now that you've read the chapter, check out how today’s leaders are applying these concepts.
Log in to CengageNOW to follow the leaders on Twitter.
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LEADERSHIP ESSENTIALS

Leaders use emotional as well as intellectual capabilities and understandings to
guide organizations through a turbulent environment and help people feel energized,
motivated, and cared for in the face of rapid change, uncertainty, and job insecurity.
People can learn to be whole leaders who lead with both the head and the heart.
Leaders should be aware of how their mental models affect their thinking and
may cause “blind spots” that limit understanding. Becoming aware of assump-
tions is a first step toward shifting or expanding one’s mental model and being
able to see the world in new and different ways. One challenge for today’s lea-
ders is developing a global mindset.

Four key issues important to expanding and developing a leader’s mind are
independent thinking, open-mindedness, systems thinking, and personal mas-
tery. Personal mastery involves clarity of mind, clarity of objectives, and an
organized system for achieving objectives.

Leaders should also understand the importance of emotions and emotional
intelligence. Understanding emotions is imperative because emotions are conta-
gious and emotions influence individuals’ performance.
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Four basic components of emotional intelligence are self-awareness, self-
management, social awareness, and relationship management. Emotionally
intelligent leaders can have a positive impact on organizations by helping
employees grow, learn, and develop; creating a sense of purpose and mean-
ing; instilling unity and team spirit; and basing relationships on trust and
respect, which allows employees to take risks and fully contribute to the
organization.

Traditional organizations have relied on fear as a motivator. Although fear
does motivate people, it prevents people from feeling good about their work
and often causes avoidance behavior. Fear can reduce trust and communication
so that important problems and issues are hidden or suppressed. Leaders can
choose to lead with love instead of fear. Love can be thought of as a motiva-
tional force that enables people to feel alive, connected, and energized. People
respond to love because it meets unspoken needs for respect and affirmation.
Rational thinking is important to leadership, but it takes love to build trust,
creativity, and enthusiasm.
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DISCUSSION QUESTIONS

10.

How do you feel about developing the emotional qualities of yourself and other people
in the organization as a way to be an effective leader? Discuss.

What does it mean to be a whole leader as described in the chapter? Can you give an
example from your experience? Discuss.

Why is it so hard for people to change their assumptions? What are some specific rea-
sons why leaders need to be aware of their mental models?

Discuss the similarities and differences between mental models and open-mindedness.
What is the concept of personal mastery? How important is it to a leader?

Which of the four elements of emotional intelligence do you consider most essential to
an effective leader? Why?

Consider fear and love as potential motivators. Which is the best source of motivation
for college students? For members of a new product development team? For top execu-
tives at a media conglomerate? Why?

Have you ever experienced love and/or fear from leaders at work? How did you
respond? Is it possible that leaders might carry love too far and create negative rather
than positive results? Discuss.

Do you think it is appropriate for a leader to spend time developing people’s emotional
intelligence? Why or why not?

Think about the class for which you are reading this text as a system. How might mak-
ing changes without whole-systems thinking cause problems for students?

LEADERSHIP AT WORK

Mentors

Think of a time when someone reached out to you as a mentor or coach. This might have
been a time when you were having some difficulty and the person who reached out would
have done so out of concern for you rather than for their own self-interest.
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Below, briefly describe the situation, who the mentor was, and what the mentor did
for you.

Mentoring comes from the heart, is a generous act, and is usually deeply appreciated by
the recipient. How does it feel to recall the situation in which a mentor assisted you?

Share your experience with one or more students. What are the common characteristics
that mentors possess based on your combined experiences?

In Class: A discussion of experiences with mentors is excellent for small groups. The instruc-
tor can ask each group to identify the common characteristics that their mentors displayed
and each group’s conclusions can be written on the board. From these lists of mentor char-
acteristics, common themes associated with mentors can be defined. The instructor can ask
the class the following questions: What are the key characteristics of mentors? Based on the
key mentor characteristics, is effective mentoring based more on a person’s heart or mind?
Will you (the student) reach out as a mentor to others in life, and how will you do it?
What factors might prevent you from doing so?

R eoncrmaon LEADERSHIP DEVELOPMENT: CASES FOR ANALYSIS

for additional cases with

‘ nteractive activities. The New BOSS

Sam Nolan clicked the mouse for one more round of solitaire on the computer in his den.
He’d been at it for more than an hour, and his wife had long ago given up trying to per-
suade him to join her for a movie or a rare Saturday night on the town. The mind-numbing
game seemed to be all that calmed Sam down enough to stop agonizing about work and
how his job seemed to get worse every day.

Nolan was chief information officer at Century Medical, a large medical products com-
pany based in Connecticut. He had joined the company four years ago, and since that time
Century had made great progress integrating technology into its systems and processes.
Nolan had already led projects to design and build two highly successful systems for Century.
One was a benefits-administration system for the company’s human resources department.
The other was a complex Web-based purchasing system that streamlined the process of pur-
chasing supplies and capital goods. Although the system had been up and running for only a
few months, modest projections were that it would save Century nearly $2 million annually.
The new Web-based system dramatically cut the time needed for processing requests and plac-
ing orders. Purchasing managers now had more time to work collaboratively with key stake-
holders to identify and select the best suppliers and negotiate better deals.

Nolan thought wearily of all the hours he had put in developing trust with people
throughout the company and showing them how technology could not only save time and
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money but also support team-based work, encourage open information sharing, and give
people more control over their own jobs. He smiled briefly as he recalled one long-term HR
employee, 61-year-old Ethel Moore. She had been terrified when Nolan first began showing
her the company’s intranet, but she was now one of his biggest supporters. In fact, it had
been Ethel who had first approached him with an idea about a Web-based job posting sys-
tem. The two had pulled together a team and developed an idea for linking Century man-
agers, internal recruiters, and job applicants using artificial intelligence software on top of
an integrated Web-based system. When Nolan had presented the idea to his boss, executive
vice president Sandra Ivey, she had enthusiastically endorsed it. Within a few weeks the team
had authorization to proceed with the project.

But everything began to change when Ivey resigned her position six months later to take
a plum job in New York. Ivey’s successor, Tom Carr, seemed to have little interest in the
project. During their first meeting, Carr had openly referred to the project as a waste of
time and money. He immediately disapproved several new features suggested by the com-
pany’s internal recruiters, even though the project team argued that the features could dou-
ble internal hiring and save millions in training costs. “Just stick to the original plan and get
it done. All this stuff needs to be handled on a personal basis anyway,” Carr countered.
“You can’t learn more from a computer than you can talking to real people—and as for
internal recruiting, it shouldn’t be so hard to talk to people if they’re already working right
here in the company.” Carr seemed to have no understanding of how and why technology
was being used. He became irritated when Ethel Moore referred to the system as
“Web-based.” He boasted that he had never visited Century’s intranet site and suggested
that “this Internet obsession” would blow over in a few years anyway. Even Ethel’s enthusi-
asm couldn’t get through to him. “Technology is for those people in the IS department. My
job is people, and yours should be, too,” Carr shouted. Near the end of the meeting, Carr
even jokingly suggested that the project team should just buy a couple of good filing cabinets
and save everyone some time and money.

Nolan sighed and leaned back in his chair. The whole project had begun to feel like a
joke. The vibrant and innovative human resources department his team had imagined now
seemed like nothing more than a pipe dream. But despite his frustration, a new thought
entered Nolan’s mind: “Is Carr just stubborn and narrow-minded or does he have a point
that HR is a people business that doesn’t need a high-tech job posting system?”

QUESTIONS
1. Describe the two different mental models represented in this story.

2. What are some of the assumptions that shape the mindset of Sam Nolan? Of Tom Carr?

3. Do you think it is possible for Carr to shift to a new mental model? If you were Sam
Nolan, what would you do?

Sources: Based on Carol Hildebrand, “New Boss Blues,” CIO Enterprise, Section 2 (November 15, 1998), pp. 53-58;
and Megan Santosus, “Advanced Micro Devices’ Web-Based Purchasing System,” CIO, Section 1 (May 15, 1998), p. 84.
A version of this case originally appeared in Richard L. Daft, Organization Theory and Design, 7th ed. (Cincinnati, OH:
South-Western, 2001), pp. 270-271.
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The USS Florida

The atmosphere in a Trident nuclear submarine is generally calm and quiet. Even pipe joints
are cushioned to prevent noise that might tip off a pursuer. The Trident ranks among the
world’s most dangerous weapons—swift, silent, and armed with 24 long-range missiles
carrying 192 nuclear warheads. Trident crews are the cream of the Navy crop, and even the
sailors who fix the plumbing exhibit a white-collar decorum. The culture aboard ship is a
low-key, collegial one in which sailors learn to speak softly and share close quarters with an
ever-changing roster of shipmates. Being subject to strict security restrictions enhances a
sense of elitism and pride. To move up and take charge of a Trident submarine is an extraordinary
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feat in the Navy—fewer than half the officers qualified for such commands ever get them. When
Michael Alfonso took charge of the USS Florida, the crew welcomed his arrival. They knew he
was one of them—a career Navy man who joined up as a teenager and moved up through the
ranks. Past shipmates remembered him as basically a loner, who could be brusque but generally
pleasant enough. Neighbors on shore found Alfonso to be an unfailingly polite man who kept
mostly to himself.

The crew’s delight in their new captain was short-lived. Commander Alfonso moved swiftly
to assume command, admonishing his sailors that he would push them hard. He wasn’t joking—
soon after the Florida slipped into deep waters to begin a postoverhaul shakedown cruise, the new
captain loudly and publicly reprimanded those whose performance he considered lacking. Chief
Petty Officer Donald MacArthur, chief of the navigation division, was only one of those who suf-
fered Alfonso’s anger personally. During training exercises, MacArthur was having trouble keep-
ing the boat at periscope depth because of rough seas. Alfonso announced loudly, “You’re
disqualified.” He then precipitously relieved him of his diving duty until he could be recertified
by extra practice. Word of the incident spread quickly. Crew members, accustomed to the
Navy’s adage of “praise in public, penalize in private,” were shocked. It didn’t take long for this
type of behavior to have an impact on the crew, according to Petty Officer Aaron Carmody: “Peo-
ple didn’t tell him when something was wrong. You’re not supposed to be afraid of your captain,
to tell him stuff. But nobody wanted to.”

The captain’s outbursts weren’t always connected with job performance. He bawled out the
supply officer, the executive officer, and the chief of the boat because the soda dispenser he used to
pour himself a glass of Coke one day contained Mr. Pibb instead. He exploded when he arrived
unexpectedly at a late-night meal and found the fork at his place setting missing. Soon, a newslet-
ter titled The Underground was being circulated by the boat’s plumbers, who used sophomoric
humor to spread the word about the captain’s outbursts over such petty matters. By the time the
sub reached Hawaii for its “Tactical Readiness Evaluation,” an intense week-long series of inspec-
tions by staff officers, the crew was almost completely alienated. Although the ship tested well,
inspectors sent word to Rear Admiral Paul Sullivan that something seemed to be wrong on
board, with severely strained relations between captain and crew. On the Trident’s last evening
of patrol, much of the crew celebrated with a film night—they chose The Caine Mutiny and
Crimson Tide, both movies about Navy skippers who face mutinies and are relieved of command
at sea. When Humphrey Bogart, playing the captain of the fictional USS Caine, exploded over a
missing quart of strawberries, someone shouted, “Hey, sound familiar?”

When they reached home port, the sailors slumped ashore. “Physically and mentally, we
were just beat into the ground,” recalls one. Concerned about reports that the crew seemed
“despondent,” Admiral Sullivan launched an informal inquiry that eventually led him to
relieve Alfonso of his command. It was the first-ever firing of a Trident submarine com-
mander. “He had the chance of a lifetime to experience the magic of command, and he
squandered it,” Sullivan said. “Fear and intimidation lead to certain ruin.” Alfonso himself
seemed dumbfounded by Admiral Sullivan’s actions, pointing out that the USS Florida
under his command posted “the best-ever grades assigned for certifications and inspections
for a postoverhaul Trident submarine.”

QUESTIONS

1. Analyze Alfonso’s impact on the crew in terms of love versus fear. What might account
for the fact that he behaved so strongly as captain of the USS Florida?

2. Which do you think a leader should be more concerned about aboard a nuclear submarine—
high certification grades or high-quality interpersonal relationships? Do you agree with
Admiral Sullivan’s decision to fire Alfonso? Discuss.

3. Discuss Commander Alfonso’s level of emotional intelligence in terms of the four com-
ponents listed in the chapter. What advice would you give him?

Source: Based on Thomas E. Ricks, “A Skipper’s Chance to Run a Trident Sub Hits Stormy Waters,” The Wall Street
Journal (November 20, 1997), pp. A1, A6.
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YOUR LEADERSHIP CHALLENGE

After reading this chapter, you should be able to:

e Combine a rational approach to leadership with a concern for people and ethics.

¢ Understand how leaders set the ethical tone in organizations and recognize the distinction between
ethical and unethical leadership.

Recognize your own stage of moral development and ways to accelerate your moral maturation.
Know and use mechanisms that enhance an ethical organizational culture.
Apply the principles of stewardship and servant leadership.

Recognize courage in others and unlock your own potential to live and act courageously.
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y the time she was shot in the head in an assassination attempt by Taliban

gunmen in October 2012, 14-year-old Malala Yousafzai had been a leader in

the fight for girls’ education in Pakistan for more than three years. Yousafzai
began writing a blog under a pseudonym for the BBC at the age of 11, detailing her
life under Taliban rule, their control of the Swat Valley, and her advocacy of
education for girls. After the Pakistan military ousted the militants from her region,
Yousafzai began speaking publicly. A New York Times documentary and interviews
by both print and television media raised her profile further and put her in the direct
aim of the Taliban. After life-saving surgeries in Pakistan following the shooting,
Yousafzai was flown to Birmingham, England, where she underwent numerous
more surgeries—and where, within six months, she returned to school. The Taliban
has vowed that they will keep trying to kill Yousafzai, but the young leader remains
committed. According to one of the doctors who treated her, “She’s not naive at all
about what happened to her and the situation in terms of her high profile. She’s
incredibly determined to continue to speak for her cause.”’

Malala Yousafzai knew very early in life that being an influential leader means
learning who you are and what you stand for, and then having the courage to act.
Leaders demonstrate confidence and commitment in what they believe and what
they do. A deep devotion to a cause or a purpose larger than one’s self sparks the
courage to act, as it does for Malala Yousafzai, who said upon her return to school,
“I want all girls in the world to have this basic opportunity.”?

167
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In addition, Malala Yousafzai’s story illustrates that real leadership has less to do
with making use of other people than with serving other people. Placing others ahead
of oneself is a key to successful leadership, whether in social activism, politics, war,
education, sports, social services, or business.

This chapter explores ideas related to courage and moral leadership. In the
previous chapter, we discussed mind and emotion, two of the three elements that
come together for successful leadership. This chapter focuses on the third element,
spirit—on the ability to look within, to contemplate the human condition, to think
about what is right and wrong, to see what really matters in the world, and to have
the courage to stand up for what is worthy and right. We begin by looking at the
situation in which most organizations currently operate, the dilemma leaders face in
the modern world, and the importance of leaders setting an ethical tone within the
organization. Next we explore how leaders can act in a moral way, examine a
model of personal moral development, and look at the importance of stewardship
and servant leadership. The final sections of the chapter explore what courage
means and how leaders develop the courage for moral leadership to flourish.

MORAL LEADERSHIP TODAY

The names of once-revered corporations such as AIG, Lehman Brothers, Bear
Stearns, and Countrywide have become synonymous with greed, deceit, arrogance,
or lack of moral conscience. Although the high-profile stories of ethical misconduct
in organizations have slowed a bit, there are plenty of leaders still on the hot seat
because of immoral or unethical behavior: Brian Dunn of Best Buy and Mark Hurd
of Hewlett-Packard both resigned under pressure due to inappropriate relationships
with female employees. Scott Thompson resigned as CEO of Yahoo after only four
months on the job because reports revealed he had inaccurately claimed on his
resume that he had a degree in computer science.” And at the nonprofit Wyckoff
Heights Medical Center in one of the poorest neighborhoods in Brooklyn, an inves-
tigation revealed a pattern of insider dealing that lavishly benefitted top managers,
board members, and local politicians while damaging the organization to the point
that it might be closed, further limiting health care options for the poor.*

The Ethical Climate in Business

Leaders face many pressures that challenge their ability to do the right thing. The
most dangerous obstacles for leaders are personal weakness and self-interest rather
than full-scale corruption.’ Pressures to cut costs, increase profits, meet the demands
of vendors or business partners, and look successful can all contribute to ethical
lapses. For example, during the recent housing and financial crisis, leaders at
Standard & Poor’s, the ratings agency, ignored ethical danger signals and chose to

NEW LEADER put short-term interests ahead of the truth in order to produce the ratings that were
ACTION MEMO desired by banks putting together mortgage deals. A civil suit filed by the U.S. Justice
As a leader, you can put ethical Department alleges that S&P leaders knowingly issued unwarranted high ratings to
values into action and set the maintain business.® Their actions and those of leaders in many other companies con-
example you want followers to tributed to the collapse of the housing market and a worldwide financial crisis.

live by. You can resist pressures Another challenge in today’s environment is an overemphasis on pleasing

to act unethically just to avoid
criticism or achieve short-term
gains.

shareholders, which may cause some managers to behave unethically toward
customers, employees, and the broader society.” Managers are under enormous
pressure to meet short-term earnings goals, and some even use accounting gimmicks
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or other techniques to show returns that meet market expectations rather than ones
that reflect true performance.® All leaders want their organizations to appear
successful, and they can sometimes do the wrong thing just so they will look good
to others. The question for leaders is whether they can summon the fortitude to do
the right thing despite outside pressures. “Life is lived on a slippery slope,” says
Harvard Business School’s Richard Tedlow. “It takes a person of character to
know what lines you don’t cross.””

Leaders Set the Ethical Tone

Top leaders in particular are facing closer scrutiny because what goes on at the top
sets the standard for the rest of the organization. In a study of Fortune 100 compa-
nies, fully 40 percent were found to have been engaged in activities that could be
considered unethical.'® Moreover, researchers concluded that the misdeeds in
many cases could be traced to the failure of top executives to enforce and live up
to high ethical standards.

Leaders carry a tremendous responsibility for setting the ethical climate and
acting as positive role models for others.'! Leaders signal what matters through
their behavior, and when leaders operate from principles of selfishness and greed,
many employees come to see that type of behavior as okay. At the now-defunct
Bear Stearns, for example, senior executives were openly arrogant and ambitious
for personal successes, and they built a “sharp-elbowed, opportunistic culture” in
which rules and basic standards of fairness, honesty, and honor could be bent for
the sake of achieving personal gain.'> Contrast the Bear Stearns approach to the
culture Denise Ramos is building at ITT.

Denise Ramos and Jennifer Schiavone, ITT

[TT, a diversified global industrial corporation, was founded in the early twentieth century, but
when the corporation spun off its defense and water businesses in October 2011, it essentially
became a “100-year-old startup,” as chief communications officer Jennifer Schiavone puts it.
Many companies would start building the brand by taking an external approach, but Schiavone’s-
team and new CEO Denise Ramos took the opposite approach—building the company's reputa-
tion from the inside out with a culture of trust, engagement, and integrity.

Ramos went on a global listening tour, meeting with employees at all levels, some-
times individually or in small teams, other times in large town-hall-style gatherings. The
result of all this listening was the “ITT Way,” a code that encapsulates the core values of
respect, responsibility, and integrity and defines how the company uses them to meet the
needs of employees, customers, business partners, shareholders, and the communities
where [TT operates.

Putting values on paper is easy. Acting on them is what counts. Ramos works hard to
see that managers at all levels “walk the talk.” She tells a story about the manager at one
unit in Latin America who faced a difficult choice: he could pay a bribe and make a sale
that would enable him to meet his financial goals for the quarter, or he could refuse to
pay, lose the sale, and miss his targets. He chose the latter option, and top executives
went out of their way to congratulate him on missing his numbers for the quarter. Achieving
sales and earnings targets is good, says Ramos, but when people do the right thing, “that’s
the time to celebrate”

Copyright 2015 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.


http://www.downloadslide.com/

170

NEW LEADER
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Go to Leader's Self-Insight 6.1
and complete the questions to
learn whether your behavior
and decisions suggest that you
will be an ethical leader.
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EXHIBIT 6.1 Comparing Ethical versus Unethical Leadership

The Ethical Leader The Unethical Leader
Possesses humility Is arrogant and self-serving
Maintains concern for the greater good Excessively promotes self-interest
Is honest and straightforward Practices deception

Fulfills commitments Breaches agreements

Strives for fairness Deals unfairly

Takes responsibility Shifts blame to others

Shows respect for each individual Diminishes others' dignity
Encourages and develops others Neglects follower development
Serves others Withholds help and support
Shows courage to stand up for what is right Lacks courage to confront unjust acts

Source: Based on Donald G. Zauderer, “Integrity: An Essential Executive Quality,” Business Forum (Fall 1992), pp. 12-16.

Denise Ramos is building a culture of integrity and ethical leadership at ITT by
modeling ethical values and rewarding other managers for doing the same. Exhibit 6.1
compares ethical and unethical leadership. The behaviors listed in column 1 contribute
to an organizational climate of trust, fairness, and doing the right thing, such as the one
Denise Ramos is building at ITT. Column 2 lists the opposite behaviors, which contrib-
ute to a climate ripe for ethical and legal abuses, such as at Bear Stearns.'*

Ethical leaders aren’t preoccupied with their own importance. They keep the
focus on employees, customers, and the greater good rather than taking every
opportunity to satisfy their self-interest, feed their greed, or nourish their egos.
Unethical leaders typically pay more attention to gaining benefits for themselves
rather than for the company or the larger society. For example, an investigation of
New York State’s pension fund for public workers found that former New York
Comptroller Alan Hevesi and other political leaders and advisors accepted millions
in sham consulting fees, travel expenses, campaign contributions, and other favors
in exchange for giving specified investment firms parts of the fund to manage,
enabling the firms to earn hefty management fees. Hevesi and advisor Hank Morris
both pleaded guilty to felony corruption charges. Hevesi was paroled in February
2013 after serving 20 months in prison.

Also shown in Exhibit 6.1, ethical leaders are honest with employees, partners,
customers, vendors, and shareholders. They strive for fairness and take care to
honor their agreements or commitments to others. Unethical leaders, on the other
hand, often practice deception. In a USA Today survey some years ago, 82 percent
of CEOs said they lied about their golf scores. Sure, it’s a small thing, but little by
little, dishonesty can become a way of life and business.'®

Ethical leaders tend to share the credit for successes and accept the blame when
things go wrong, whereas unethical leaders often take credit for followers” accom-
plishments and diminish the dignity of others by treating people with discourtesy
and disrespect. Ethical leaders help followers develop their potential and have a
role in decision making, whereas unethical leaders often see followers as a means
to an end.

Finally, one of the primary ways leaders contribute to an ethical organization is
by speaking up against acts they believe are wrong. If a leader knows someone is
being treated unfairly by a colleague and does nothing, the leader is setting a
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© False True
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values that guide my actions. checked above. Total Score —_. Your score for the
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mistakes and failures. to become an ethical leader as described in Exhibit 6.1.
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I t.ake. the time to assess my vides a clue about your level of moral development shown
principles and v.alues. in Exhibit 6.4. The postconventional level of development
2 have a reputation among my means that you consider principles and values, take per-
frlencljs andicommorkeisiios sonal responsibility, and do not blame others. A high
k‘?ep'“‘%’ i) B score suggests that you have a highly developed moral
& L |r1tent|onall.y [efiscHomy sense. A lower score suggests you may be at the conven-
IS ELES 8 (R (1) tional or even pre-conventional level. Reflect on what your
EETOTETES, score means to you.
7. When someone asks me to keep a
confidence, | aIways do so Source: Based on and adapted from Doug Lennick and Fred Kiel,
completely. [ — Moral Intelligence: Enhancing Business Performance and Leadership
8. When things go wrong, | seldom Success (Upper Saddle River, NJ: Cordon School Publications, 2005),

. pp. 251-263.
blame others or circumstances.

precedent for others to behave unfairly as well. Peers and subordinates with lax ethical
standards feel free to act as they choose. Consider what happened at Pennsylvania State
University. In 2001, Mike McQueary, at the time a graduate assistant in the football
program, reported to the head football coach Joe Paterno that he saw defensive coordi-
nator Jerry Sandusky possibly sexually abusing a young boy in the locker room. Athletic
director Tim Curley and at least two top administrators also soon learned of the inci-
dent. But no one took the next step to stop the immoral (and illegal) behavior, and
Sandusky went on to molest more boys before one of his victims brought the abuse to
light. More than 10 years after McQueary’s initial report, Sandusky was convicted on
45 counts of child sexual abuse. The courts and the public were astonished to learn
how many people apparently knew about Sandusky’s behavior and did nothing beyond
talking with Sandusky and urging him to get professional help.'”

How can leaders turn a blind eye to such behavior? The fact is that most man-
agers have a natural inclination to protect the organization. In addition, leaders have
to fight against a tendency for people “to see what we want to see, not see what we
don’t want to see, and to hope a problem will go away on its own,” a tendency that
causes leaders such as those at Penn State to make decisions “that later come to be
seen by others as ethically indefensible.”'® Penn State leaders aren’t alone in this
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tendency to protect the organization even at the risk of allowing unethical or illegal
behavior to continue. For many reasons, it is often hard to stand up for what is right,
but this is a primary way in which leaders create an environment of integrity.

ACTING LIKE A MORAL LEADER

At Penn State, numerous leaders were guilty of putting winning football games and
protecting the school’s reputation ahead of morality. At other organizations, leaders
may put meeting economic goals ahead of doing the right thing. Companies that get
into ethical trouble typically have top leaders who make quarterly earnings and the
share price their primary purpose of business and the most important measure of
individual and organizational success.'” When leaders forget that business is about
values and not just economic performance, organizations and the broader society
are hurt in the process.

Moral leadership doesn’t mean ignoring profit and loss, share price, production
costs, and other hard, measurable facts, but it does require recognizing and adhering
to ethical values and acknowledging the importance of human meaning, quality, and
higher purpose.’ Henry Ford’s century-old comment seems tailor-made for today’s
poor ethical climate: “For a long time people believed that the only purpose of industry
was to make a profit. They are wrong. Its purpose is to serve the general welfare.”?!

Despite the corporate realities of greed, competition, and the drive to achieve goals
and profits, leaders can act based on moral values and encourage others to develop and

NEW LEADER use moral values and adhere to ethical standards of conduct in the workplace. The single
ACTION MEMO most important factor in ethical decision making in organizations is whether leaders
show a commitment to ethics in their talk and especially their bebavior.*> Employees

As a leader, you can drive fear . . L .
) learn about the values that are important in the organization by watching leaders.

out of the organization so that

followers feel comfortable re- Exhibit 6.2 lists some specific ways leaders act to build an environment that
porting problems or ethical allows and encourages people to behave ethically. Leaders create organizational sys-
abuses. You can establish clear tems and policies that support ethical behavior, such as creating open-door policies

ethics policies, reward ethical
conduct, and show zero toler-
ance for violations.

that encourage people to talk about anything without fear, establishing clear ethics
codes, rewarding ethical conduct, and showing zero tolerance for violations. Many
companies have hired high-level chief compliance officers to police managers and

EXHIBIT 6.2 How to Act Like a Moral Leader

Articulate and uphold high moral principles.

Focus on what is right for the organization as well as all the people involved.
Set the example you want others to live by.

Be honest with yourself and others.

Drive out fear and eliminate undiscussables.

Establish and communicate ethics policies.

Develop a backbone—show zero tolerance for ethical violations.

Reward ethical conduct.

O 0 N o W

Treat everyone with fairness, dignity, and respect, from the lowest to the highest level of the
organization.

10. Do the right thing in both your private and professional life—even if no one is looking.
Sources: Based on Linda Klebe Trevifio, Laura Pincus Hartman, and Michael Brown, “Moral Person and Moral Manager: How Executives

Develop a Reputation for Ethical Leadership,” California Management Review 42, no. 4 (Summer 2000), pp. 128-142; Christopher Hoenig,
“Brave Hearts,” CIO (November 1, 2000), pp. 72-74; and Patricia Wallington, “Honestly?!” CIO (March 15, 2003), pp. 41-42.
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EXHIBIT 6.3 More Than Wheels Core Values

At More Than Wheels our Core Values guide us in achieving our mission by working with clients and
partners towards the goal of building lasting financial outcomes for our clients.
Trust

We respect and believe in one another and in our customers.

We speak the truth to each other, even when it's hard.

We value one another's opinions.

Nonjudgmental

We deal with current reality, without judgment.

We are pragmatic and forward-looking.

Accountability

We live up to our agreements.

We are relentless about reaching our goals and creatively solving problems.
We do the very best we can for our clients.

Teamwork

We value collaboration.

Our success relies on teamwork.
Learning

We learn from one another and from our successes and failures.
We strive for continual and meaningful improvement in our work.

Source: More Than Wheels Mission and Core Values, http://www.morethanwheels.org/mission (Retrieved May 18, 2013).

employees.”> Most companies have established codes of ethics to guide employee
behavior or lists of core values that employees are expected to honor. Exhibit 6.3
lists the core values for More Than Wheels, which has a mission “To help strug-
gling individuals & families break the cycle of poor financial decision making by
using the car buying process to catalyze lasting change, financial stability and
control.”** Most importantly, leaders articulate and uphold high ethical standards,
and they behave morally even if they think no one is looking. If leaders cut corners
or bend the rules when they think they won’t get caught, they and their organiza-
tions will ultimately suffer the consequences.

There is some evidence that doing right by employees, customers, and the commu-
nity, as well as by shareholders, is good business. For example, a recent study of the top
100 global companies that have made a commitment to environmental sustainability
found they had significantly higher sales growth, return on assets, profits, and cash
flow from operations in at least some areas of business.>> Another review of the finan-
cial performance of large U.S. corporations considered “best corporate citizens” found
that they enjoy both superior reputations and superior financial performance.?® Simi-
larly, Governance Metrics International, an independent corporate governance ratings
agency in New York, reports that the stocks of companies run on more selfless princi-
ples perform better than those run in a self-serving manner.>”

BECOMING A MORAL LEADER

Leadership is not merely a set of practices with no association with right or wrong.
All leadership practices can be used for good or evil and thus have a moral dimen-
sion. Leaders choose whether to act from selfishness and greed to diminish others
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Moral leadership
distinguishing right from
wrong and doing right;
seeking the just, honest, and
good in the practice of
leadership

Preconventional level
the level of personal moral
development in which indi-
viduals are egocentric and
concerned with receiving
external rewards and avoid-
ing punishments

Conventional level

the level of personal moral
development in which peo-
ple learn to conform to the
expectations of good be-
havior as defined by collea-
ques, family, friends, and
society
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or to behave in ways that serve others and motivate people to expand their poten-
tial as employees and as human beings.”® Moral leadership is about distinguishing
right from wrong and doing right, seeking the just, the honest, the good, and the
right conduct in achieving goals and fulfilling purpose. Leaders have great influence
over others, and moral leadership uplifts people and enhances the lives of others.
Immoral leadership takes away from others in order to enhance oneself.?’

Leaders most often know what is right; the question becomes how they choose
to act on it and what internal strengths and external policies and processes are in
place to enable them to follow through on doing the right thing.>* One internal
characteristic that influences a leader’s capacity to make moral choices is the indivi-
dual’s level of moral development.*! Exhibit 6.4 shows a simplified illustration of
one model of personal moral development.

At the preconventional level, individuals are egocentric and concerned with
receiving external rewards and avoiding punishments. They obey authority and fol-
low rules to avoid detrimental personal consequences or satisfy immediate self-
interests. The basic orientation toward the world is one of taking what one can
get. Someone with this orientation in a leadership position would tend to be auto-
cratic toward others and use the position for personal advancement.

At level two, the conventional level, people learn to conform to the expectations
of good behavior as defined by colleagues, family, friends, and society. People at this
level follow the rules, norms, and values in the corporate culture. If the rules are to
not steal, cheat, make false promises, or violate regulatory laws, a person at this level
will attempt to obey. People at the conventional level adhere to the norms of the
larger social system. If the social system says it is okay to inflate bills to the government
or make achieving the bottom line more important than honesty and integrity, they will
usually go along with that norm also. Consider the recent cheating scandals that have
rocked several respected schools, including the Air Force Academy, Stuyvesant High
School in Manhattan, and Harvard University. Interviews with students and former
students at Stuyvesant indicate that many of them were simply going along with the

EXHIBIT 6.4 Three Levels of Personal Moral Development

Level 3: Postconventional
Follows internalized
universal principles of
justice and right. Balances
concern for self with
concern for others and the

Level 2: Conventional
Lives up to expectations
of others. Fulfills duties
and obligations of social
system. Upholds laws.

common good. Acts in an
independent and ethical
manner regardless of ex-
pectations of others.

Level 1: Preconventional
Follows rules to avoid
punishment. Acts in own
interest. Blind obedience
to authority for its own
sake.

Sources: Based on Lawrence Kohlberg, “Moral Stages and Moralization: The Cognitive-Developmental Approach,” in Moral
Development and Behavior: Theory, Research, and Social Issues, ed. Thomas Likona (Austin, TX: Holt, Rinehart and Winston, 1976),
pp. 31-53; and Jill W. Graham, “Leadership, Moral Development, and Citizenship Behavior,” Business Ethics Quarterly 5, no. 1
(January 1995), pp. 43-54.
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system, a culture in which students band together and cheat in a common understanding
that it is a “necessary evil” to reach their goals. Many classes have private Facebook
groups, for instance, where students can post full sets of answers to tests—one student
said it is expected that people will help each other out.>> Howard Gardner, a professor
at the Graduate School of Education, says “the ethical muscles [of students] have
atrophied” because of a broader societal culture that exalts success at any cost—going
along with the system.*?

At the postconventional level, sometimes called the principled level, leaders are
guided by an internalized set of principles universally recognized as just and right. Peo-
ple at this level may even disobey rules or laws that violate these principles. These inter-
nalized values become more important than the expectations of other people in the
organization or community. Would students at a postconventional level of moral devel-
opment cheat on tests as those mentioned above did, since others were cheating to get
ahead? A recent study suggests they would not. In a stock trading simulation, research-
ers gave randomly selected business school students “insider information” on actual
stock earnings, allowing them to accept or reject the information. Those students who
rejected the insider information scored higher on moral development, in the postcon-
ventional range, whereas those who accepted the information scored at lower levels.>*

Most adults operate at level two of moral development, and some have not
advanced beyond level one. Only about 20 percent of American adults reach the
third, postconventional level of moral development, although most of us have the
capacity to do so0.>’ A leader at this level is visionary, empowering, and committed
to serving others and a higher cause. These leaders can impartially apply universal
standards to resolve moral conflicts and balance self-interest with a concern for others
and for the common good. Research has consistently found a direct relationship
between higher levels of moral development and more ethical behavior on the
job, including less cheating, a tendency toward helpfulness to others, and the reporting
of unethical or illegal acts, known as whistleblowing.>®

SERVANT LEADERSHIP

What is a leader’s moral responsibility toward followers? Is it to limit and control

them to meet the needs of the organization? Is it to pay them a fair wage? Or is it to

enable them to grow and create and expand themselves as human beings?
Much of the thinking about leadership today implies that moral leadership involves

turning followers into leaders, thereby developing their potential rather than using a

leadership position to control or limit people. The ultimate expression of this leadership

approach is called servant leadership, which can best be understood by comparing it to

other approaches. Exhibit 6.5 illustrates a continuum of leadership thinking and prac-

tice. Traditional organizations were based on the idea that the leader is in charge of sub-

ordinates and the success of the organization depends on leader control over followers.

In the first stage, subordinates are passive—not expected to think for themselves but sim-

ply to do as they are told. Stage two in the continuum involves subordinates more

actively in their own work. Stage three is stewardship, which represents a significant

shift in mindset by moving responsibility and authority from leaders to followers. Postconventional level

the level of personal moral

Servant leadership represents a stage beyond stewardship, where leaders give up ~ development in which

control and make a choice to serve employees. Along the continuum, the focus of  leaders are guided by an

leadership shifts from leader to followers. In the following sections, we discuss internalized set of principles

. . . . . universally recognized
each stage of this leadership continuum in more detail. as right
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EXHIBIT 6.5 Changing Leader Focus from Self to Others

Stage 1 Stage 2 Stage 3 Stage 4

Control Participation Empowerment Service

Servant
leader

Participative Stewardship
leader leader

Control Centered in < > Control Centered
the Leader in the Follower

Authoritarian Management

The traditional understanding of leadership is that leaders are good managers who
direct and control their people. Followers are obedient subordinates who follow
orders. In Chapter 2, we discussed the autocratic leader, who makes the decisions
and announces them to subordinates. Power, purpose, and privilege reside with
those at the top of the organization. At this stage, leaders set the strategy and goals,
as well as the methods and rewards for attaining them. Organizational stability and
efficiency are paramount, and followers are routinized and controlled along with
machines and raw materials. Subordinates are given no voice in creating meaning
and purpose for their work and no discretion as to how they perform their jobs.
This leadership mindset emphasizes tight top-down control, employee standardiza-
tion and specialization, and management by impersonal measurement and analysis.

Participative Management

Since the 1980s, many organizations have made efforts to actively involve employ-
ees. Leaders have increased employee participation through employee suggestion
programs, participation groups, and quality circles. Teamwork has become an
important part of how work is done in most organizations. Studies indicate
that around 70 percent of the largest U.S. corporations have adopted some kind of
employee participation program or shifted to a team design. However, many
of these programs do not redistribute power and authority to lower-level workers.?”
The mindset is still paternalistic in that leaders determine purpose and goals, make
final decisions, and decide rewards. Employees are expected to make suggestions
for quality improvements, act as team players, and take greater responsibility for
their own jobs, but they are not allowed to be true partners in the enterprise.>®

© Cengage Learning
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Stewardship

Stewardship is a pivotal shift in leadership thinking. Stewardship means that leaders
are guardians and curators of organizational resources and values and they place
the long-term interests of the organization first.>’ As stewards, leaders empower fol-
lowers to make decisions and have control over how they do their own jobs. Four
principles provide the framework for stewardship.

1. Adopt a partnership mindset. Partnership can happen only when power and control
shift away from formal leaders to core employees. As partners, leaders and followers
are totally honest with one another, jointly responsible for defining vision and pur-
pose, and mutually accountable for outcomes that benefit the whole.

2. Give decision-making power and the authority to act to those closest to the work
and the customer. This means reintegrating the “managing” and the “doing” of
work, so that everyone becomes a leader and is also doing some of the core work
of the organization. Nobody gets paid simply to plan and manage the work of
others.

3. Tie rewards to contributions rather than formal positions. With stewardship,
everyone’s fortunes are connected to the success of the enterprise. Stewardship
involves redistributing wealth by designing compensation so that people can
make significant gains when they make exceptional contributions.

4. Expect core work teams to build the organization. Teams of employees define
goals, maintain controls, create a nurturing environment, and organize and
reorganize themselves to respond to a changing environment and marketplace.

Stewardship leaders guide the organization without dominating it and facilitate
followers without controlling them. At Julia’s House, a children’s hospice in Dorset
(United Kingdom) that has won numerous awards including The Sunday Times
Best Companies award, the CEO and all department heads sit in an open-plan
office with other staff to signal a partnership approach. The organization chart
was redesigned to read left to right rather than the usual vertical hierarchy.*® Stew-
ardship allows for a relationship between leaders and followers in which each
makes significant, self-responsible contributions to organizational success. In addi-
tion, it gives followers a chance to use their minds, bodies, and spirits on the job,
thereby allowing them to be whole human beings.

The Servant Leader

Servant leadership takes stewardship assumptions about leaders and followers one
step further. Robert Wood Johnson, who built Johnson & Johnson from a small
private company into one of the world’s greatest corporations, summarized his
ideas about management in the expression “to serve.” In a statement called “Our
Management Philosophy,” Johnson went on to say, “It is the duty of the leader to
be a servant to those responsible to him.”*' Johnson died decades ago, but his
beliefs about the moral responsibility of a leader are as fresh and compelling (and
perhaps as controversial) today as they were when he wrote them.

Servant leadership is leadership upside down. Servant leaders transcend self-
interest to serve the needs of others, help others grow and develop, and provide
opportunity for others to gain materially and emotionally. Fred Keller has built a
$250 million plastics manufacturing company, Cascade Engineering, by continuously
asking one question: What good can we do? Keller started the business 40 years ago
with six employees. Today, it has 1,000 employees in 15 business divisions. Keller
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NEW LEADER
ACTION MEMO

As a leader, you can apply the
principles of stewardship and
treat followers as true partners
by sharing power and author-
ity for setting goals, making
dedisions, and maintaining
control over their own work
and performance.

Stewardship

a belief that leaders are
deeply accountable to
others as well as to the
organization, without trying
to control others, define
meaning and purpose for
others, or take care of others

Servant leadership
leadership in which the
leader transcends self-
interest to serve the needs of
others, help others grow,
and provide opportunities
for others to gain materially
and emotionally
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NEW LEADER
ACTION MEMO

As a leader, you can put the
needs, interests, and goals of
others above your own and use
your personal gifts to help
others achieve their potential.
Complete the questionnaire in
Leader’s Self-Insight 6.2 to
evaluate your leadership ap-
proach along the dimensions of
authoritarian leadership, par-
ticipative leadership, steward-
ship, and servant leadership.
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has made serving others a cornerstone of the business. The company offers jobs to
welfare recipients, and Keller donates large amounts to various philanthropic causes,
both as an individual and through Cascade.*

There has been an explosion of interest in the concept of leader as servant in
recent years.*> Servant leadership was first described by Robert Greenleaf in his
book, Servant Leadership.** There are four basic precepts in Greenleaf’s model:*’

1. Put service before self-interest. In this view, the organization exists as much to
provide meaningful work to the person as the person exists to perform work
for the organization.

2. Listen first to affirm others. One of the servant leader’s greatest gifts to others
is listening authentically.

3. Inspire trust by being trustworthy. Servant leaders build trust by doing what
they say they will do, being honest with others, and focusing on the well-being
of others.

4. Nourish others and belp them become whole. Servant leaders care about fol-
lowers and believe in the unique potential of each person to have a positive
impact on the world.

The servant leader’s top priority is service to employees, customers, share-
holders, and the general public. Leadership flows out of the act of service because
it enables other people to grow and become all they are capable of being.*® For
organizational psychologist Adam Grant, serving others provides powerful motiva-
tion and creative energy, as described in the following example.

Adam Grant, Wharton School of the University of Pennsylvania

Adam Grant has been studying the power of service to others since he was an undergraduate
student at Harvard. He took a job selling advertisements for a travel guide series but didn't do
so well. Only when he met another student and learned that her job at the same company
was essential for paying her way through college did he find purpose and meaning in his
work. He eventually sold the largest advertising package in company history. “When | was
representing the interests of students, | was willing to fight to protect them,” he says.

Grant went on to earn a graduate degree in organizational psychology and now teaches
at the Wharton School, where he is the youngest-tenured and highest-rated professor. Grant
goes far beyond the typical professor in helping students. He writes lengthy letters of recom-
mendation for students or former students approximately 100 times a year. He provides intro-
ductions for students to influential people he knows. He answers hundreds of e-mail messages
a day from students, colleagues, and even people he doesn't know, providing information or
assistance. Helpfulness is the watchword Grant lives by. Moreover, he argues that the greatest
untapped source of motivation and productivity in organizations is service to others.

Grant has hard data from several experiments to back up his claim that focusing on the
contributions we make to improve other people’s lives makes us more motivated and
productive. For example, call center workers seeking donations to fund college scholarships
increased their effort and brought in 171Gercent more revenue after hearing a student
talk about how his life had been changed by a scholarship—even though the workers
themselves didn't think they had been influenced by the student’s brief talk.*”
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Your Servant Leadership Orientation

§ Instructions: Think about situations in which you were in a 14. | value cooperation over competi-
§ formal or informal leadership role in a group or organization. tion as a way to energize people.

é Imagine using your personal approach as a leader. To what 15. | involve others in planning and

S extent does each of the following statements characterize goal setting.

? your leadership? Please answer whether each item below is 16. | put people under pressure when
'g Mostly False or Mostly True for you. needed.

Scoring and Interpretation

Mostl Mostl . .
v Y There are four subscale scores that represent four dimensions

False True ) o - .
- of leadership—authoritarian, participative, stewardship, and
1. My actions meet the needs of . . . .
servant. For each dimension below, give yourself one point
others before my own. ? T
- for each Mostly True response to the items indicated.
2. | explicitly enable others to feel .
. . My leadership scores are:
ownership for their work.
3. | like to consult with people when Authoritarian, items 4, 8, 12, 16:
making a decision. _ Participative, items 2, 6, 10, 14:
4. I'm a perfectionist. — — Stewardship, items 3, 7, 11, 15:
5. | like to be of service to others. P — Servant, items 1, 5, 9, 13:
6. | try to learn the needs and per-
spectives of others. - These scores represent the four aspects of leadership called
7. | consciously utilize the skills and authoritarian, participative, stewardship, and servant as
talents of others. - described in the text and illustrated in Exhibit 6.5. A score
8. | am assertive about the right way of 3G4 on any of these dimensions would be considered
to do things. - above average, and a score of 0-1 is below average.
9. | give away credit and recognition Compare your four scores to each other to understand
to others. - your approach to stewardship and servant leadership. On
10. | believe that others have good which of the four dimensions would you like to have the
intentions. - highest score? The lowest? Study the specific questions on
11. | quickly inform others of devel- which you scored Mostly True or Mostly False to analyze o
opments that affect their work. - your pattern of strengths and weaknesses. It is not possible §
12. |tend to automatically take charge. to display all four dimensions of leadership simultaneously, g
13. | encourage the growth of others, so you should think about the dimension you want to §
expecting nothing in return. . emphasize to reflect your leader ideal. [}

Grant’s insights suggest that servant leadership can mean something as simple as
encouraging others in their personal development and helping them understand the
larger purpose in their work. ServiceMaster, which cleans and maintains hospitals,
schools, and other buildings, provides a good example. Leaders care how employees
feel about themselves, about their work, and about the people they interact with.
They instill a sense of dignity, responsibility, and meaningfulness in menial tasks like
scrubbing floors and cleaning toilets. One employee who works in a hospital, for
example, says she sees herself as part of a team that helps sick people get well.*®

LEADING WITH COURAGE

Leaders sometimes have to reach deep within themselves to find the courage and
strength of character to serve others, resist temptation, behave morally, or stand
up for ethical principles when others may ridicule them or when they may suffer
financially or emotionally for their actions.
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CCLeadership Some would say that without courage, leadership cannot exist.*” However,
for many leaders, particularly those working in large organizations, the impor-
tance of courage is easily obscured—the main thing is to get along, fit in, and do
whatever brings promotions and pay raises. In a world of stability and abun-

must start from
within—from

within the leader’s dance, leaders can often forget even the meaning of courage, so how can they
heart—where real know where to find it when they need it? In the following sections, we examine
courage resides.” the nature of leadership courage and discuss some ways courage is expressed in

organizations. The final section of the chapter explores the sources of leadership

Peter Voyer,
senior artillery officer in
the Canadian Army

courage.

What Is Courage?

Many people know intuitively that courage can carry you through deprivation, ridi-
cule, and rejection and enable you to achieve something about which you care
deeply. Courage is both a moral and a practical matter for leaders. A lack of courage
is what allows greed and self-interest to overcome concern for the common good.’®
Courage is the mental and moral strength to engage in, persevere through, and with-
stand danger, difficulty, or fear. Courage doesn’t mean the absence of doubt, confu-
sion, or fear, but the ability to act in spite of them when it is necessary for the greater
good. In fact, if there were no fear or doubt, courage would not be needed.

The courage to take risks has always been important for living a full, rewarding

Courage life, as discussed in the Consider This box. Yet the courage to resist jumping on the
the mental and moral bandwagon and taking unnecessary or unethical risks is equally important. For
strength T‘ihenga%e ‘”fd today’s organizations, things are constantly changing, and leaders thrive by solving

ersevere tnrougn, an . . .
5vithstand dar?ggr, daifﬁculty, problems through trial anc'l error. They create the future by moving forward in the
or fear face of uncertainty, by taking chances, by acting with courage.

Is It Worth the Risk?

© iStockphoto.com/JOE CICAK

To laugh ... is to risk appearing the fool.

To weep ... is to risk appearing sentimental.

To reach out ... is to risk involvement.

To expose feelings ... is to risk exposing your true self.

To place your ideas and dreams before a crowd ... is to risk rejection.

To love ... is to risk not being loved in return.

To live ... is to risk dying.

To hope ... is to risk despair.

To try ... is to risk failure.

But risks must be taken, because the greatest hazard in life is to risk nothing. Those who
risk nothing do nothing and have nothing.

They may avoid suffering and sorrow, but they cannot learn, feel, change, grow, or love.

Chained by their certitude, they are slaves; they have forfeited their freedom.

Only one who risks is free.

© Cengage Learning
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People experience all kinds of fears, including fear of death, mistakes, failure,
embarrassment, change, loss of control, loneliness, pain, uncertainty, abuse, rejection,
success, and public speaking. It is natural and right for people to feel fear when real
risk is involved, whether the risk is losing your life, losing your job, losing a loved
one, or losing your reputation.

However, many times it isn’t fear as an actual threat that holds people back,
but rather F.E.A.R., which stands for False Evidence Appearing Real. This kind of
“fear” arises not from a true threat but from our own thoughts. This type of fear
might be better termed anxiety, and this is what writer Seth Godin had to say about
it: “Anxiety is nothing but repeatedly re-experiencing failure in advance. What a
waste.”’? This reflects that many fears are learned and prevent people from doing
what they want. Adam Grant, the Wharton professor profiled earlier in this chap-
ter, for example, had a phobia about speaking in public, so he forced himself as a
graduate student to lecture as much as possible and take advantage of every oppor-
tunity to speak publicly so he could learn to step through the fear (really F.E.A.R.)
that was holding him back from achieving his goals.”® True leaders step through
these learned fears to accept responsibility, take risks, make changes, speak their
minds, and fight for what they believe.

Courage Means Accepting Responsibility Leaders make a real difference in the world
when they are willing to step up and take personal responsibility. Some people just let
life happen to them; leaders make things happen. Courageous leaders create opportu-
nities to make a difference in their organizations and communities. One example is
Malala Yousafzai, the young girl shot by the Taliban who was described in the chap-
ter opening example. A business example is John W. Rowe, former chairman and
CEO of Aetna. When Rowe, a gerontologist and professor of medicine, was hired in
2000, Aetna was in shambles. The investment community viewed Rowe’s appoint-
ment with skepticism. One analyst even told Rowe he expected the company’s perfor-
mance to decline with him in charge. Rowe didn’t let that bother him; he simply
accepted responsibility for fixing what was wrong and redefined the mission and
core values to focus on quality care, which he made the guiding principle for all com-
pany decisions. By the time Rowe retired in 2006, Aetna had gone from last place to
first in trustworthiness and went from losing $1 million to making $5 million a day.>*

Courage Often Means Nonconformity Leadership courage means going against the
grain, breaking traditions, reducing boundaries, and initiating change. Leaders are will-
ing to take risks for a larger, ethical purpose, and they encourage others to do so.

Going against the status quo can be difficult. Consider the case of Paula Reid,
who went against the “boys will be boys” status quo at the U.S. Secret Service in
breaking open the Cartagena prostitution scandal.

IN THE LEAD

Paula Reid, U.S. Secret Service

Prostitution is legal in Cartagena, Colombia, but when a U.S. Secret Service agent allegedly
refused to pay, it set off a scandal that got several agents fired and tarnished the agency’s
reputation. Paula Reid, the new supervising manager for the Miami office of the U.S. Secret
Service, a prestigious division that oversees the South American region, acted swiftly when
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As a leader, you can develop
the backbone to accept per-
sonal responsibility for achiev-
ing desired outcomes, going
against the status quo, and
standing up for what you be-
lieve. You can learn to push
beyond your comfort zone and
break through the fear that
limits you.

Abilene Paradox

the tendency of people to
resist voicing their true
thoughts or feelings in order
to please others and avoid
conflict
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she received a report of a disturbance at the hotel where agents preparing for President
Barack Obama's visit to Cartagena were staying. Reid didn't particularly care whether prosti-
tution was legal or illegal. The bottom line for her was that visits to strip clubs, heavy drink-
ing, and hiring prostitutes are not acceptable ethical behaviors for Secret Service agents
charged with protecting the president of the United States.

Based on information from the hotel manager, Reid swiftly rounded up a dozen
agents, ordered them out of the country, and notified her superiors that she had found evi-
dence of “egregious misconduct.” The resulting scandal threw the Secret Service into tur-
moil and put Director Mark Sullivan and other top leaders on the hot seat. Yet, for Reid,
the “boys will be boys” mentality is not acceptable in today’s world. “If every boss was
Paula Reid,” said a former agent, “the Secret Service would never have a problem. It would
be a lot more boring, but never a problem."*®

The U.S. Secret Service has apparently tolerated moral lapses in the behavior of
agents over the years, but Paula Reid believed that had to change. She acted in spite
of a potential internal backlash because she believed the actions of the agents both
hurt the agency’s reputation and damaged its ability to fulfill its protective and
investigative missions.

Most leaders initiating change find some cooperation and support, but they
also encounter resistance, rejection, loneliness, and even ridicule. It’s often easier
to stay with what is familiar, even if it will lead to certain failure, than to initiate
bold change.

Courage Means Pushing beyond the Comfort Zone To take a chance and improve
things means leaders have to push beyond their comfort zone. When people go
beyond the comfort zone, they encounter an internal “wall of fear.” A social
experiment from 30 years ago illustrates the wall of fear that rises when people
push beyond their comfort zone. To explore the web of unwritten rules that gov-
ern people’s behavior on New York City subways, Dr. Stanley Milgram asked
his first-year graduate students to board a crowded train and ask someone for
a seat. Milgram’s focus of interest soon shifted to the students themselves, as
the seemingly simple assignment proved to be extremely difficult, even trau-
matic. Most students found it decidedly uncomfortable to bluntly ask someone
for a seat. One now says of the experiment: “I was afraid I was going to throw
up.”’® People may encounter the internal wall of fear when about to ask some-
one for a date, confront the boss, break off a relationship, launch an expensive
project, or change careers. Facing the internal wall of fear is when courage is
needed most.

Courage Means Asking for What You Want and Saying What You Think Leaders have
to speak out to influence others. However, the desire to please others—especially the
boss—can sometimes block the truth. Everyone wants approval, so it is difficult to
say things when you think others will disagree or disapprove. Author and scholar
Jerry Harvey tells a story of how members of his extended family in Texas decided
to drive 40 miles to Abilene for dinner on a hot day when the car air conditioning
did not work. They were all miserable. Talking about it afterward, each person
admitted they had not wanted to go but went along to please the others. The Abilene
Paradox is the name Harvey uses to describe the tendency of people to not voice their
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Assess Your Moral Courage

£ Instructions: Think about situations in which you either 8. | speak out against organizational
f‘é assumed or were given a leadership role in a group or organi- injustice.
é zation. Imagine using your own courage as a leader. To what 9. I'stand up to people if they make
S extent does each of the following statements characterize offensive remarks.
§ your leadership? Please answer whether each item below is 10. I act according to my conscience
S Mostly False or Mostly True for you. even if it means | lose status and
© approval.
Mostly  Mostly
False True
1. | risk substantial personal loss to Scoring and Interpretation
achieve the vision. - Each question above pertains to some aspect of displaying
2. | take personal risks to defend my courage in a leadership situation. Add up your points for
beliefs. - Mostly True answers: —_ If you received a score of 7
3. Isaynoeveniflhavealottolose. or higher, you have real potential to act as a courageous
4. | consciously link my actions to leader. A score below 3 indicates that you avoid difficult
higher values. - issues or have not been in situations that challenge your
5. | don't hesitate to act against moral leadership. Is your score consistent with your under-
the opinions and approval of standing of your own courage? Look at the individual ques- 2
others. tions for which you scored Mostly False or Mostly True and  §
6. | quickly tell people the truth, think about your specific strengths and weaknesses. %
even when it is negative. Compare your score to that of other students. How might §
7. | feel relaxed most of the time. you increase your courage as a leader? Do you want to? ()

true thoughts because they want to please others.”” Courage means speaking your
mind even when you know others may disagree with you and may even deride you. NEW LEADER

Courage also means asking for what you want and setting boundaries. It is the ability ACTION MEMO
to say no to unreasonable demands from others, as well as the ability to ask for what

. .. Assess your level of leadershi
you want to help achieve the vision. ) b

courage by completing the ex-
ercise in Leader's Self-Insight 6.3.
Courage Means Fighting for What You Believe Courage means fighting for valued
outcomes that benefit the whole. Leaders take risks, but they do so for a higher pur-
pose. For example, Ashok Khemka has been a government worker in India for
21 years, and during that time period he has been demoted or transferred to
another department 43 times. Why? Because Khemka is a tireless fighter against
corruption, and sometimes he ruffles the wrong feathers. Some people—especially
bosses who are bending the rules—see him as a troublemaker, but India’s anti-
corruption activists and many people in the community fully support him. “There
are two kinds of government officers—officers who work only to please their politi-
cal masters, and other officers [like Khemka] who work to uphold the law, who

work for justice and the poor,” said advocate Kuldip Tiwari.*®

How Does Courage Apply to Moral Leadership?

There are many people working in organizations who have the courage to be
unconventional, to step up and take responsibility, and to do what they believe is
right. Balancing profit with people, self-interest with service, and control with stew-
ardship requires individual moral courage.
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Acting Like a Moral Leader Requires Personal Courage To practice moral leader-
ship, leaders have to know themselves, understand their strengths and weaknesses,
know what they stand for, and often be nonconformists. Honest self-analysis can be
painful, and acknowledging one’s limitations in order to recognize the superior abil-
ities of others takes personal strength of character. In addition, moral leadership
means building relationships, which requires listening, having significant personal
experiences with others, and making yourself vulnerable—qualities that frighten
many people. Yet, by getting close and doing what is best for others—sharing the
good and the bad, the pain and anger as well as the success and the joy—Ileaders
bring out the best qualities in others.’”

An example of this in practice is when William Peace had to initiate a layoff as
general manager of the Synthetic Fuels Division of Westinghouse. Peace had the
courage to deliver the news about layoffs personally. He took some painful blows
in the face-to-face meetings he held with the workers to be laid off, but he believed
allowing people to vent their grief and anger at him and the situation was the moral
thing to do. His action sent a message that leaders valued employees as human
beings with feelings. Thus, employees rededicated themselves to helping save the
division.®® For Peace, the courage to practice moral leadership by personally facing
employees gained respect, renewed commitment, and higher performance, even
though he suffered personally in the short run.

Opposing Unethical Conduct Requires Courage Whistleblowing means employee dis-
closure of illegal, immoral, or unethical practices in the organization.®' One recent
example is Charles M. Smith, who was the senior civilian overseeing the U.S.
Army’s multibillion-dollar contract with KBR when he faced a test of courage.
Smith couldn’t find evidence justifying more than $1 billion in costs for food, hous-
ing, and others services from the contractor, but he was being asked to approve the
payments anyway. He refused to sign off, despite pressures from both Army and
civilian officials. Smith was removed from his job and transferred to another posi-
tion. He retired soon afterward and went to the media with the story.®?
As this example shows, it is highly risky for employees to blow the whistle
Whistleblowing because they may lose their jobs, be ostracized by coworkers, or be transferred to
employee disclosure of - undesirable positions. Michael Woodford, former president and CEO of Olympus,

gal, immoral, or unethical > - ] - ) -
practices in the organization  describes what it was like to be at the center of a major whistleblowing scandal.

Michael Woodford, Olympus

Michael Woodford had been with camera maker Olympus for 30 years when he was named
president and CEO in early 2011. That appointment turned out to be the end of his career
with the company as well.

Woodford soon discovered that unauthorized payments had been made to third par-
ties in an effort to hide significant losses. He went to the board, but they ignored his find-
ings. ‘I begged them to do what was right. | was the president and | was trying to expose a
fraud,” he says.

After he went public, Woodford was voted out of a job. He describes what happened
next: “I was petrified. You feel your career is slipping away. You fear for your safety ... there
were implications of ‘anti-social forces,’” which means the yakuza [Japanese mafial."
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Woodford says as painful as the experience was, it was a huge education, and he has no
regrets for doing the right thing. The entire board at Olympus eventually resigned, and
three senior executives pleaded guilty to fraud.®®

Most whistleblowers, like Charles Smith and Michael Woodford, realize they
may suffer financially and emotionally, but they act courageously to do what they
think is right. As Woodford says, “If you know something is wrong and you don’t
deal with it, you are complicit.”®*

Finding Personal Courage

How does a leader find the courage to step through fear and confusion, to act
despite the risks involved? All of us have the potential to live and act courageously.
There are a number of ways leaders can unlock the courage within themselves,
including committing to causes they believe in, connecting with others, harnessing
anger, and developing their skills.

Believe in a Higher Purpose Courage comes easily when we fight for something we
really believe in. Leaders who have a strong emotional commitment to a larger vision
or purpose find the courage to step through fear. When Charles Smith, the leader who
refused to pay KBR, was asked about his decision, he said, “Ultimately, the money
that was going to KBR was money being taken away from the troops, and I wasn’t
going to do that.”®® For Smith, caring about the well-being of soldiers gave him the
courage to refuse payments to a contractor that he believed were fraudulent. Noorjahan
Akbar, the 21-year-old founder of Young Women for Change, says numerous activists
fighting for women’s rights in Afghanistan have been injured or killed, but it
only strengthened their resolve to push for change. Akbar and others don’t risk their
lives just for the thrill of it. They do it for a cause they deeply believe in.

Draw Strength from Others Caring about others and having support from others is a
potent source of courage in a topsy-turvy world. Support for this proposition comes
from studies of the civil right movement in the Southern United States in the 1960s.
In the Mississippi Freedom Summer Project, young volunteers were recruited to regis-
ter black voters, run Freedom Schools, and raise civil rights awareness. Within days
of the volunteers arriving in Mississippi, three were kidnapped and killed. Through-
out the summer, dozens of churches were set on fire, safe houses were bombed, and
volunteers were shot at, beaten, and arrested. A quarter of the volunteers in the pro-
gram dropped out. Researchers have looked at what distinguished those who stayed
from those who left. The volunteers who stayed were far more likely to have what is
referred to as strong ties, close friends who were also in the program and people they
were close to back home who were deeply interested in their lives and activities.
Those who left the program were just as committed to the goals and purpose, but
they typically didn’t have the same social support.®”

People who feel alone in the world take fewer risks because they have more to
lose.®® Interestingly, although social media such as Twitter and Facebook has made
it easier for people to join with others to support social causes or push for change
within organizations, there is some evidence that social media actually reduces
strong ties (deep personal connections), making it harder for people to express
courage when they need it.®”
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As a leader, you can find your
personal courage by commit-
ting to something you deeply
believe in. You can welcome
potential failure as a means of
growth and development and
build bonds of caring and
mutual support with family,
friends, and colleagues to
reduce fear.
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LEADER'S BOOKSHELF

Courage Goes to Work: How to Build Backbones, Boost Performance,
and Get Results

Bill Treasurer, the author of Courage Goes
to Work, grew up in a household where
lessons about courage were treated as
importantly as lessons about history or
arithmetic. That gave him an early
understanding of courage as a skill that
is developed with practice and strength-
ened when it is used. The founder and
chief encouragement officer at Giant
Leap Consulting, Treasurer draws upon
his experiences helping people and
organizations be more courageous to
give us all some tips in this book.

THREE TYPES OF COURAGE

“Courage is, most often, a behavioral
response to a challenge,” writes Treasurer.
“As a manager, you have a responsibility,
indeed an obligation, to activate the cour-
age of those around you.” To tap into and
strengthen one’s own courage and the
courage of followers, leaders can under-
stand three types of courage that are
important in the workplace.

e Try Courage. This is the courage to
take initiative, to “step up to the
plate” rather than playing it safe. To

by Bill Treasurer

help followers practice try courage
skills, leaders help people build on
their strengths, provide challenging
assignments that require people to
stretch themselves, encourage novel
approaches and experimentation,
accept mistakes, and reward persis-
tence in the face of obstacles.

Trust Courage. The second type of
courage is the courage to trust and
rely on others. Leaders trust others
to gain trust in return. They give
people the benefit of the doubt,
and they give employees lots of lati-
tude in how to accomplish their
tasks. Leaders build trust courage
by respecting followers, being hon-
est but kind and courteous, and get-
ting to know people on an
emotional level. They can help fol-
lowers practice trust courage by
encouraging them to open up
about their feelings, desires, dreams,
and fears.

Tell Courage. have come to
believe that the TELL Courage
bucket is the one most in need of

“

filling,” says Treasurer. When people
are afraid to speak up about mis-
takes, voice contrary opinions, ques-
tion their leaders, and point out
wrongdoing, companies suffer, as
many leaders have learned in recent
years. Leaders build tell courage by
encouraging people to speak up,
genuinely listening to others, not
taking things personally, avoiding
blame and defensiveness, and,
when appropriate, acting on what
they are told.

MODELING COURAGE

“When your behaviors are directed by
courageous impulses, you are operating
out of your best and bravest self,” writes
Treasurer. “When other people witness
your newfound behaviors ... they grad-
ually step into their own courage, too.”
To help others find and develop their
courage means leaders must first find
and develop their own.

Source: Courage Goes to Work, by Bill Treasurer,
is published by Berrett-Koehler.

Harness Frustration and Anger If you have ever been really angry about something,
you know that it can cause you to forget about fear of failure, fear of embarrassment,
or fear that others won’t like you. Peggy Payne, now in her mid-60s, has had a highly
successful career as a journalist and author but says she still gets angry when she
thinks about not being chosen to attend the prestigious Governor’s School of North
Carolina when she was 16 years old. The anger, she says, helped fuel a commitment
to show everyone she could be successful.”’ Frustration and anger spurred Glenn
Mclntyre to found a company. After he was paralyzed in a motorcycle accident,
Mclntyre got angry every time he stayed at a hotel. His anger and frustration over
how poorly hotels served disabled guests gave him the courage to stop feeling sorry
for himself and start a new business, Access Designs. The firm helps hotels such as
Quality Suites and Renaissance Ramada redesign their space to be more usable for
disabled travelers.”' Anger, in moderate amounts, is a healthy emotion that provides
energy to move forward. The challenge is to harness anger and use it appropriately.”?

Take Small Steps In most cases within organizations, finding courage is a deliberate
act rather than an instantaneous response.”> Courage can be thought of as a decision-
making skill that is developed through conscious thought and practice. Courageous
leaders are not reckless and foolhardy; they typically are people who have developed
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the skills and resources they need to take a difficult stand or pursue a tough course of
action. In addition, courageous leaders can develop courageous followers by modeling
courage in their own behavior and by helping people practice courage, as described in
this chapter’s Leader’s Bookshelf.

One leader who was promoted to CFO was being pressured to restate restructur-
ing charges so it would look more favorable and help the stock price. Rather than sim-
ply refusing to do so, this leader developed an integrity campaign, reminding people of
the firm’s strong tradition of values-driven leadership. This provided support to other
leaders who didn’t want to go along with the unethical behavior but didn’t have the
courage to resist pressures from more senior executives.”* Good leaders remind them-
selves that dealing with difficult ethical issues is a crucial part of their jobs.

Now that you've read the chapter, check out how today’s leaders are applying these concepts.
Log in to CengageNOW to follow the leaders on Twitter.

Twitter

LEADERSHIP ESSENTIALS

® This chapter explored a number of ideas concerning moral leadership and lead-
ership courage. People want honest and trustworthy leaders. However, leaders
face many pressures that challenge their ability to do the right thing—pressures
to cut costs, increase profits, meet the demands of various stakeholders, and
look successful. Creating an ethical organization requires that leaders act
based on moral principles.

® Leaders are the symbols for the organization’s ethical climate. When they exces-
sively promote self-interest, practice deception and breach agreements, and lack
the courage to confront unjust acts, they hurt the organization and everyone
associated with it. Ethical leaders are humble, honest, and straightforward.
They maintain a concern for the greater good, strive for fairness, and demon-
strate the courage to stand up for what is right. Acting as a moral leader means
demonstrating the importance of serving people and society as well as increas-
ing profits or personal gain.

® One personal consideration for leaders is the level of moral development. Lea-
ders use an understanding of the stages of moral development to enhance their
own as well as followers” moral growth. Leaders who operate at higher stages
of moral development focus on the needs of followers and universal moral
principles.

® Ideas about control versus service between leaders and followers are changing
and expanding, reflected in a continuum of leader—follower relationships. The
continuum varies from authoritarian managers to participative managers to
stewardship to servant leadership. Leaders who operate from the principles of
stewardship and servant leadership can help build ethical organizations.

® The final sections of the chapter discussed leadership courage and how leaders
can find their own courage. Courage means having the mental and moral
strength to confront, persevere through, and withstand danger, difficulty, or
fear. Courageous leaders accept responsibility, take risks and make changes,
speak their minds, and fight for what they believe. Two expressions of courage
in organizations are moral leadership and ethical whistleblowing. Sources of
courage include belief in a higher purpose, connection with others, harnessing
anger, and developing courage step by step.
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DISCUSSION QUESTIONS

1. What are some pressures you face as a student that challenge your ability to do the right
thing? Do you expect to face more or fewer pressures as a leader? Discuss what some of
these pressures might be.

2. If most adults are at a conventional level of moral development, what does this mean
for their potential for moral leadership?

3. How might understanding the difference between “fear” and “F.E.A.R.,” as described
in the chapter, make you a better leader? Can you name an example from your own
life of “false evidence appearing real”?

4. One finding is that when leaders are under stress so that fear and risk increase, they
tend to revert to an authoritarian, command-and-control style. As a leader, how might
you find the courage to resist this tendency?

5. If you were in a position as a student similar to Mike McQueary at Pennsylvania State
University, what do you think you would do? Why?

6. Should serving others be placed at a higher moral level than serving oneself? Discuss.

If it is immoral to prevent those around you from growing to their fullest potential, are
you being moral?

8. Leaders at several organizations, including Hostess Brands (Twinkies), Sbarro, and Block-
buster, have gotten significant raises or bonuses shortly before the firms filed for bankruptcy.
The companies have argued that it was a necessary step to keep managers during a difficult
time. Do you think this is a legitimate argument from an ethical standpoint? Discuss.

9. Do you agree that it is important for leaders to do the right thing even if no one will
ever know about it? Why or why not?

10. A consultant recently argued that the emphasis on corporate governance and social
responsibility has distracted leaders from key business issues such as serving customers
and beating competitors. Do you agree? Should leaders put business issues first or ethi-
cal issues first?

| See ““\‘

{intine |
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LEADERSHIP AT WORK

Scary Person

Think of a person in your life right now who is something of a scary person for you. Scary
people are those you don’t really know but who are scary to you because you anticipate that
you won’t like them, perhaps because you don’t like the way they act or look from a distance,
and hence you avoid building relationships with them. A scary person might be a student at
school, someone at work, a neighbor, or someone you are aware of in your social circle.

Scary people trigger a small amount of fear in us—that is why we avoid them and don’t
really get to know them. A test of courage is whether you can step through your fear. You
will experience fear many times as a leader.

For this exercise, your assignment is to reach out to one or more scary persons in your
life. Invite the person for lunch or just walk up and introduce yourself and start a conversa-
tion. Perhaps you can volunteer to work with the person on an assignment. The key thing is
to step through your fear and get to know this person well enough to know what he or she
is really like.

After you have completed your assignment, share what happened with another person.
Were you able to reach out to the scary person? What did you discover about the scary per-
son? What did you discover about yourself by doing this activity? If you found the exercise
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silly and refused to do it, you may have let F.E.A.R. get the better of you by rationalizing
that the assignment has little value.

In Class: The instructor can give this assignment to be done prior to a specific class. During
class it is a good exercise for students to discuss their scary person experiences among them-
selves in small groups. The instructor can ask students to report to their groups about the
scary person, revealing as many details as they are comfortable with, explaining how they
summoned the courage to reach out, and the result. After the groups have finished their
exchange, the instructor can ask a couple of student volunteers to report their experiences
to the entire class. Then students can be asked questions such as: Looking back on this expe-
rience, what is courage? How was it expressed (or not) in this exercise? How will fear and
courage be part of your organizational leadership?

LEADERSHIP DEVELOPMENT: CASES FOR ANALYSIS

“What Should I Say?”

The sudden heart attack of his predecessor, Bill Andrews, propelled Russell Hart into a tem-
porary top management assignment for Kresk International in the company’s new Middle
East Division in Riyadh, Saudi Arabia. Kresk management had targeted Saudi as a must-
have division and was enthusiastic about the expansion.

After six months of a one-year assignment in Riyadh with travel throughout the Mid-
dle East, Russell was making a brief trip to Dallas to report at the semi-annual board meet-
ing before returning to Saudi. He understood that in addition to his assessment of the
company’s situation in the region, a portion of the board meeting would focus on the
improved health condition of Andrews and, based on that, a determination would be
made as to whether he or Bill Andrews would have the permanent assignment at the end
of the year. The two were close friends and had corresponded regularly over the past
months, and Russell looked forward to Bill’s full recovery and return to work. However,
single and adventurous by nature, Russell enjoyed the company’s top assignment and
hoped to impress management at the meeting so that he would be named director of the
Middle East Division.

“Here’s where my personal ambitions and my personal ethics collide,” Russell admitted
to his assistant Christopher Dunn as the Kresk corporate jet left Riyadh. “I mean, look at all
of this. It’s a dream job. It’s 77y dream job and I can do this. If anyone had told me back in
high school in Nebraska that I would be on a corporate jet flying from Saudi Arabia, I’d
have laughed them out of Sydney.”

“Excuse me, Russell, would you and Christopher care for anything to drink?” the cabin
attendant asked.

“Yes, a Jameson,” Russell said.

“Same here,” Christopher added.

As the attendant walked away, Russell leaned over, speaking quietly. “Corporate is so
enthusiastic about this region. They are expecting nothing short of a glowing report that
basically says, “Wow, we really hit the jackpot with this move.” And that’s what we’ve put
together here over the past few weeks. It looks fantastic! But my little man in here,” he
said, pointing to his stomach, “keeps nagging me—do I give them, “Wow, we hit the jackpot’
and become the darling of the company, or do I give them the truth, that we have some
potential serious problems with this division . . .”

“... And hand the job to Bill,” Christopher said as the drinks arrived.

“Exactly. By the end of the year, their numbers may look great and they may meet our
performance standards, but I have serious problems with the management here. I realize that
we’re working with a different culture and I can make allowances. I have no problem pacing
my day around their prayer obligations. I know to avoid any business during Ramadan or

| Check out CengageNOW
for additional cases with
| interactive activities.
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around the two Eids. I’ve become comfortable meeting a sheikh or sayyid* and I’ve even lost
my sense of self-consciousness when a businessman holds my hand to lead me into a room. I
can deal with all of these things. But there is a level here within the organization that bothers
me and that I think would bother most managers at headquarters and that’s what I struggle
with in this report. Should I be honest?”

“Well, you know—honesty is the best ...”

“Don’t say it. This is my career we’re talking about.”

“OK, what do you want to add—or not add?”

“The major problem here is Youssef Said,” Russell said.

“I know. But I think I would stay away from mentioning that. The company loves the guy.
Bill Andrews has been his champion because of excellent results, at least in the short run.”

“I don’t agree. And I think they won’t when they see him in action. I don’t understand
why Bill supports him.”

“They’ve seen him in action,” Christopher said.

“Oh, they’ve seen what he wants them to see. You and I have seen his interaction with
staff and employees on a daily basis. His mistreatment of people is appalling. I see a total
disregard for the opinions of others, and he seems to take considerable pleasure in humiliat-
ing people. He screams at them! A few have quit. 've questioned him about it a couple of
times and all he says is, ‘I know. Please understand ...” ”

“It is the way it is done here,” Christopher said, completing the phrase the two heard
on a regular basis.

“I don’t believe it is the way it’s done here. It’s not our culture, at least not in the U.S.
and Europe. I think this has always been his way. I wonder about the effects on morale, and
I think the people who work here will believe the company is in agreement with him and
that this is our policy,” Russell said. “Youssef has that little inner circle of family and friends
that he trusts and really nothing beyond that. To me, it seems he’s always working a deal,
bending a rule. I know that Arabs love to trade and love to negotiate, but there are too
many favors, too many unwritten agreements and payments, and I wonder if we should
intervene. I wonder if international laws or the company’s own ethics are being set aside. I
have serious doubts that this guy is going to work with the Kresk culture and our company
ethics. But do I need to include my concerns in this initial report ...”

“Or will you just be busting the board’s bubble, and raise doubts about Bill, or perhaps
they will doubt you and risk your shot at the job you want?”

“On the other hand, if I am seeing what I consider severe long-term problems and say noth-
ing now, in this report, and the problems show up later, will I be guilty of breaking a code of
ethics?” Russell paused. “So, Christopher, what do I say tomorrow at the board meeting?”

QUESTIONS

1. What do you think Russell Hart should include in his report about Youssef Said? Why?
What would you do in his position?

2. What amount or kind of courage will be required for Hart to disclose everything hon-
estly? How would you advise Hart to acquire that courage?

3. At which stage of Kohlberg’s moral development scale would you place Youssef Said,
Russell Hart, and Bill Andrews? Why?

Notes: *Descendant of the Prophet Mubammad

The Boy, the Girl, the Ferryboat Captain, and the Hermits
There was an island, and on this island there lived a girl. A short distance away there was
another island, and on this island there lived a boy. The boy and the girl were very much in
love with each other.

The boy had to leave his island and go on a long journey, and he would be gone for a
very long time. The girl felt that she must see the boy one more time before he went away.
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There was only one way to get from the island where the girl lived to the boy’s island, and
that was on a ferryboat that was run by a ferryboat captain. And so the girl went down to
the dock and asked the ferryboat captain to take her to the island where the boy lived. The
ferryboat captain agreed and asked her for the fare. The girl told the ferryboat captain that
she did not have any money. The ferryboat captain told her that money was not necessary:
“T will take you to the other island if you will stay with me tonight.”

The girl did not know what to do, so she went up into the hills on her island until she
came to a hut where a hermit lived. We will call him the first hermit. She related the whole
story to the hermit and asked for his advice. The hermit listened carefully to her story, and
then told her, “I cannot tell you what to do. You must weigh the alternatives and the sacri-
fices that are involved and come to a decision within your own heart.”

And so the girl went back down to the dock and accepted the ferryboat captain’s offer.
The next day, when the girl arrived on the other island, the boy was waiting at the dock to
greet her. They embraced, and then the boy asked her how she got over to his island, for he
knew she did not have any money. The girl explained the ferryboat captain’s offer and what
she did. The boy pushed her away from him and said, “We’re through. That’s the end. Go

away from me. I never want to see you again,” and he left her.

The girl was desolate and confused. She went up into the hills of the boy’s island to a hut
where a second hermit lived. She told the whole story to the second hermit and asked him what
she should do. The hermit told her that there was nothing she could do, that she was welcome
to stay in his hut, to partake of his food, and to rest on his bed while he went down into the
town and begged for enough money to pay the girl’s fare back to her own island.

When the second hermit returned with the money for her, the girl asked him how she
could repay him. The hermit answered, “You owe me nothing. We owe this to each other.
I am only too happy to be of help.” And so the girl went back down to the dock and
returned to her own island.

QUESTIONS

1.

List in order the characters in this story that you like, from most to least. What values

governed your choices?

Rate the characters on their level of moral development. Explain.

Evaluate each character’s level of courage. Discuss.
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YOUR LEADERSHIP CHALLENGE

After reading this chapter, you should be able to:

e Effectively manage both up and down the hierarchy.
¢ Recognize your followership style and take steps to become a more effective follower.
¢ Understand the leader’s role in developing effective followers.

Apply the principles of effective followership, including responsibility, service, challenging authority,
participating in change, and knowing when to leave.

Implement the strategies for effective followership at school or work.
Know what followers want from leaders and what leaders expect from followers.

Use feedback and leadership coaching to help followers grow and achieve their potential.
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the ocean. It’s been a great two days, learning about how to be a better leader

in today’s multicultural, social media-crazy workplace. Now the seminar is over
and the two middle managers are taking a stroll along the cliff before driving home
and returning to their regular work after the weekend. “You know,” says
Christopher, “this has all been enlightening, but I have such good subordinates that
if I decided to jump off this cliff they would jump with me.” Navarro hesitates, then
says, “I don’t know if I’d say they’re so good, Irv. If members of my team saw me
about to go over this cliff, they would stop me and tell me why I shouldn’t do it!”!

Which leader do you say has the best followers? Some experts on leadership and
followership would say that neither model reflects highly effective followers. Sure,
blindly following your leader in jumping off a cliff isn’t a good idea, but leaders
want followers who will not try to stop them from taking risks and pursuing
difficult challenges that are in the best interest of the organization. The best
followers see where the leader wants to go and why, and then help find the best
way to get there quickly, safely, and effectively.?

In this chapter, we examine the important role of followership, including the
nature of the follower’s role, what leaders want from followers, and the different

Irving Christopher and Angela Navarro are standing on a cliff looking out over
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styles of followership that individuals express. The chapter explores how effective
followers behave, discusses strategies for managing up, and looks at the sources of
power and courage for managing up. Finally, we look at what followers want from
leaders and examine the leader’s role in developing and supporting followers.

THE ART OF FOLLOWERSHIP

Leadership and followership are closely intertwined. Considering leadership the sole
basis for success of the organization is a flawed assumption, and it limits the opportu-
nity for people throughout the organization to accept responsibility and make active,
valuable contributions.® For any group or organization to succeed, there must be peo-
ple who willingly and effectively follow just as there must be those who willingly and
effectively lead. Followership is the testing ground, a place to learn skills valuable for
leadership. Moreover, leadership and followership are fundamental roles that indivi-
duals shift into and out of under various conditions. Everyone—leaders included—is
a follower at one time or another. Indeed, despite the focus on leadership, most of us
are more often followers than leaders.* Therefore, it is important for people to learn
to manage both up and down the hierarchy, as illustrated in Exhibit 7.1

Learn to Manage Up as Well as Down

Managing up . . . .

consciously and deliberately ~ Managing up means consciously and deliberately developing a meaningful, task-
?eY(elo‘pitn% a mia”ﬁ”gfu'r related, mutually respectful relationship with your direct superiors; offering insight,
ask-refated, mutua . . . e . .

respectful re\ationshi) with 1nforrpat10n, guidance, and initiative; and chall'engmg your superiors whep neces:
your direct superiors sary in order to enable all members to do their best work for the organization.

EXHIBIT 7.1 Good Leaders Manage Both Up and Down the Hierarchy

Managing
Up

—

Managing Down

Source: Based on Mark Hurwitz and Samantha Hurwitz, “The Romance of the Follower: Part 2, Industrial and Commercial Training
41, no. 4 (2009), pp. 199-206.
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People who effectively manage both up and down the hierarchy are more success-
ful. Leaders at higher organizational levels depend on their subordinates for infor-
mation, support, and assistance in accomplishing the organization’s goals, so your
boss needs you to manage up. In addition, your subordinates depend on you to
help them get the information, resources, support, and recognition they need and
deserve from higher levels. People like working for leaders who have influence
with their superiors because it enhances their own status in the organization and
helps them get what they need to do their jobs well.® You can’t be a really good
leader unless you manage the boss as skillfully as you manage employees.

Managing Up Presents Unique Challenges

Many new leaders are uncomfortable with the idea of managing their boss. Their over-
riding concern is pleasing the boss and keeping him or her happy. Therefore, they hesi-
tate to pass along any information that might not be welcome, and they avoid
questioning any of their superior’s assumptions, ideas, or decisions.” In the long run,
these self-protective strategies hurt the employee, the boss, and the organization.

One reason we may have difficulty managing upward is that we’re not “in con-
trol” in this relationship as we are in our relationships with subordinates. It is nat-
ural that we try to protect ourselves in a relationship where we feel we have little
control and little power.® Yet in reality we have more power than we know. Bosses
need our support—our talent, information, ideas, and honesty—in order to do their
jobs well, just as we need their support to do our best work. Everyone benefits
when leaders learn to effectively manage relationships with superiors as well as sub-
ordinates. Consider the following examples.

Irvin D. Yalom and Marcia Reynolds

Psychology professor Irvin D. Yalom has some interesting stories from his counseling experi-
ence with clients in individual and group therapy. One woman ranted at length in a group
therapy session about her boss, who never listened and refused to pay her any respect.
There's nothing funny about a bad boss, but the interesting thing about this client was
that as her work with Yalom continued, her complaints about her terrible boss persisted
through three different jobs with three different supervisors. It is likely that not only she
but also her supervisors, colleagues, and the companies where she worked suffered due to
her unproductive relationships with her superiors.

Contrast this woman's attitude and approach to that of Marcia Reynolds, who once
worked for a micromanaging boss who was always criticizing and correcting her work. Rey-
nolds decided to stop resenting his micromanaging and instead “act as though he were the
world's best boss with the world's best employee.” Instead of complaining and pushing back
when her boss micromanaged, Reynolds was cheerful and helpful. She says an interesting
thing happened: “When | stopped resisting, he started trusting me. When there was no longer
any resistance, he quit fighting. Doing that really empowered me.” As her boss increasingly
trusted Reynolds, his micromanaging continued to abate, their relationship continued to
improve, and both were happier and more productive. Reynolds was able to better do her
job and get her subordinates what they needed by learning to manage up.”
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Marcia Reynolds improved her relationship with her boss by understanding
that being supportive and helpful was more productive than being resentful.
To effectively manage up requires understanding what leaders want and need.

WHAT YOUR LEADER WANTS FROM YOU

Leaders and organizational situations vary, but there are some qualities and behaviors
that every good leader wants from his or her followers. The following are ones that have
been shown to contribute to productive and rewarding leader—follower relationships.'°

1. A Make-It-Happen Attitude. Leaders don’t want excuses. They want results. A
leader’s job becomes smoother when he or she has followers who are positive
and self-motivated, who can get things done, who accept responsibility, and
who excel at required tasks. Leaders value those people who propose ideas,
show initiative, and take responsibility when they see something that needs to
be done or a problem that needs to be solved. For example, when the night jan-
itor at FAVI, a French copper-alloy foundry, was cleaning one night, the phone
rang and she answered it to discover that an important visitor to the company
had been delayed and was now waiting at the airport without the promised ride
to his hotel. (FAVI’s CEO had left the airport when the visitor didn’t arrive as
expected.) The janitor took the keys to one of the company cars, drove 90 min-
utes to pick up the visitor and deliver him to his hotel, then went back to finish
the cleaning she had interrupted three hours earlier. Although this was nowhere
close to being within her official job duties, the employee knew that leaders in
the company valued and rewarded people who had the gumption to take
responsibility for getting things done."!

2. A Willingness to Collaborate. Leaders are responsible for much more in the
organization than any individual follower’s concerns, feelings, and perfor-
mance. Each follower is a part of the leader’s larger system and should realize
that his or her actions affect the whole. Larry Bossidy, former chairman and
CEO of AlliedSignal and of Honeywell, tells about a conflict between the
heads of manufacturing and marketing at one organization The two managers
didn’t communicate with one another, so inventories were always out of whack.
The CEO finally had to fire them both because their refusal to cooperate was hurt-
ing the organization. They got their jobs back when they jointly called and said
they got the point and would change their behavior.'

3. The Motivation to Stay Up-to-Date. Bosses want followers to know what is hap-
pening in the organization’s industry or field of endeavor. In addition, they want
people to understand their customers, their competition, and how changes in tech-
nology or world events might affect the organization. Most people try to learn all
they can in order to get a job, but they sometimes grow complacent and fail to stay
current with what’s going on outside the narrow confines of their day-to-day work.

4. The Passion to Drive Your Own Growth. Similarly, leaders want followers
who seek to enhance their own growth and development rather than depending
solely on the leader to do it. Anything that exposes an individual to new people
and ideas can enhance personal and professional development. One example is
when followers actively network with others inside and outside the organiza-
tion. Another is when followers take on difficult assignments, which demon-
strates a willingness to face challenges, stretch their limits, and learn.
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STYLES OF FOLLOWERSHIP

Despite the importance of followership and the crucial role that followers play in
the success of any endeavor, research on the topic is limited. One theory of follow-
ership was proposed by Robert E. Kelley, who conducted extensive interviews with
leaders and followers and came up with five styles of followership.'® These follow-
ership styles are categorized according to two dimensions. The first dimension is the
quality of independent, critical thinking versus dependent, uncritical thinking. Critical
thinking means approaching subjects, situations, and problems with thoughtful
questions and in an unbiased way, gathering and assessing ideas and information
objectively, and mentally penetrating into underlying implications of various alter-
natives. This recalls our discussion of mindfulness in Chapter 5; independent critical
thinkers are mindful of the effects of their and other people’s behavior on achieving
organizational goals. They are aware of the significance of their own actions and
the actions of others. They can weigh the impact of decisions on the vision set
forth by a leader and offer constructive criticism, creativity, and innovation. Con-
versely, a dependent, uncritical thinker does not consider possibilities beyond what
he or she is told, does not contribute to the cultivation of the organization, and
accepts the leader’s ideas without assessing or evaluating them.

According to Kelley, the second dimension of followership style is active versus
passive behavior. An active individual participates fully in the organization, engages
in behavior that is beyond the limits of the job, demonstrates a sense of ownership,
and initiates problem solving and decision making. A passive individual is charac-
terized by a need for constant supervision and prodding by superiors. Passivity is
often regarded as laziness; a passive person does nothing that is not required and
avoids added responsibility.

The extent to which one is active or passive and is a critical, independent thinker
or a dependent, uncritical thinker determines whether he or she is an alienated fol-
lower, a passive follower, a conformist, a pragmatic survivor, or an effective follower,
as shown in Exhibit 7.2.

The alienated follower is an independent, critical thinker but is passive in the
organization. Alienated followers are often effective followers who have experi-
enced setbacks and obstacles, perhaps promises broken by superiors. Thus, they
are capable, but they focus exclusively on the shortcomings of the organization
and other people. Often cynical, alienated followers are able to think independently,
but they do not participate in developing solutions to the problems or deficiencies
they see. For example, Barry Paris spent more than 10 years writing on and off for

EXHIBIT 7.2 Followership Styles

Follower Type Thinking Style Level of Engagement

Alienated Follower Independent, critical thinker Passive in the organization

Conformist Dependent, uncritical thinker Active in the organization

Pragmatic Survivor Both as needed Both as needed

Passive Follower Dependent, uncritical thinker Passive in the organization

Effective Follower Independent, critical thinker Active in the organization

Source: Based on information in Robert E. Kelley, The Power of Followership (New York: Doubleday,1992)
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Critical thinking
thinking independently and
being mindful of the effects
of one’s own and other
people’s behavior on
achieving the organization's
vision

Uncritical thinking
failing to consider possibili-
ties beyond what one is told;
accepting the leader’s ideas
without thinking

Alienated follower

a person who is an inde-
pendent, critical thinker but
is passive in the organization.
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NEW LEADER
ACTION MEMO

Complete the questionnaire in
Leader's Self-Insight 7.1 to
evaluate how well you carry
out a followership role.

Conformist
a follower who participates
actively in the organization
but does not utilize critical
thinking skills in his or her
task behavior

Pragmatic survivor

a follower who has qualities
of all four extremes (alien-
ated, effective, passive, con-
formist), depending on
which style fits with the
prevalent situation

Passive follower

a person in an organization
who exhibits neither critical,
independent thinking nor
active participation

Effective follower

a critical, independent
thinker who actively partici-
pates in the organization
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the Pittsburgh Post-Gazette, where he was known for his bad attitude and lack of
enthusiasm and teamwork. Eventually Paris realized that he wasted that time rumi-
nating over what he perceived as the hypocrisy of journalistic objectivity. “I could
never resign myself to it,” says Paris. Thus, rather than doing his best and trying to
help others maintain standards of integrity and objectivity, he allowed hostility and
cynicism to permeate his work.'

The conformist participates actively in the organization but does not utilize criti-
cal thinking skills in his or her task behavior. In other words, a conformist typically
carries out any and all orders regardless of the nature of those tasks. The conformist
participates willingly but without considering the consequences of what he or she is
being asked to do—even at the risk of contributing to a harmful endeavor. For exam-
ple, the thousands of people who have lost their homes to foreclosure can blame not
only top executives in firms like Countrywide, Fannie Mae, and IndyMac Bank who
embraced the rampant sale of subprime mortgages (sometimes called liars’ loans) but
also many conformist managers and employees who blindly went along with the
strategy. In his book The Foreclosure of America, former Countrywide executive
Adam Michaelson writes of the groupthink and blind conformity that squelched
resistance and led people to go along with company actions even if they thought
they were wrong.'> A conformist is concerned only with avoiding conflict. This style
often results from rigid rules and authoritarian environments in which leaders per-
ceive subordinate recommendations as a challenge or threat.'®

The pragmatic survivor has qualities of all four extremes—depending on which
style fits with the prevalent situation. This type of follower uses whatever style best
benefits his or her own position and minimizes risk. Within any given company, some
25 to 35 percent of followers tend to be pragmatic survivors, avoiding risks and foster-
ing the status quo, often for political reasons. Government appointees often demon-
strate this followership style because they have their own agendas and a short period
of time in which to implement them. They may appeal to the necessary individuals,
who themselves have a limited time to accomplish goals and are therefore willing to
do whatever is necessary to survive in the short run. Pragmatic survivors also may
emerge when an organization is going through desperate times, and followers find
themselves doing whatever is needed to get themselves through the difficulty.'”

The passive follower exhibits neither critical, independent thinking nor active
participation. Being passive and uncritical, these followers display neither initiative
nor a sense of responsibility. Their activity is limited to what they are told to do,
and they accomplish things only with a great deal of supervision. The assistant
manager at one large hotel found herself having to supervise her boss’s daughter,
who failed to follow procedures, had to be told over and over when and how to
perform tasks, and showed little interest in the job, reflecting the characteristics of
a passive follower.'® Passive followers leave the thinking to their leaders. Some-
times, however, this style is the result of a leader who expects and encourages pas-
sive behavior. Followers learn that to show initiative, accept responsibility, or think
creatively is not rewarded and may even be punished by the leader, so they grow
increasingly passive. Passive followers are often the result of leaders who are over-
controlling of others and who punish mistakes.”

The effective follower is both a critical, independent thinker and active in the
organization. Effective followers behave the same toward everyone regardless of their
positions in the organization. They do not try to avoid risk or conflict. Rather, effective
followers have the courage to initiate change and put themselves at risk or in conflict
with others, even their leaders, to serve the best interest of the organization.
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The Power of Followership

§ Instructions: For each of the following statements, think of 14. | had the opportunity to do

§ a specific situation in which you worked for a boss in an what | do best each day.

é organization. Then answer whether each item is Mostly 15. | understood how my role

S False or Mostly True for you in that follower situation. contributed to the company’s

? success.

g Mostly  Mostly 16. | was willing to put in a great
False T deal of effort beyond what was

| often commented to my
manager on the broader impor-
tance of data or events.

normally expected.

Scoring and Interpretation
Questions 1-8 measure independent thinking. Sum the number

2. | thought carefully and then .
- of Mostly True answers checked and write your score below.
expressed my opinion about . )
s Questions 9-16 measure active engagement. Sum the
critical issues. b ¢ Mostly T hecked and wri
3. | frequently suggested ways of num Zr Io ostly True answers checked and write your
improving my and others’ ways score ;ow. q hinki I's
of doing things. I: fepeg ent Thin |n_|9 T(Tta core
4. | challenged my manager to T:uve ngagement. ;ta Scsre ed
think about an old problem in a ese. two scores indicate how you. carrle. out your
new way followership role. A score of 2 or below is considered low.
5. Rather than wait to be told, | A scorje of 6 or higher is considered high. A sc?re of :’3—5 isin
would figure out the critical activ- the middle. Based on whether your score is high, middle, or
ities for achieving my unit's goals. low, assess your followership style below.
6. | independently thought up and A A
p. Y . 9 P Followership Independent Active Engagement
championed new ideas to my -
b Style Thinking Score  Score
0SS.
7. | tried to solve the tough pro- Effectlve H!gh High
blems rather than expect my Sl izl Lo
edlr i o i Conform.lst qu ngh
8. | played devil's advocate if Prag_matlst Middle Middle
needed to demonstrate the up- Passive Low Low
side and downside of initiatives. How do you feel about your followership style? Compare
9. My work fulfilled a higher your style with that of others in your class. What might
personal goal for me. you do to be more effective as a follower?
10. | was enthusiastic about my job.
11. | understood my leader’s Sources: Based on Douglas R. May, Richard L. Gilson, and Lynn M. Harter,
“The Psychological Conditions of Meaningfulness, Safety, and Availability
oozl aing SenEd [T2lE D [zt and the Engagement of the Human Spirit at Work,” Journal of Occupa-
them. tional and Organizational Psychology 77 (March 2004), pp. 11-38; Robert
12. The work | did was significant E. Kelley, The Power of Followership: How to Create Leaders People Want to
) [ Follow and Followers Who Lead Themselves (New York: Doubleday, 1992);
: . and Towers Perrin HR Services, “Working Today: Understanding What
13. | felt emotionally engaged Drives Employee Engagement,” (2003), www.towersperrin.com.

throughout a typical day.

Characterized by both mindfulness and a willingness to act, effective followers
are essential for an organization to be effective. They are capable of self-
management, discern strengths and weaknesses in themselves and in the organization,
are committed to something bigger than themselves, and work toward competency,
solutions, and a positive impact. Dawn Marshall, a cashier at Pathmark, illustrates
the characteristics of the effective follower.
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As a leader, you can also be an
effective follower. You can think
independently and critically in-
stead of blindly accepting what
your superiors tell you. Rather
than dwelling on the short-
comings of others, you can look
for solutions.
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Dawn Marshall, Pathmark

Five hours into her shift, four harried customers line up at Dawn Marshall’s cash register
at the Pathmark supermarket in Upper Derby, Pennsylvania. Eight minutes and 27 bags
later, they're all out the door with smiles on their faces. Few people would think Marshall
has a glamorous or influential job—but she treats it like the most significant job in
the world.

Marshall specializes in giving people a little bit of luxury in the mundane chore of gro-
cery shopping. She’s a good cashier, but her forte is bagging. Marshall knows how to pack
the flimsy plastic bags so that eggs don't get broken, bread doesn't get squashed, and
ground beef doesn't leak all over the cereal boxes. She even won a National Grocers Associ-
ation contest as the best bagger in America, based on speed, bag-building technique, style,
and attitude. ‘I believe it's an art that should be taken seriously,” Marshall says of her work.
Many Pathmark customers agree. They're tired of cashiers and baggers who simply throw
the stuff in bags without giving a care for the customer’s convenience or needs. One cus-
tomer admits that she shops at Pathmark rather than a store closer to her home because
of Marshall. “I like her attitude,” says the customer. “Clone her."

Even though Marshall works on her feet all day and often has to put up with rude or insen-
sitive customers, she handles whatever comes her way with a positive attitude. For Marshall, her
job is not bagging groceries but making people’s lives easier. Thus, she approaches her work with
energy and enthusiasm, striving to do her best in every encounter. She doesn't need close super-
vision or someone pushing her to work harder. The busier it is, the better she likes it*°

Dawn Marshall has taken what some would consider a boring, low-paying job
and imbued it with meaning and value. She accepts responsibility for her own per-
sonal fulfillment and finds ways to expand her potential and use her capacities to
serve the needs of others and the organization. Effective followers like Dawn
Marshall also act as leaders by setting an example and using a positive attitude to
inspire and uplift other people.

Effective followers are far from powerless—and they know it. Therefore, they
do not despair in their positions, nor do they resent or manipulate others. This
chapter’s Consider This describes one writer’s meaning of effective followership.

STRATEGIES FOR MANAGING UP

There is growing recognition that how followers manage their leaders is just as
important as how their leaders manage them.*! Two aspects of managing up are
understanding the leader and using specific tactics to improve the leader—follower
relationship.

Understand the Leader

We all spend time and energy trying to understand people who are important to us, so it
only makes sense that you do the same with your boss if you want to have a productive
working relationship. It is up to you to take the initiative to learn about your leader’s
goals, needs, strengths and weaknesses, and organizational constraints.
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Our Deepest Fear
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Our deepest fear is not that we are inadequate, Our deepest fear is that we are powerful
beyond measure.
It is our light, not our darkness, that most frightens us.
We ask ourselves, who am | to be brilliant, gorgeous, talented and fabulous?
Actually, who are you NOT to be? You are a child of God.
Your playing small doesn’t serve the world.
There’s nothing enlightened about shrinking so that other people won't feel insecure
around you.
We were born to make manifest the glory ... that is within us.
It's not just in some of us; it's in everyone.
And as we let our own light shine, we unconsciously give other people permission to do
the same.
As we are liberated from our own fear, our presence automatically liberates others.

Source: From A Return to Love: Reflections on the Principles of a Course in Miracles, by Marianne Williamson, pub-
lished by HarperCollins.

In addition, effective followers study their leader’s preferred work style. No two
individuals work alike or behave alike under the same circumstances. Effective fol-
lowers learn their leader’s preferences and adapt to them. Interviews with senior
executives confirm that this strategy is both effective and appropriate for influenc-
ing the leader—follower relationship.”> You can pay close attention to the leader’s
behavior in the following areas to know how to be a more effective follower:*

®  Does the leader like to know all the details of your plans, projects, and pro-
blems, or does she just want the big picture?

® Is the leader controlling or empowering? Does he want to closely supervise and
be in control of people’s behavior or delegate freely and look for opportunities
to help individuals grow and develop to their highest potential?

®  Does the leader like to carefully analyze information and alternatives before mak-
ing a decision, or is she more inclined to make quick decisions and take action?

® TIs the leader a reader or a listener? Does he like to have materials presented in
written form so he has time to study and analyze them by himself first, or does
he prefer an oral presentation where he can ask questions on the spot?

® Is she a numbers person or a word person? Does she want statistics and figures
to back up your report or request?

°

Is the leader an extrovert or an introvert? Do interactions with large groups of
people energize or tire him? Does he like to be involved with people all day or
need time alone to think and recharge?

Effective followers seek out all the information they can about their leader from
talking to the boss, talking to others, and paying attention to clues in the leader’s
behavior, so that they are sensitive to the leader’s work style and needs. For example,
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1. If you think there might be a mistake in something

you've done, what do you do?

A. Fess up. It's better to share your concerns up front so
your boss can see if there is a problem and get it
corrected before it makes him look bad.

B. Try to hide it for now. Maybe there isn't really a
problem, so there’s no use in making yourself look
incompetent.

How do you handle a criticism from your boss?

A. Poke your head in her door or corner her in the caf-
eteria multiple times to make sure everything is okay
between the two of you.

B. Take the constructive criticism, make sure you
understand what the boss wants from you, and get
on with your job.

You're in a crowded elevator with your boss after an

important meeting where you've just landed a million-

dollar deal. You:

A. Celebrate the victory by talking to your boss about
the accomplishment and the details of the meeting.

B. Keep your mouth shut or talk about non-business-
related matters.

Your boss has an open-door policy and wants people to

feel free to drop by her office any time to talk about

anything. You pop in just after lunch and find her on
the phone. What do you do?

A. Leave and come back later.

B. Wait. You know most of her phone calls are quick, so
she'll be free in a few minutes.

You've been called to the boss’s office and have no idea

what he wants to talk about.

A. You show up on time, empty-handed, to concentrate
on what the boss has to say.

B. You show up on time with a pen, paper, and your
calendar or mobile device.

Are You an Annoying Follower?

6.

Complete this
ssignment online with
CengageNOW.

You've been trying to get some face time with your boss for

weeks and luckily catch him or her in the bathroom. You:

A. Take care of personal business and get out of there.

B. Grab your chance to schmooze with the boss. Ask a
question or tell a joke. You might not get another
chance any time soon.

Here are the appropriate follower behaviors.

1

A. Honest self-assessment and fessing up to the boss
builds mutual confidence and respect. Nothing destroys
trust faster than incompetence exposed after the fact.
B. David Snow, former president and COO of Empire Blue
Cross and Blue Shield, refers to insecure, thin-skinned peo-
ple who have to check in frequently after a criticism as
door swingers. Door swingers are annoying in both our
personal and work lives. Just get on with things.

B. You have no idea who else is in the elevator. Keep
your mouth shut. You can crow about the new deal
later in private.

A. There's nothing worse than having someone hovering
while you're trying to carry on a phone conversation. Leave
a note with your boss'’s assistant or come back later.

B. You can usually be safe in assuming your boss hasn't
called you in for idle chitchat. Never show up without a
pen and paper or tablet to make notes.

A. At best, to use the bathroom as a place to try to
impress the boss makes you look desperate. It also
shows a lack of tact and judgment.

Most of these seem obvious, but based on interviews

with leaders, subordinates commit these mistakes over and
over in the workplace. Keep these missteps in mind so you
don’t become an annoying follower.

Source: Based on William Speed Weed, Alex Lash, and Constance Loizos,
“30 Ways to Annoy Your Boss,” MBA Jungle (March-April 2003), pp. 51-55.

people working with U.S. president Barack Obama have learned that he is an intro-
vert who likes to have time to reflect. He prefers to have decision memos, briefing
materials, and other items in writing so he can carefully study them and think of
questions he wants to ask. Obama likes to consider a lot of information and a variety
of opinions before he acts. President George W. Bush, on the other hand, was an
extrovert who preferred oral briefings and relatively quick decisions.**

Tactics for Managing Up

Most followers at some point complain about the leader’s deficiencies, such as a

failure to listen, to encourage, or to recognize followers’ efforts.?’

Sometimes,

though, we need to look in the mirror before blaming our leaders for an unsatisfy-
ing or unproductive relationship. To be effective, followers develop a meaningful,
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task-related relationship with their bosses that enables them to add value to the
organization even when their ideas disagree with those of the leader.*

Followers should also be aware of behaviors that can annoy leaders and interfere
with building a quality relationship. One business magazine interviewed powerful
people about their pet peeves and identified more than two dozen misdemeanors
that followers often commit without being aware of it.?”

Most relationships between leaders and followers are characterized by some emo-
tion and behavior based on authority and submission. Leaders are authority figures
and may play a disproportionately large role in the mind of a follower.?® Exhibit 7.3
illustrates four tactics that enable followers to overcome the authority-based relation-
ship and develop an effective, respectful relationship with their leaders.

Be a Resource for the Leader Effective followers align themselves with the purpose
and the vision of the organization. By understanding the vision and goals, followers
can be a resource of strength and support for the leader. An effective follower can com-
plement the leader’s weaknesses with the follower’s own strengths.?” Similarly, effective
followers indicate their personal goals and the resources they bring to the organization.
Effective followers inform their leaders about their own ideas, beliefs, needs, and con-
straints. The more leaders and followers can know the day-to-day activities and
problems of one another, the better resources they can be for each other. At one

EXHIBIT 7.3 Ways to Influence Your Leader

View the Leader Realistically

¢ Give up idealized expectations.
* Don’t hide anything.

* Don't criticize leader to others.
* Disagree occasionally.

Build a Relationship
* Ask about leader at your level/position.

* Welcome feedback and criticism, such as “What
experience led you to that opinion?”

¢ Ask leader to tell you company stories.

Help the Leader Be a Good Leader
* Ask for advice.

« Tell leader what you think.

* Find things to thank leader for.

Be a Resource for the Leader

* Determine the leader’s needs.
* Zig where leader zags.

* Tell leader about you.

* Align self to team purpose/vision.

© Cengage Learning
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Leader’s Self-Insight 7.2 gives
you a chance to see if you're
quilty of being an annoying
follower.
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As a leader, you can use
strategies for managing up to
create an equitable and re-
spectful relationship with your
superiors. You can help your
supervisor be the best he or she
can be by getting beyond
submissive feelings and beha-
viors, recognizing that leaders
are fallible, and being a re-
source for the leader.
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organization, a group of disabled employees took advantage of a board meeting to issue
rented wheelchairs to the members, who then tried to move around the factory in them.
Realizing what the workers faced, the board got the factory’s ramps improved, and the
employees became a better resource for the organization.*”

Help the Leader Be a Good Leader Followers’ influence upon a leader can enhance
the leader or accentuate the leader’s shortcomings.’’ Good followers seek the lea-
der’s counsel and look for ways the leader can help improve their skills, abilities,
and value to the organization. They help their leaders be good leaders by simply
saying what they need in order to be good followers. If a leader believes a follower
values his or her advice, the leader is more likely to give constructive guidance
rather than unsympathetic criticism.

A leader can also become a better leader when followers compliment the leader for
behavior that followers appreciate, such as listening, rewarding followers’ contribu-
tions, and sharing credit for accomplishments.>* In addition, a follower can provide
enthusiastic support for a leader, but not to the extent that the follower fails to be can-
did with a leader who is unethical or threatens the values or objectives of the organiza-
tion. It is in leaders’ best interests when followers help them make needed changes or
avoid ethical problems.*® As further described in the Leader’s Bookshelf, good bosses
want followers who are willing to provide critical feedback when it is needed.

Build a Relationship with the Leader Effective followers work toward an authentic
relationship with their leaders, which includes developing trust and speaking honestly
on the basis of that trust.>* By building a relationship with the leader, a follower makes
every interaction more meaningful to the organization. Furthermore, the relationship is
imbued with mutual respect rather than authority and submission. John Stroup, CEO
of Belden Inc., says he learned this in a previous job at Danaher Corporation.

IN THE LEAD

John Stroup, Belden Inc.

John Stroup, CEO of Belden Inc, a maker of electrical cables, says he is much more likely to pro-
mote followers who disagree with and challenge him occasionally. However, the key is whether
they have the sawvy to do it the right way. In his previous job at Danaher Corporation, Stroup saw
some newly recruited senior managers get fired or transferred because they pushed for changes
or urged their bosses to adopt ideas before they had built credibility with their superiors.

Stroup took the lesson to heart and began building positive and respectful relation-
ships with his immediate supervisor and other top executives. Eventually, he told them he
wanted to make a change in his division by offering certain customers complete solutions
for their specific needs. It was a departure from standard procedures, and it represented a
risky strategic shift for the company. His supervisor disagreed with the decision, but after
hearing Stroup’s arguments, he eventually went along with it because “he recognized my
strengths,” Stroup says. ‘I felt comfortable enough to push my point of view,” he adds,
because the relationship was one based on trust and mutual respect.

The idea was a huge success, and Stroup was soon promoted to a group executive
position.>
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LEADER’S BOOKSHELF
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Good Boss, Bad Boss: How to Be the Best and Learn from the Worst

In Good Boss, Bad Boss, Stanford profes-
sor Robert Sutton reminds us of the cost
of bad bosses to both followers and
organizations. He acknowledges the
natural tension that exists between
human needs and business results and
emphasizes that good bosses take
action when a situation becomes unbal-
anced. Followers who work for abusive
bosses are typically less productive, less
satisfied, have more health problems,
and make more errors.

WHAT GOOD BOSSES DO
Unfortunately, most people know what
it feels like to work for a bad boss. But
what characteristics distinguish the
good from the bad? Sutton cites
research as well as amusing anecdotes
from friends, colleagues, and his own
experience. Here are some examples
of what the best bosses do:

e They Reduce the Risk of Self-
Delusion. “Developing and sustaining
self-awareness should be at the top of
the list for every boss,” Sutton writes.
However, he also says that bosses are

by Robert |. Sutton

“prone to bouts of cluelessness” and
can tend to overestimate their
strengths or fail to recognize their
weaknesses. Good bosses reduce the
risk of self-delusion by constantly seek-
ing feedback. They encourage fol-
lowers to challenge them, ask tough
questions, and keep feeding them
information, even if it is unpleasant or
unflattering.

They Don’t Let Power Go to Their
Heads. In a chapter titled “Squelch
Your Inner Bosshole,” Sutton warns
leaders not to let their organizational
power strip them of their humanity
and turn them into jerks. Good bosses
are never nagging or intimidating. The
higher people go, the more they are
likely to suffer from “power poisoning,”
Sutton says, and become selfish and
oblivious to the people around them.
They Protect Their People. Good
bosses don’t become selfish or obliv-
ious. Instead, they are always focused
on “controlling their moods and
moves, accurately interpreting their
impact on others, and making

adjustments on the fly.” In addition,
good bosses protect the followers
who work for them and make sure
followers have the resources, time,
and autonomy to do their work effec-
tively. A key role of a good boss is to
act as a “human shield” and protect
people from “meddlesome execu-
tives, nosy visitors, unnecessary
meetings, and a host of other insults,
intrusions, and time wasters.”

CAN WE ALL BE GOOD BOSSES?

Most chapters in Good Boss, Bad Boss
include questionnaires that allow readers
to apply the concepts to their own lives
and leadership. “If you are a boss,” Sut-
ton reminds the reader, “your success
depends on staying in tune with how
others think, feel, and react to you.
Bosses who persistently promote perfor-
mance and humanity devote consider-
able energy to reading and responding
to followers’ feelings and actions.”

Source: Good Boss, Bad Boss, by Robert I. Sutton,
is published by Business Plus.

Other leaders have also learned that building a positive, respectful relationship

with the boss is the best way to get important changes implemented. Followers can
generate respect by asking questions about the leader’s experiences in the follower’s
position, actively seeking feedback, and clarifying the basis for specific feedback
and criticism from the leader. By doing so, followers are getting beyond submissive
behavior by asking leaders to be accountable for their criticism, to have empathy
for the followers’ position, and to share history about something both parties have
in common—the organization.

View the Leader Realistically Unrealistic follower expectations present one of the
biggest barriers to effective leader—follower relationships.®® Whereas it is reasonable
to expect your superiors to be competent, it is naive and unrealistic to expect them
to be perfect. When we accept that leaders are fallible and will make many mis-
takes, we open the path to an equitable relationship. Followers should view leaders
as they really are, not as followers think they should be.

Similarly, effective followers present realistic images of themselves. Followers
do not try to hide their weaknesses or cover their mistakes, nor do they criticize
their leaders to others. Hiding mistakes is symptomatic of conforming or passive
followers, and followers who waste their time trashing their superiors or the
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company intensify estrangement and reinforce the mindset of an alienated follower.
These kinds of alienated and passive behaviors can have negative—and sometimes
disastrous—consequences for leaders, followers, and the organization. Instead of

is harder than criticizing a leader to others, it is far more constructive to directly disagree with a
leadership. It has leader on matters relevant to the department’s or organization’s work.

more dangers and

In many ways,
great followership

fewer rewards.

Warren Bennis,

. THE POWER AND COURAGE TO MANAGE UP

author of Still Surprised- There are followers in almost every organization who remind us “how hollow the
A Mer[_);l]@[; g(’;:rsg;{; label of leadership sometimes is—and how heroic followership can be.”?” But
standing up to the boss isn’t easy. Finding the courage to effectively manage up
comes easier when you realize how much leaders depend on followers.*® It’s a fact
that our bosses typically have more power than we do. Yet subordinates have more

power than many people realize.

Sources of Power for Managing Up
Exhibit 7.4 outlines several sources of power that can be used by followers to man-
age up.

Personal Sources One personal source of upward influence is the follower’s knowl-
edge and skills that are valuable to the organization. A subordinate with useful
knowledge is of real benefit to the leader, and his or her departure would be a
loss. In addition, someone who has a demonstrated record of performance often
develops expertise and in this way can influence the boss’s decisions. A record of
successes and a history of contributions can gain a follower expert status. When
someone is recognized as an expert, that person often can influence activities
because he or she becomes an indispensable resource to the leader. The power to
influence is also associated with the effort followers put forth. By demonstrating a
willingness to learn, to accept difficult or undesirable projects, and to initiate activi-
ties beyond the scope of expected effort, people can increase their power.>”
Another way to influence up with is persuasion, which refers to the direct appeal
to leaders for desired outcomes.*’ Rational persuasion—using facts and reason—is
typically the most effective approach when trying to manage upward. By treating
the issue in a business-like manner, formulating a carefully crafted argument and
supporting it with details, followers gain attention and respect.*! However, followers
can use a variety of influence tactics, depending on their own personalities and styles

EXHIBIT 7.4 Sources of Power for Managing Up

Personal Sources Position Sources
* Knowledge, skills * Visible position

* Expertise ¢ Flow of information
* Effort  Central location
* Persuasion * Network of relationships

© Cengage Learning 2015

Copyright 2015 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.


http://www.downloadslide.com/

CHAPTER 7 FOLLOWERSHIP 209

and the preferences and style of the leader.** Chapter 12 will discuss influence tactics
in detail.

Position Sources A follower’s formal position also provides sources of power. For
example, certain jobs or physical locations can render the follower visible to numer-
ous individuals. A position that is key to the flow of information can establish that
position and the person in it as critical—thus, influential—to those who need the
information. A central location provides influence because the follower becomes
known to many people and contributes to the work of many. Access to people
and information in an organization provides a means to establish relationships
with a broad range of people both inside and outside the organization. With a
network of relationships, followers have more clout with the leader and more
opportunity to persuade and make significant contributions.

Necessary Courage to Manage Up

Some people tend to think, “Who am I to challenge the CEO (or director, or team
leader)?” Yet leaders depend on followers who are willing to step up and challenge
them when it is in the interest of the organization. Good followers are not yes men
(or women). They are people who think for themselves and conduct their work lives
with courage and integrity.** The discussion of courage and integrity in Chapter 6

applies to followers as well as leaders. To be effective, followers have to know what To evaluate

1 . . .. . whether you
they stand for and be willing to express their own ideas and opinions to their lea- have ever
ders, even though this might mean risking their jobs, being demeaned, or feeling worked for
inadequate.** Effective followers have the courage to accept responsibility, chal- E desﬁmdﬁvet
lenge authority? pa}rticipate in changeisserve the needs of the organization, and CengageNOV\/OiZ C%?n‘;e;
leave the organization when necessary. the interactive questionnaire.
The Courage to Assume Responsibility The effective follower feels a sense of per-
sonal responsibility and ownership in the organization and its mission. Thus, the NEW LFADER
follower assumes responsibility for his or her own behavior and its impact on the ACTION MEMO

organization. Effective followers do not presume that a leader or an organization

. . . . . As a follower, you can assume
will provide them with security, permission to act, or personal growth. Instead,

responsibility for your own

they initiate the opportunities through which they can achieve personal fulfillment, personal development, behav-
exercise their potential, and provide the organization with the fullest extent of their ior, and work performance.
capabilities. Emiliana “Millie” Barela has been cleaning rooms for 32 years at You can look for opportunities

to make a difference, seek to

Antlers at Vail, a Colorado ski lodge. She takes pride in her work and sees her job meet organizational needs,
as an important part of creating a good experience for guests. Barela takes it upon serve others, and work toward
herself to get to know guests and put their interests and needs first.* the common good.

The Courage to Challenge Effective followers do not sacrifice their personal integ-
rity or the good of the organization in order to maintain harmony. If a leader’s
actions and decisions contradict the best interests of the organization, effective fol-
lowers take a stand. Obedience is considered a high virtue in military organizations,
for example, but the U.S. Army teaches soldiers that they have a duty to disobey
illegal or immoral orders.*” Good leaders want followers who are willing to chal-
lenge them for the good of the organization. At Tyco International, which was one
of the few large corporations that got caught up in the accounting scandals of the
early 2000s and managed to restore its reputation, “the only career-ending move
[today] is to not bring bad news forward,” says Laurie Siegel, senior vice president
of human resources. It is a guiding principle at Tyco for leaders to surround
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themselves with people who will speak up and hold them accountable. Managers’
leadership behaviors are assessed annually and include an evaluation of whether
they are willing to challenge their superiors when necessary.*®

The Courage to Participate in Transformation Effective followers view the struggle
of corporate change and transformation as a mutual experience shared by all mem-
bers of the organization. When an organization undergoes a difficult transforma-
tion, effective followers support the leader and the organization. They are not
afraid to confront the changes and work toward reshaping the organization.
David Chislett, of Imperial Oil’s Dartmouth, Nova Scotia refinery, was faced with
this test of courage. The refinery was the least efficient in the industry and the
board of directors gave management nine months to turn things around. Chislett’s
bosses asked him to give up his management position and return to the duties of a
wage earner as part of an overall transformation strategy. He agreed to the request,
thereby contributing to the success of the refinery’s transformation.*’

The Courage to Serve An effective follower discerns the needs of the organization
and actively seeks to serve those needs. Just as leaders can serve others, as discussed
in the previous chapter, so can followers. A follower can provide strength to the
leader by supporting the leader and by contributing to the organization in areas that
complement the leader’s position. By displaying the will to serve others over them-
selves, followers act for the common mission of the organization with a passion that
equals that of a leader. Laurie Stein, general counsel of Clorox Company, proved her-
self to be an exceptional follower after the company hired an outside CEO.

IN THE LEAD

Laurie Stein, Clorox

One expert estimates that managers have a 30(gercent to 40(ercent chance of being fired
after a company hires an outside CEO. The best strategy? Make it your job to serve the new
leader and help him or her succeed.

That's what Laurie Stein, general counsel of Clorox, did. Before Donald Knauss even
took the CEO job, Stein did extensive research on him to help her know how to work with
him most effectively. She learned, for example, that Knauss prefers one-page memos rather
than reams of data and informal interactions rather than formal meetings. In addition, she
began looking for how she could best serve Knauss and the organization as it embarked
on a new path. Even if she disagreed with any strategic changes he wanted to make, Stein
believed it was her job to support them.

Since Stein had previously worked in China, she volunteered to informally advise col-
leagues about revamping the company's strategy in that country. Knauss appreciated Stein's
proactive, service-oriented approach. “She will help anyone who asks for help,” he says.
Within months of taking the CEO job, Knauss had broadened Stein’s duties and power.>°

The Courage to Leave Sometimes organizational or personal changes create a situa-
tion in which a follower must withdraw from a particular leader—follower relation-
ship. People might know they need new challenges, for example, even though it is
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hard to leave a job where they have many friends and valued colleagues. If fol-
lowers are faced with a leader or an organization unwilling to make necessary
changes, it is time to take their support elsewhere. In addition, a follower and
leader may have such strong differences of opinion that the follower can no longer
support the leader’s decisions and feels a moral obligation to leave. U.S. general
John Batiste turned down a promotion and resigned because he felt he could no
longer support civilian leaders’ decisions regarding Iraq. The role of military offi-
cers is to advise civilian leaders and then carry out orders even when they disagree.
General Batiste spent weeks torn between his sense of duty and respect for the chain
of command and a feeling that he owed it to his soldiers to speak out against lea-
ders’ decisions. Ultimately, believing he could no longer serve his leaders as he
should, the general had the courage to leave the job, even though it meant the end
of a lifelong career he highly valued.’!

WHAT FOLLOWERS WANT FROM LEADERS

Throughout much of this chapter, we’ve talked about demands on followers and
how followers can become more effective and powerful in the organization. How-
ever, the full responsibility doesn’t fall on the follower. Good followers are created
partly by leaders who understand their requirements and obligations for developing
people.>?

Research indicates that followers have expectations about what constitutes a
desirable leader.>® Exhibit 7.5 shows the top four choices in rank order based on
surveys of followers about what they desire in leaders and colleagues.

Followers want their leaders to be honest, forward-thinking, inspiring, and
competent. A leader must be worthy of trust, envision the future of the organiza-
tion, inspire others to contribute, and be capable and effective in matters that will
affect the organization.

Followers want their fellow followers to be honest and competent but also
dependable and cooperative. Thus, desired qualities of colleagues share two quali-
ties with leaders—honesty and competence. However, followers themselves want
other followers to be dependable and cooperative rather than forward-thinking
and inspiring. The hallmark that distinguishes the role of leadership from the role
of followership, then, is not authority, knowledge, power, or other conventional
notions of what a follower is not. Rather, the distinction lies in the clearly defined
leadership activities of fostering a vision and inspiring others to achieve that vision.
Chapter 13 discusses vision in detail, and Chapter 14 describes how leaders shape
cultural values that support achievement of the vision.

EXHIBIT 7.5 Rank Order of Desirable Characteristics

Desirable Leaders Are Desirable Colleagues (Followers) Are
Honest Honest

Forward-thinking Cooperative

Inspiring Dependable

Competent Competent

Source: Adapted from James M. Kouzes and Barry Z. Posner, Credibility: How Leaders Gain and Lose It, Why People Demand It
(San Francisco, CA: Jossey-Bass Publishers, 1993), p. 255.
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NEW LEADER
ACTION MEMO

As a follower, you can support
your leaders through difficult
times, but have the courage to
challenge your superiors when
their behavior or decisions
contradict the best interests of
the organization.
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The results in Exhibit 7.5 also underscore the idea that behaviors of effective
leaders and followers often overlap. Followers do not want to be subjected to
leader behavior that denies them the opportunity to make valued contributions.
Leaders have a responsibility to enable followers to fully contribute their ideas
and abilities. Four specific ways leaders enhance the abilities and contributions
of followers are by offering clarity of direction; providing opportunities for
growth; giving honest, constructive feedback; and protecting followers from orga-
nizational roadblocks.

Clarity of Direction

It is the leader’s job to clearly communicate where the group or organization is
going and why.’* Creating an inspiring vision is only one aspect of setting direc-
tion. Followers also need specific, unambiguous goals and objectives on both an
individual and team level. Numerous studies have shown that clear, specific, chal-
lenging goals enhance people’s motivation and performance.’” Having clear goals
helps people know where to focus their attention and energy, enables them to
track their own progress, and lets them feel a sense of pride and accomplishment
when goals are achieved.

Another aspect of clarifying direction is helping followers see how their own
individual jobs fit in the larger context of the team, department, and total enter-
prise. This is one reason many leaders use open-book management. When people
can see the bigger financial picture, they have a perspective on where the organiza-
tion stands and how they can contribute.

Opportunities for Growth

Leaders can act as coaches to help followers upgrade their skills and enhance their
career development. Leadership coaching is a method of directing or facilitating
a follower with the aim of improving specific skills or achieving a specific develop-
ment goal, such as developing time management skills, enhancing personal productiv-
ity, or preparing for new responsibilities. Coaching doesn’t mean trying to change
people and make them something other than what they are. Instead, it means helping
followers realize their potential.’®

To understand what it means to be a leadership coach, consider the difference
in mindset and behavior required for managing versus coaching;:

Managing Coaching®’

Telling Empowering

Judging Facilitating, removing obstacles
Controlling Developing

Rather than telling followers what to do, directing and controlling their behavior,
and judging their performance, which is a traditional management role, leadership
coaching involves empowering followers to explore, helping them understand and
learn, providing support, and removing obstacles that stand in the way of their abil-
ity to grow and excel.

Leadership coaching Exhibit 7.6 shows benefits that followers get from leadership coaching, includ-

a method of directing or ing gaining a new perspective, getting advice on handling specific organizational
facilitating a follower with situations, dealing with organizational politics, and receiving encouragement and
Ezleusa '2: iﬁsggé‘ggszpee;f‘iﬂf support. The biggest benefit that followers report, however, is getting clear, direct
development goal feedback on performance.®®
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EXHIBIT 7.6 Follower Benefits from Leadership Coaching

Handling organizational
politics—7%

General
encouragement—7%

Understanding
organizational

re= Clear, direct
objectives—7%

feedback—36%

Advice on handling
situations—20%

A new perspective—23%

Source: “The Business Leader as Development Coach,” PDI Portfolio (Winter 1996), p. 6; and Personnel Decisions International,
http://www.personneldecisions.com.

Frequent, Specific, and Immediate Feedback

Candid feedback is one of the most important elements contributing to the growth
and development of followers, but many leaders don’t know how to give good feed-
back.>® Effective leaders see feedback as a route to improvement and development,
not as something to dread or fear. When a leader provides feedback, it signals that
the leader cares about the follower’s growth and career development and wants to
help the person achieve his or her potential.®°

Feedback occurs when a leader uses evaluation and communication to help
individuals learn about themselves and improve.®! Effective leaders provide both
positive and negative constructive feedback on an ongoing basis. If someone han-
dles a difficult task, for instance, the leader offers feedback on the spot rather than
letting the person wonder how effective he or she was, perhaps imagining the worst.
As former advertising account executive Ryan Broderick said, “hearing something
is better than hearing nothing.” %

Followers appreciate positive feedback, but they also want to know when they
aren’t doing what is expected of them, and they want the feedback to be specific enough
to enable them to do better. Leaders who avoid giving any critical feedback “achieve
kindness in the short term but heartlessness in the long run, dooming the problem
employee to non-improvement.”®® Here are some ways leaders can provide feedback
that benefits followers and takes less of an emotional toll on both leader and follower:**

1. Make it timely. People shouldn’t have to wait for an annual review to know how
they’re doing or how they can improve. Leaders should give feedback as soon as
possible after they observe a behavior or action they want to correct or reinforce.
Often, this means immediately, such as when a leader says, “Great job on the
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NEW LEADER
ACTION MEMO

As a leader, you can make
feedback a regular habit and
remember to include positive
comments and praise as well
as itical feedback. As a fol-
lower, you can view feedback
as a chance to improve your-
self. Reframe negative feed-
back in a way that helps you
take positive action toward
what you want out of your
work and life.

Feedback

using evaluation and com-
munication to help indivi-
duals and the organization
learn and improve
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Ready for Coaching

Complete this

: i line with
{irline| 2ssignment on
U CengageNOW.

s Instructions: Think about your attitude toward personal growth Scoring and Interpretation
f‘g’ and answer the following questions Mostly False or Mostly True. Give vyourself 1 point for each Mostly True answer.
§ Total Score . Leadership coaching is one way leaders
% Mostly  Mostly provide valuable feedback that helps people achieve their
g False Trae potential. The attitude of the follower is equally important to
g 1. I have a strong desire to improve that of the leader for a successful coaching relationship. Your
myself. score for this questionnaire pertains to your readiness to receive
2. | welcome suggestions for better coaching and feedback from another person. If your score is 6 or
ways of behaving. above, you probably have the correct mindset to benefit from
3. I am really honest with myself leadership coaching. If your score is 3 or below you may not be
about my strengths and receptive to coaching. If you are not open to receiving coaching
weaknesses. for yourself, do you think you would be a good coach to others?
4. | welcome negative feedback. Would you like to change your coaching mindset? What is the
5. | follow through on commit- first step you might take?
ments to change myself. )
6. 1am very open with my peers g e G
about any mistakes | make. pp. 20-40.
7. | draw my boss’s attention to my
successes.
8. After making a mistake, | immedi-
ately let the affected people know
about it and propose a solution.
NEW LEADER presentation, Sal, and you used graphics very effectively. The only place I see it

could have been better would be including some specifics like past sales figures. Do
you know where to find that information, or would you like me to set up a meeting
with our sales manager?” If leaders wait to offer feedback, it should be only long
enough to gather necessary information or to marshal their thoughts and ideas.

ACTION MEMO

Answer the questions in
Leader’s Self-Insight 7.3 to
learn if you have the correct
mindset to benefit from
leadership coaching.

2. Focus on the performance, not the person. Feedback should not be used simply
to criticize a person or to point out faults. A person who feels like he or she is
being attacked personally will not learn anything from the feedback. The focus
should always be on how the follower can improve. Leaders have to point out
work that is poorly done, but it is equally important to reinforce work that is
done well. This helps people learn from what they do right, and softens the
impact of negative feedback.

3. Make it specific. Effective feedback describes the precise behavior and its conse-
quences and explains why the leader either approves of the behavior or thinks there
is a need for improvement. The leader might provide illustrations and examples to
clarify what behavior is considered effective, and he or she always checks for under-
standing rather than assuming the follower knows what actions the leader wants.

4. Focus on the desired future, not the past. Good leaders don’t drag up the failures
and mistakes of the past. In addition, if it is clear that a follower’s mistake was a
one-time occurrence and not likely to be repeated, the leader will let it go rather
than offering negative feedback. Effective feedback looks toward the future, mini-
mizes fault-finding, and describes the desired behaviors and outcomes.
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Protection from Organizational Intrusions

Good followers want to do their jobs to the best of their abilities. They don’t want
to be continually interrupted by managers offering questions or suggestions, and
they don’t want to have to fight against organizational politics, leader uncertainties,
or useless procedures. As was described in the Leader’s Bookshelf earlier in this
chapter, the best leaders “take pride in being human shields.”®® They stay out of
the way so people can do their jobs, and they protect their followers from time
wasters such as burdensome organizational practices (think routine reports that no
one reads), pushy or critical higher executives, abusive or overly demanding custo-
mers or clients, and unnecessary meetings.

Good leaders take the heat so employees don’t have to. One leader at South-
west Airlines interrupted a customer who was mistreating a gate agent, told him
he wouldn’t allow his employees to be treated that way, and accompanied the
customer to another airline’s counter to buy him a ticket. Will Wright, who
was responsible for developing the computer games The Sims and Spore,
charged his designers a dollar every time they called an unnecessary meeting
that wasted artists’ time.®® Leaders invest time and effort into helping their sub-
ordinates be good followers. And when people can’t or won’t learn and change,
good leaders get rid of the “bad apples” rather than letting them infect the entire
team.

Now that you've read the chapter, check out how today’s leaders are applying these concepts.
Log in to CengageNOW to follow the leaders on Twitter.

Twitter

LEADERSHIP ESSENTIALS

® The important role of followership in organizations is increasingly recognized.
Leaders and followers are interdependent, and people are followers more often
than leaders.

® People who effectively manage both up and down the hierarchy are more suc-
cessful, but managing up can be difficult for new leaders. Strategies for manag-
ing up include being a resource, helping the leader be a good leader, building a
relationship with the leader, and viewing the leader realistically.

® Leaders want followers who are positive and self-motivated, who take action to
get things done, who accept responsibility, and who excel at required tasks. An
effective follower is both independent and active in the organization. Being an
effective follower depends on not becoming alienated, conforming, passive, or a
pragmatic survivor.

® Effective followership is not always easy. Effective followers display the cour-
age to assume responsibility, to challenge their leaders, to participate in trans-
formation, to serve others, and to leave the organization when necessary.
Followers can recognize and rely on several personal and positional sources of
power to gain the courage to manage up.

® Followers want both their leaders and their colleagues to be honest and compe-
tent. However, they want their leaders also to be forward-thinking and inspira-
tional. The two latter traits distinguish the role of leader from follower.
Followers want to be led, not controlled. They also want leaders to create an
environment that enables people to contribute their best.
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®  Four specific ways leaders enhance the abilities and contributions of followers are
by offering clarity of direction, providing opportunities for growth, giving honest,
constructive feedback, and protecting followers from organizational intrusions.

® Followers want feedback that is timely and specific, focuses on performance
rather than the person, and focuses on the future rather than dragging up mis-
takes of the past.

DISCUSSION QUESTIONS

1. Discuss the role of a follower. Why do you think so little emphasis is given to follower-
ship compared to leadership in organizations?

2. As a leader, what would you want most from followers? As a follower, what would you
want most from your leader? How do these differ? Why?

3. Compare the alienated follower with the passive follower. Can you give an example of
each? Have you ever been either one? How would you respond to each if you were a
leader?

4. Why is managing up important in organizations? Describe the strategy for managing up
that you most prefer. Explain.

5. The chapter describes five ways in which followers need to use courage. Which do you
feel is most important? Least important? How might a follower derive the courage to
behave in new ways to be more effective? Discuss.

6. Do you think you would respond better to feedback that is presented using a traditional
scheduled performance review format or feedback that is presented as a routine part of
everyday work activities? Discuss. How do you think leaders should frame negative
feedback to achieve the best results?

7. Which type of follower courage is easiest for you to use? Hardest for you to use? Can
you think of ways to expand your power for influencing up?

8. One organizational observer suggested that bosses who won’t give negative feedback to
followers who need it cause even more damage in the long run than those who fly off
the handle when a follower makes a mistake. Do you agree? Discuss.

9. What does leadership coaching mean to you? How should leaders decide which fol-
lowers they will provide with coaching?

10. What does it mean for a leader to act as a human shield? Do you believe this should be
part of a leader’s responsibility to followers?

| Complete this

LEADERSHIP AT WORK

Follower Role Play

You are a production supervisor at Hyperlink Systems. Your plant produces circuit boards
that are used in Nokia cell phones and IBM computers. Hyperlink is caught in a competitive
pricing squeeze, so senior management hired a consultant to study the production depart-
ment. The plant manager, Sue Harris, asked that the consultant’s recommendations be
implemented immediately. She thought that total production would increase right away.
Weekly production goals were set higher than ever. You don’t think she took into account
the time required to learn new procedures, and plant workers are under great pressure. A
handful of workers have resisted the new work methods because they can produce more cir-
cuit boards using the old methods. Most workers have changed to the new methods, but
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their productivity has not increased. Even after a month, many workers think the old ways
are more efficient, faster, and more productive.

You have a couple of other concerns with Harris. She asked you to attend an operations
conference, and at the last minute sent another supervisor instead without any explanation. She
has made other promises of supplies and equipment to your section and then has not followed
through. You think she acts too quickly without adequate implementation and follow-up.

You report directly to Harris and are thinking about your responsibility as a follower.
Write below specifically how you would handle this situation. Will you confront her with
the knowledge you have? When and where will you meet with her? What will you say?
How will you get her to hear you?

What style—effective, conformist, passive, alienated—best describes your response to
this situation? Referring to Exhibit 7.3, which tactic would you like to use to assist Harris?

In Class: The instructor can ask students to volunteer to play the role of the plant manager
and the production supervisor. A few students can take turns role-playing the production
supervisor in front of the class to show different approaches to being a follower. Other stu-
dents can be asked to provide feedback on each production supervisor’s effectiveness and on
which approach seems more effective for this situation.

Source: Based on K. J. Keleman, J. E. Garcia, and K. J. Lovelace, Management Incidents: Role Plays for Management
Development (Dubuque, IA: Kendall Hunt Publishing Company, 1990), pp. 73-75, 83.

LEADERSHIP DEVELOPMENT: CASES FOR ANALYSIS

Waiting for Clearance

He wanted the help, but CEO Tony Bussard apparently wanted to relinquish none of the
power when he agreed with board members of Alvon Biometrics to maintain control over
the financial and administrative side of the company while naming a COO to oversee day-
to-day operations.

Everyone agreed that the job was too big for one guy. After months of assessments,
interviews, and discussion, Juan Carlos De la Vega was hired as COO for the company.

De la Vega came to Alvon from a smaller rival company and was initially excited about
his new position and the future of Alvon. De la Vega trained in military security investiga-
tions and became interested in the measuring and statistical analysis of biological data that
included fingerprints, eye retinas and irises, voice patterns, and facial patterns that could be
used in security systems. He had worked his way up through rival Bi-Tech to a position in
middle management and jumped at the opportunity to guide a major company in the field
about which he was so passionate. “That is so cool,” was a De la Vega trademark comment
as he delighted in the giant leaps of each system’s gadgetry.

But De la Vega’s exciting new position came with its own set of frustrations as he tried
to plunge into the rapidly changing technology while simultaneously fitting into the organi-
zation and tip-toeing around Tony Bussard’s ego.

| Check out CengageNOW
for additional cases with
interactive activities.
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Bussard welcomed De la Vega with the gusto of an under-fire field officer who looks up
to see reinforcements riding into the fray. He enthusiastically introduced the new COO to
everyone and raved, almost to the point of embarrassment, about De la Vega’s experience
and level of expertise in the field of biometrics.

“You’ve made my job a whole lot easier,” Bussard gushed. “We’re all thrilled to have you.”

Now, one year into the job, De la Vega was still wondering what was expected of him
and where Bussard’s duties ended and his duties began. Those things were never actually
spelled out in an agreement, and the boundaries remained vague and confusing. Even during
the initial job interviews, Bussard and board members showed great interest in De la Vega’s
background and talked endlessly about Bussard’s vision for the future. But now, in retro-
spect, the COO realized that there was little or no discussion of his vision or any mention
about how he would fit into the future being laid out for him.

With no clear agreement, De la Vega’s earnest efforts to get guidance about his respon-
sibilities seemed to be brushed aside by the CEO, who remained elusive and vague.

“If he tells me one more time, ‘Yeah, yeah, we’ll talk,” I think I will scream,” De la Vega
complained. “I want to feel like a COO, not a sidekick to the CEO. At the same time, I
don’t want to push so hard that Bussard and the board members become concerned that
they made a mistake in selecting me.”

The confusion about De la Vega’s role also filtered down the ranks. Employees, expect-
ing initiative from De la Vega, remained uncertain about his range of responsibilities. People
looked almost exclusively to Bussard for direction, by-passing the new COO. Workers liked
De la Vega and admired his industry experience. However, old habits die hard, and the habit
of yielding to Bussard’s leadership remained intact. Even one year later, employees were
reluctant to take a chance on angering Bussard by shifting even a portion of their attention
and allegiance to De la Vega.

For his part, De la Vega knew the time for clarity was now, but he hesitated, not know-
ing exactly how or when to approach the CEO from a position of strength.

QUESTIONS

1. If you were De la Vega, what would you do at this point? Do you think De la Vega has
waited too long to make a substantial change in his relationship with Bussard? Why?

2. How would you characterize De la Vega’s style as a follower? What tactics might help
improve his relationship with Bussard? Explain.

3. If you were in De la Vega’s position, what would you have done from the beginning? Be
specific about your actions and timing.

© Cengage Learning 2015

Jake’s Pet Land

Adam Gerrit glanced up from the cash register as his first customers of the day walked
into Jake’s Pet Land, a neighborhood pet store that is part of a small, regional chain. A
young boy, obviously distraught, reluctantly placed a shoebox on the counter. “We have
a problem,” whispered the boy’s dad, “and I would like to get a refund.” Cautiously,
Adam lifted the lid of the shoebox and found an ebony-colored chinchilla hunched in the
corner of the box, huddled in wood chips and barely breathing. Normally inquisitive and
active, the chinchilla was obviously sick. The boy’s father, a loyal customer for several
years, handed Adam a receipt. Adam knew the refund policy by heart: “The health of
exotic animals is guaranteed for seven days after purchase. No refunds are granted after
seven days.” The chinchilla had been purchased 10 days ago, but Adam, as a long-time
employee, knew his manager would agree to bend the rules in this case and grant this cus-
tomer a full refund. Putting the policy manual out of his mind, Adam handed the cus-
tomer a full refund of $1235, saying to the distraught boy, “I’'m sorry your little buddy
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didn’t make it. Would you like to look for another pet?” Although he had clearly
stretched the return policy rules, Adam felt confident that his store manager, Phillip
Jordan, would support his decision.

Jordan did support Adam’s decision to bend company rules if it meant retaining a
loyal customer. Although the store’s thick policy manual called for strict adherence to
established procedures, Jordan encouraged employees to think independently when meet-
ing the needs of customers. Jordan also felt strongly about building camaraderie among
his small staff, even if it meant straying outside the edicts in the policy manual. For exam-
ple, Jordan bought the entire staff pizza and soft drinks as a reward for their cheerful atti-
tude when asked to stay late to clean out the stockroom after the store closed. While they
restocked shelves and mopped the stockroom floor, his employees told stories, traded
jokes, and enjoyed helping each other complete the job quickly. Jordan was proud of the
productive yet friendly culture he had created, even if his district manager would frown
on some of his decisions.

Without surprise, Jordan’s store steadily increased revenue, up 5.4 percent from the
previous year. Employees were motivated and enthusiastic. One factor contributing to the
store’s success was low employee turnover. Again setting company policy aside, Jordan
retained his employees by offering slightly higher wages, granting small promotions with
increased responsibilities, and rewarding “VIP” employees with free passes to a local
theme park. Since all of the employees were pet owners, he also allowed employees to
take home overstocked pet supplies and free samples of new pet foods. This loyalty to
employees resulted in a successful store. But Jordan knew his district manager would
abruptly end all of these practices if he knew about them, so Jordan learned to keep
guarded secrets.

Trouble began when Jordan was transferred to another store, closer to his home, and a
new manager with a completely different managerial style was brought in. Wedded to rules
and procedures, Jan Whitall was driven by order and discipline. On Whitall’s first day on
the job, she set the tone for her tenure with this announcement: “The company’s new com-
pensation policy will be strictly followed in this store, and some of you will have your pay
reduced to adhere to the new pay scales. This is uncomfortable for me, but it’s the result of
some questionable decisions by your previous manager.” The morale of top performers,
including Adam, plummeted. By the end of Whitall’s first month, she had fired an employee
for violating the store’s return policy. The employee had granted a full refund for a ball
python after the seven-day return period. Another employee was publicly reprimanded for
giving a customer a sample of a new organic pet food to try before purchasing it. Stunned
by these actions, employees became indignant and bristled under her tight authority. The
friendly, warm culture had vanished. Adam Gerrit confided to his coworker, “I’ve applied
for a position at the pet superstore down the road. Before I resign, I’'m going to talk to Jan
and see if she can lighten up on the rules.”

Mustering his courage, Adam tapped on Whitall’s office door and asked if he could talk
with her. Putting down her reading glasses and pushing away the financial reports in front of
her, Whitall motioned for him to sit down. “I’'m worried about morale around here,” Adam
began. “Some of our best workers are leaving and I'm considering it, too. Under our previ-
ous manager, I loved coming to work and enjoyed the friendship of coworkers and custo-
mers. Now, everyone is in a sour mood and we’ve lost some customers.” Taking a deep
breath, he continued. “If you are willing to be more flexible with the company policies, 1
would be willing to stay.” Unflustered, Whitall kept her firm stance. “Adam,” she explained,
“Pm responsible to the district manager, who long suspected that the previous manager
wasn’t adhering to company policies. It’s my intention to do my job the way I’ve been
instructed, and I’'m sorry to hear you will be leaving.”

As Adam left her office with his head down, Whitall mused to herself that the district man-
ager would be proud of her ability to stand firm. In fact, he had recently complimented her on
her approach. Neither realized that sales would take a surprising dip in the next quarter.
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QUESTIONS

PART 3 THE PERSONAL SIDE OF LEADERSHIP

1. Which store manager—Phillip Jordan or Jan Whitall—would you prefer working for?
How did each leader’s style affect the culture of the pet store? Explain.

2. What kind of follower was Adam Gerrit? In general, what characteristics of followers do you
admire? What characteristics would you want them to display when working for you?

3. If you were the district manager, which store manager would you prefer to have work-
ing for you? Why? In your opinion, which manager did a better job of managing up?
Which manager did a better job of managing down?

© Cengage Learning
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YOUR LEADERSHIP CHALLENGE

After reading this chapter, you should be able to:

¢ Recognize and apply the difference between intrinsic and extrinsic rewards.
e Appropriately tap into the motives that induce people to take action to accomplish important goals.
¢ Motivate others by meeting their higher-level needs.

Apply needs-based theories of motivation and understand how the concept of equity applies to
motivation.

Describe the psychological and structural elements of empowerment and how empowerment
contributes to motivation.

Apply the job characteristics model to enrich jobs.

Identify factors that play a role in employee engagement and use engagement to meet higher level
needs.

Build a thriving workforce by giving people a sense of making progress toward meaningful goals.

CHAPTER OUTLINE
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ohn Parry, CEO of Solix Inc., knew something had to be done. Solix, a business

process outsourcing company, had recently been spun off from a larger company,

and leaders were grappling with a number of serious problems. Employees weren’t

happy, turnover was verging on 20 percent a year, and people were frequently
absent or tardy because they just didn’t want to come to work. To beat it all, Solix
wasn’t making any money. As leaders considered what to do, Parry decided it might
be a good idea to ask Solix’s employees. He met with each employee individually to
ask what people wanted and needed to be more engaged and committed, have happier
lives, and make the company more successful.

The result was that Parry threw out the company’s top-down, authoritarian
management system in favor of a plan that has leaders and employees working
more like partners. He ended the rigid 8.00 A.m. to 6.00 p.M. workday that required
managers to be present to oversee employees. Instead, he opened the office 24 hours
a day and allowed people to set their own flexible schedules. Since Parry made those
decisions, employees—and the company—have blossomed. Staff turnover dropped to
less than 4 percent, and employees average less than half the number of unscheduled

225
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days off as compared to the industry average. Solix has received the Alfred P.
Sloan Award for Business Excellence in Workplace Flexibility for six straight years
(2007-2013) and has been named one of New Jersey’s “Best Places to Work” for four
straight years. Moreover, the company’s revenues have continued to grow despite tough
economic times. Committed and engaged employees who feel that they are valued by the
company have made the difference. “If we trust these employees to make complex
decisions on multimillion-dollar contracts,” Parry said, they can be trusted to work on
their own without managers looking over their shoulders.'

Many other leaders have found that creating an environment where people feel
valued and respected is a key to high motivation. This chapter explores motivation in
organizations and examines how leaders can bring out the best in followers. We look
at the difference between intrinsic and extrinsic rewards, examine the needs that people
bring to the workplace, and discuss how leaders tap into positive or negative motives
that spur people to action. Individuals have both lower and higher needs, and there are
different methods of motivation to meet those needs. The chapter presents several
theories of motivation, with particular attention to the differences between leadership
and conventional management methods for creating a motivated workforce. The final
sections of the chapter explore empowerment, employee engagement, and how leaders
create a thriving workforce by enabling people to feel a sense of progress in their work.

LEADERSHIP AND MOTIVATION

Most of us get up in the morning, go to school or work, and behave in ways that
are predictably our own. We usually respond to our environment and the people in
it with little thought as to why we work hard, invest extra time and energy in cer-
tain classes, or spend our leisure time pursuing specific recreational or volunteer
activities. Yet all these behaviors are motivated by something. Motivation refers to
the forces either internal or external to a person that arouse enthusiasm and persis-
tence to pursue a certain course of action. Employee motivation affects productiv-
ity, so part of a leader’s job is to channel followers’ motivation toward the
accomplishment of the organization’s vision and goals.> The study of motivation

Motivation

the forces either internal or helps leaders understand what prompts people to initiate action, what influences
external to a person that their choice of action, and why they persist in that action over time.

arouse enthusiasm and o . . . .
persistence to pursue a Exhibit 8.1 illustrates a simple model of human motivation. People have basic
certain course of action needs, such as for friendship, recognition, or monetary gain, which translate into an

EXHIBIT 8.1 A Simple Model of Motivation

NEED

* Creates desire to * Results in * Satisfy needs;
fulfill needs (money, actions to fulfill intrinsic or extrinsic
friendship, needs rewards
recognition,
achievement)

FEEDBACK Reward informs person whether behavior was appropriate and should be used again.
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CHAPTER 8 MOTIVATION AND EMPOWERMENT 227

internal tension that motivates specific behaviors with which to fulfill the need. To
the extent that the behavior is successful, the person is rewarded when the need is
satisfied. The reward also informs the person that the behavior was appropriate and
can be used again in the future.

The importance of motivation, as illustrated in Exhibit 8.1, is that it can lead to
behaviors that reflect high performance within organizations. Studies have found
that high employee motivation and high organizational performance and profits
go hand in hand.®> An extensive survey by the Gallup Organization, for example,
found that when all of an organization’s employees are highly motivated and per-
forming at their peak, customers are 70 percent more loyal, turnover drops by
70 percent, and profits jump 40 percent.* Leaders can use motivation theory to
help satisfy followers’ needs and simultaneously encourage high work performance.
When workers are not motivated to achieve organizational goals, the fault is often
with the leader.

Intrinsic and Extrinsic Rewards

Rewards can be either intrinsic or extrinsic and meet both lower- and higher-level
needs.’ Intrinsic rewards come from the internal satisfaction and enjoyment a person
receives in the process of performing a particular action. Solving a problem to bene-
fit others may fulfill a personal mission, or the completion of a complex task may
bestow a pleasant feeling of accomplishment. An intrinsic reward is internal and
under the control of the individual, such as to engage in task behavior to satisfy a
need for competency and self-determination.

Conversely, extrinsic rewards are given by another person, typically a supervi-

sor, and include promotions and pay increases. Because they originate externally NEW LEADER

as a result of pleasing others, extrinsic rewards compel individuals to engage in a ACTION MEMO
task behavior for an outside source that provides what they need, such as money As a leader, you can provide
to survive in modern society. Think about the difference in motivation for polishing extrinsic rewards, such as

promotions, pay raises, and
praise, but also help followers
achieve intrinsic rewards and

a car if it belongs to you versus if you work at a car wash. Your good feelings from
making your own car shine would be intrinsic. However, buffing a car that is but

one of many in a day’s work requires the extrinsic reward of a paycheck.® meet their higher-level needs
Although extrinsic rewards are important, leaders work especially hard to help for accomplishment, growth,
followers achieve intrinsic rewards. Intrinsic rewards appeal to the “higher” needs and fulfillment.

of individuals, such as for accomplishment, competence, fulfillment, and self-
determination. Extrinsic rewards appeal to the “lower” needs of individuals, such
as for material comfort and basic safety and security. Exhibit 8.2 outlines the dis-
tinction between conventional management and leadership approaches to motiva-
tion based on people’s needs. Conventional management approaches often appeal
to an individual’s lower, basic needs and rely on extrinsic rewards and punishments
to motivate people to behave in desired ways. These approaches are effective, but
they are based on controlling the behavior of employees by manipulating their deci-
sions about how to act. The higher needs of people may be unmet in favor of utiliz- Intrinsic rewards
ing their labor in exchange for external rewards. Under conventional management,  iemal satisfactions a
people perform adequately to receive rewards or avoid punishments because they  person receives in the
will not necessarily derive intrinsic satisfaction from their work. process of performing a
. . . .1 . particular action

The leadership approach strives to motivate people by providing them with the
opportunity to satisfy higher needs and become intrinsically rewarded. Employees  Extrinsic rewards
in companies that are infused with a social mission, and that find ways to enrich ~ rewards given by another
he i £ oth icall highl . db £ the intrinsi person, typically a supervisor,
the lives of others, are typically more highly motivated because of the intrinsic g 5 pay increases and
rewards they get from helping other people.” Leaders at any company can enable  promotions
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EXHIBIT 8.2 Needs of People and Motivation Methods

Needs of people

Conventional

management Leadership

Lower needs Higher needs

Carrot & stick
(Extrinsic)

Empowerment
(Intrinsic)

Control
people

Employee
engagement

Adequate
effort

Best effort

Source: Adapted from William D. Hitt, The Leader-Manager: Guidelines for Action (Columbus, OH: Battelle Press, 1988), p. 153.

people to find meaning in their work. At Morrison Management Specialists, for
example, which provides food, nutrition, and dining services to the healthcare and
senior living industries, leaders provide training sessions under the title of “Our
Great Partnership” and strive to help people see how their jobs make a difference
in the lives of elderly or ill people. A “People First” recognition program gives
employees a chance to recognize one another for exceptional service.® Remember,
however, that the source of an intrinsic reward is internal to the follower. Thus,
what is intrinsically rewarding to one individual may not be so to another. One
way in which leaders try to enable all followers to achieve intrinsic rewards is by
giving them more control over their own work and the power to affect outcomes.
When leaders empower others, allowing them the freedom to determine their own
actions, subordinates reward themselves intrinsically for good performance. They may
become creative, innovative, and develop a greater commitment to their objectives.
Thus motivated, they often achieve their best possible performance.

Ideally, work behaviors should satisfy both lower and higher needs, as well as
serve the mission of the organization. Unfortunately, this is often not the case. The
leader’s motivational role, then, is to create a situation that integrates the needs of
people—especially higher needs—and the fundamental objectives of the organization.

Positive and Negative Motives

People have both positive and negative motives that cause them to engage in
specific behaviors or activities. For example, some people and corporations pay
taxes to avoid the negative consequence of penalties or jail time. Others might
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EXHIBIT 8.3 Four Categories of Motives

1. Extrinsic Positive IIl. Extrinsic Negative
Approach Approach

2anlils Rewards such as pay Threats and punishments
raises, bonuses, praise
Il. Intrinsic Positive IV. Intrinsic Negative
Approach Approach

Intrinsic

Help people enjoy their Tap into self-doubts,
work and get a sense of anxieties
accomplishment

Pleasure/Growth Pain/Fear

Source: Based on Bruce H. Jackson, “Influence Behavior: Become a Master Motivator,” Leadership Excellence (April 2010), p. 14.

pay taxes based on a positive motive of helping their communities and the larger
society. Exhibit 8.3 illustrates four categories of motives based on two criteria.”
The horizontal dimension contrasts motives that are driven by fear or pain versus
those driven by growth or pleasure. The vertical dimension contrasts motives that
are triggered from within the individual (intrinsic) versus those triggered from outside
the individual (extrinsic), such as by a leader. The four quadrants represent four
differing approaches leaders can use for motivating people. Quadrants I and II
are both positive approaches to motivating. Quadrant I motivational methods
attempt to influence behavior by using extrinsic rewards that create pleasure,
such as giving an employee a pay raise, a bonus, or a gift. At Gogobot, a travel
recommendation Web site, leaders offer employees $400 of credit that they can
use for travel, food, or hotels as long as they write reviews for the site.'® Many
leaders are finding that small, unexpected rewards, such as gift cards, water bottles,
or pizza vouchers, are highly effective extrinsic motivators. When people aren’t
expecting a reward, it can have a disproportionate psychological impact.'’ Extrinsic
rewards are important, but good leaders don’t rely on them as their primary motiva-
tional tool. Instead, they also strive to help people find meaning and joy in their
work, using a Quadrant II motivational approach. Quadrant II techniques tap into
deep-seated employee energy and commitment by helping people get deep personal
satisfaction from their work.

Good leaders rely on positive motives as much as they can. However, negative
approaches also have value. In the real world, almost every leader sometimes has to
impose some form of punishment or tap into negative motives to get desired actions
and results. Quadrant III uses negative, extrinsic methods, such as threats or
punishments, to get people to perform as desired. For example, some companies
have found that penalizing employees for smoking or being overweight by charging
extra for health insurance is an effective way to change behaviors and lower
company health care costs. The practice is growing, with leaders citing behavioral
science research showing that people typically respond more strongly to a potential
loss (a penalty for not losing weight), referred to as loss aversion, than to an
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expected gain (a reward for losing weight). At Mohawk Industries, participation in
the company’s health-risk assessment program increased 97 percent after leaders
began penalizing employees $100 if they didn’t participate. Previously, the company
offered rewards for participation, but enrollment rates remained low, which
sparked the shift to penalties.'?

The final category in Exhibit 8.3, Quadrant IV, reflects methods that attempt to
motivate people by tapping into their self-doubts or anxieties, such as motivating
people to work hard by emphasizing the weak economy and high unemployment
rate. Fear can be a powerful motivator, but using fear to motivate people almost
always has negative consequences for employee development and long-term perfor-
mance. Effective leaders avoid the use of fear tactics.

NEEDS-BASED THEORIES OF MOTIVATION

Needs-based theories emphasize the needs that motivate people. As illustrated ear-
lier in Exhibit 8.1, needs are the source of an internal drive that motivates behavior
to fulfill the needs. An individual’s needs are like a hidden catalog of the things he
or she wants and will work to get. To the extent that leaders understand follower
needs, they can design the reward system to direct energies and priorities toward
attainment of shared goals.

Hierarchy of Needs Theory

Probably the most famous needs-based theory is the one developed by Abraham
Maslow."? Maslow’s hierarchy of needs theory proposes that humans are motivated
by multiple needs and those needs exist in a hierarchical order, as illustrated in
Exhibit 8.4, wherein the higher needs cannot be satisfied until the lower needs are
met. Maslow identified five general levels of motivating needs.

®  Physiological: The most basic human physiological needs include food, water,
and oxygen. In the organizational setting, these are reflected in the needs for
adequate heat, air, and base salary to ensure survival.

®  Safety: Next is the need for a safe and secure physical and emotional environ-
ment and freedom from threats—that is, for freedom from violence and for an
orderly society. In an organizational setting, safety needs reflect the needs for
safe jobs, fringe benefits, and job security.

® Belongingness: People have a desire to be accepted by their peers, have friend-
ships, be part of a group, and be loved. In the organization, these needs influ-
ence the desire for good relationships with coworkers, participation in a work
team, and a positive relationship with supervisors.

® Esteem: The need for esteem relates to the desires for a positive self-image and
for attention, recognition, and appreciation from others. Within organizations,
esteem needs reflect a motivation for recognition, an increase in responsibility,

. high status, and credit for contributions to the organization.
Hierarchy of needs

theory ®  Self-actualization: The highest need category, self-actualization, represents the need
Maslow’s theory proposes for self-fulfillment: developing one’s full potential, increasing one’s competence, and
tbhat hlu_m?“ a’ed mor{;"agEd becoming a better person. Self-actualization needs can be met in the organization by
niergs 2;; ?nez EiZCarcthing providing people with opportunities to grow, be empowered and creative, and
order acquire training for challenging assignments and advancement.
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EXHIBIT 8.4 Maslow’s Hierarchy of Needs

Need Hierarchy Fulfillment on the Job

Higher Needs

Self-actualization Needs Opportunities for advancement, autonomy, growth, creativity

Esteem Needs Recognition, approval, high status, increased responsibilities

Belongingness

Work groups, clients, coworkers, supervisors
NEeis groups, ) , Sup

Safety Needs Safe work, fringe benefits, job security

Physiological

Needs Heat, air, base salary

Lower Needs

© Cengage Learning

According to Maslow’s theory, physiology, safety, and belonging are deficiency
needs. These lower-order needs take priority—they must be satisfied before higher-
order, or growth, needs are activated. The needs are satisfied in sequence: Physio-
logical needs are satisfied before safety needs, safety needs are satisfied before social
needs, and so on. A person desiring physical safety will devote his or her efforts to
securing a safer environment and will not be concerned with esteem or self-
actualization. Once a need is satisfied, it declines in importance and the next higher
need is activated. When a union wins good pay and working conditions for its
members, for example, basic needs will be met and union members may then want
to have social and esteem needs met in the workplace. In some Chinese factories,
leaders have gone beyond financial incentives to try to meet belongingness and
esteem needs of employees with work contests, American Idol-type singing contests,
karaoke rooms, speed dating, dinners with managers, and more communications
about the greater purpose of employees’ contributions.'*

Two-Factor Theory

Frederick Herzberg developed another popular needs-based theory of motivation
called the two-factor theory."> Herzberg interviewed hundreds of workers about
times when they were highly motivated to work and other times when they were
dissatisfied and unmotivated to work. His findings suggested that the work char-
acteristics associated with dissatisfaction were quite different from those pertain-
ing to satisfaction, which prompted the notion that two factors influence work
motivation.

Exhibit 8.5 illustrates the two-factor theory. The center of the scale is neutral,
meaning that workers are neither satisfied nor dissatisfied. Herzberg believed that
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NEW LEADER
ACTION MEMO

You can evaluate your current
or a previous job according to
Maslow’s needs theory and
Herzberg's two-factor theory by
answering the questions in
Leader’s Self-Insight 8.1.

Hygiene factors

the first dimension of
Herzberg's two-factor theory;
involves working conditions,
pay, company policies, and
interpersonal relationships

Motivators

the second dimension of
Herzberg's two-factor theory;
involves job satisfaction and
meeting higher-level needs
such as achievement, rec-
ognition, and opportunity for
growth
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EXHIBIT 8.5 Herzberg’s Two-Factor Theory

Highly
Satisfied
Area of Satisfaction Motivators
Motivators influence level
Achievement of satisfaction.
Recognition
Responsibility
Work itself
Personal growth
Neither
Satisfied nor
Dissatisfied
Area of Dissatisfaction Hygiene Hygiene factors
Factors influence level of
Working conditions dissatisfaction.
Pay and security
Company policies
Supervisors
Interpersonal
relationships
Highly
Dissatisfied

two entirely separate dimensions contribute to an employee’s behavior at work. The
first dimension, called hygiene factors, involves the presence or absence of job dissa-
tisfiers, such as working conditions, pay, company policies, and interpersonal rela-
tionships. When hygiene factors are poor, work is dissatisfying. This is similar to
the concept of deficiency needs described by Maslow. Good hygiene factors remove
the dissatisfaction, but they do not in themselves cause people to become highly sat-
isfied and motivated in their work.

The second set of factors does influence job satisfaction. Metivators fulfill
high-level needs such as needs for achievement, recognition, responsibility, and
opportunity for growth. Herzberg believed that when motivators are present,
workers are highly motivated and satisfied. Thus, hygiene factors and motiva-
tors represent two distinct factors that influence motivation. Hygiene factors
work in the area of lower-level needs, and their absence causes dissatisfaction.
Inadequate pay, unsafe working conditions, or a noisy work environment will
cause people to be dissatisfied, but their correction will not cause a high level
of work enthusiasm and satisfaction. Higher-level motivators such as challenge,
responsibility, and recognition must be in place before employees will be highly
motivated. Leaders at Mars Incorporated successfully apply the two-factor the-
ory to provide both hygiene factors and motivators, thus meeting employees’
higher as well as lower needs.

© Cengage Learning
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Are Your Needs Met?

Instructions: Think of a specific job (current or previous) you
have held. If you are a full-time student, think of your classes
and study activities as your job. Please answer the following
questions about those work activities. Indicate whether each
item is Mostly False or Mostly True for you.

Mostly
False

Mostly
True

1. | feel physically safe at work.

2. | have good health benéefits.

3. | am satisfied with what I'm get-
ting paid for my work.

4. | feel that my job is secure as long
as | want it.

5. | have good friends at work.

6. | have enough time away from my
work to enjoy other things in life.

7. | feel appreciated at work.

8. People at my workplace respect
me as a professional and expert
in my field.

9. | feel that my job allows me to
realize my full potential.

10. Ifeel thatlam realizing my potential
as an expert in my line of work.

11. | feel I'm always learning new
things that help me to do my
work better.

12. There is a lot of creativity involved
in my work.

Scoring and Interpretation

Compute the number of Mostly True responses for the ques-
tions that represent each level of Maslow’s hierarchy, as indi-
cated in the next column, and write your score where indicated:

Paul Michaels, Mars Incorporated

‘ Complete this

assignment online with
CengageNOW.

Questions 1-2: Physiological and health needs.
Score = .

Questions 3—-4: Economic and safety needs.
Score = .

Questions 5-6: Belonging and social needs.
Score = .

Questions 7-8: Esteem needs.

Score = .

Questions 9-12: Self-actualization needs.

Score =

These five scores represent how you see your needs
being met in the work situation. An average score for overall
need satisfaction (all 12 questions) is typically 6, and the
average for lower-level needs tends to be higher than for
higher-level needs. Is that true for you? What do your five
scores say about the need satisfaction in your job? Which
needs are less filled for you? How would that affect your
choice of a new job? In developed countries, lower needs
are often taken for granted, and work motivation is based
on the opportunity to meet higher needs. Compare your
scores to those of another student. How does that person’s
array of five scores differ from yours? Ask questions about
the student’s job to help explain the difference in scores.

Reread the 12 questions. Which questions would you
say are about the motivators in Herzberg's two-factor the-
ory? Which questions are about hygiene factors? Calculate
the average points for the motivator questions and the aver-
age points for the hygiene factor questions. What do you
interpret from your scores on these two factors compared
to the five levels of needs in Maslow’s hierarchy?

Source: These questions are taken from Social Indicators Research 55
(2001), pp. 241-302, “A New Measure of Quality of Work Life (QWL)
based on Need Satisfaction and Spillover Theories,” M. Joseph Sirgy,
David Efraty, Phillip Siegel and Dong-Jin Lee. Copyright © and reprinted
with kind permission of Kluwer Academic Publishers.

President Paul Michaels and other leaders at Mars, maker of candy such as M&MWs and Snickers and
pet food such as Pedigree and Whiskas, seem to meet all the need categories in terms of both
hygiene factors and motivators. Mars Incorporated, the third-largest private company in the United
States, is intensely secretive, but an interview by Fortune after the company was named to its “The
100 Best Companies to Work For” list for the first time in 2013 revealed some interesting tidbits.
Once people get a job there, they rarely leave, reflecting that hygiene factors such as
pay and benefits are good and working relationships are solid. Compensation is very good
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Acquired needs theory
McClelland’s theory that
proposes that certain types
of needs (achievement, af-
filiation, power) are acquired
during an individual's
lifetime
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compared to similar companies. Many employees get bonuses from 10 percent to
100 percent of their salaries if their team performs well. Vending machines dispense free
candy all day long, and employees in the pet food division can take their dogs to work.
Employees have to punch a time clock, and their pay gets docked if they are late—but the
policy applies to top executives just as it does to the lowest-level worker.

In addition to the egalitarian workplace, motivators include giving people the auton-
omy to experiment and propose new ideas and recognizing them for showing initiative.
Employees have great opportunities for advancement, both within their division and in the
larger corporation. Leaders encourage employee growth and development. Jim Price began
his career as a janitor at a Mars facility and is now the site-quality and food-safety manager
at one of its chocolate plants. When he started with the company, his supervisor urged him
to attend community college at night, and Mars paid for his tuition and books. Many people
at Mars get a mentor to learn a new skill. Executives often get paired with younger employ-
ees who introduce them to using social media. Development doesn't stop at the factory
gates, either. People can take paid time off to volunteer for community activities such
as cleaning parks, planting gardens, or assisting at medical clinics. A highly competitive pro-
gram selects 80 or so people each year to spend up to six weeks working with Mars-related
partners (such as growers of cocoa beans) in remote areas of other countries.'®

The implication of the two-factor theory for leaders is clear. People have multi-
ple needs, and the leader’s role is to go beyond the removal of dissatisfiers to the
use of motivators to meet higher-level needs and propel employees toward greater
enthusiasm and satisfaction.

Acquired Needs Theory

Another needs-based theory was developed by David McClelland. The acquired
needs theory proposes that certain types of needs are acquired during an indivi-
dual’s lifetime. In other words, people are not born with these needs but may
learn them through their life experiences.!” For example, the parents of Bill Strick-
land, who founded and runs Manchester Bidwell, a highly successful nonprofit
organization that provides after-school and summer programs for at-risk young
people, always encouraged him to follow his dreams. When he wanted to go south
to work with the Freedom Riders in the 1960s, they supported him. His plans for
tearing up the family basement and making a photography studio were met with
equal enthusiasm. Strickland thus developed a need for achievement that enabled
him to accomplish amazing results later in life."® Three needs most frequently stud-
ied are the need for achievement, need for affiliation, and need for power.

® Need for achievement: the desire to accomplish something difficult, attain a
high standard of success, master complex tasks, and surpass others

®  Need for affiliation: the desire to form close personal relationships, avoid con-
flict, and establish warm friendships

® Need for power: the desire to influence or control others, be responsible for
others, and have authority over others

For more than 20 years, McClelland studied human needs and their implications
for management. People with a high need for achievement tend to enjoy work that is
entrepreneurial and innovative. People who have a high need for affiliation are success-
ful “integrators,” whose job is to coordinate the work of people and departments.'”
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Integrators include brand managers and project managers, positions that require excel-
lent people skills. A high need for power is often associated with successful attainment
of top levels in the organizational hierarchy. For example, McClelland studied man-
agers at AT&T for 16 years and found that those with a high need for power were
more likely to pursue a path of continued promotion over time.

In summary, needs-based theories focus on underlying needs that motivate how
people behave. The hierarchy of needs theory, the two-factor theory, and the acquired
needs theory all identify the specific needs that motivate people. Leaders can work to
meet followers’ needs and hence elicit appropriate and successful work behaviors.

OTHER MOTIVATION THEORIES

Three additional motivation theories—the reinforcement perspective, expectancy
theory, and equity theory—focus primarily on extrinsic rewards and punishments
Relying on extrinsic rewards and punishments is sometimes referred to as the
carrot-and-stick approach.*® Behavior that produces a desired outcome is rewarded
with a “carrot,” such as a pay raise or promotion. Conversely, undesirable or
unproductive behavior brings the “stick,” such as a demotion or withholding a
pay raise. Carrot-and-stick approaches tend to focus on lower needs, although
higher needs can sometimes also be met. Read the story in this chapter’s Consider
This to gain some perspective on the use of carrots as motivators.

Does the Carrot Kill Satisfaction?

A shopkeeper got tired of the noise of a group of children who played outside his store
every afternoon. One day, he asked them to leave and promised he'd give each of them $1
to come back and play there the next day. Of course, they showed up. Then the shopkeeper
said he would give each one 50 cents to come back the following day. The next day he
offered 25 cents for them to return. At that point, the children said they wouldn’t be back
the following day because it wasn't worth it for a quarter. The shopkeeper got what he
wanted by shifting the children’s motivation for playing there toward earning an extrinsic
reward rather than for the intrinsic pleasure they originally received.

The moral of the story is that the motivation to seek an extrinsic reward, whether it's a
bonus or professional approval, leads people to focus on the reward rather than on the
intrinsic satisfaction they get from their activities. Extrinsic rewards are temporary. They typi-
cally address lower-level needs and focus people on immediate goals and deadlines rather
than long-term success and happiness.

Sources: Several variations of this familiar story have been told in different sources, including Vincent F. Filak and
Robert S. Pritchard, “Fulfilling Psychological vs. Financial Needs: The Effect of Extrinsic Rewards on Motivation
and Attachment to Internships,” presented in the Public Relations Division in the Association for Education in
Journalism and Mass Communication Conference, August 2008, Chicago, http://citation.allacademic.com/meta
/p_mla_apa_research_citation/2/7/2/3/1/pages272318/p272318-9.php (accessed April 20, 2013); Samuel S.
Franklin, The Psychology of Happiness: A Good Human Life (New York: Cambridge University Press, 2010),

pp. 61-62; and Alfie Kohn, Punished by Rewards: The Trouble with Gold Stars, Incentive Plans, A’s, Praise, and Other
Bribes (Boston: Houghton Mifflin, 1999).
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NEW LEADER
ACTION MEMO

As a leader, you can use good
working conditions, satisfactory
pay, and comfortable relation-
ships to reduce job dissatis-
faction. To spur greater
follower satisfaction and en-
thusiasm, you can employ
motivators—challenge, re-
sponsibility, and recognition.
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Reinforcement theory
a motivational theory that
looks at the relationship be-
tween behavior and its con-
sequences by changing or
modifying followers' on-
the-job behavior through the
appropriate use of immediate
rewards or punishments

Behavior modification
the set of techniques by
which reinforcement theory
is used to modify behavior

Law of effect

states that positively rein-
forced behavior tends to be
repeated and behavior that
is not reinforced tends not to
be repeated

Reinforcement

anything that causes a certain
behavior to be repeated or
inhibited

Positive reinforcement
the administration of a pleas-
ant and rewarding conse-

quence following a behavior
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Reinforcement Perspective on Motivation

The reinforcement approach to employee motivation sidesteps the deeper issue of
employee needs described in the needs-based theories. Reinforcement theory simply
looks at the relationship between behavior and its consequences by changing or
modifying followers’ on-the-job behavior through the appropriate use of immediate
rewards or punishments.

Behavior modification is the name given to the set of techniques by which rein-
forcement theory is used to modify behavior.*' The basic assumption underlying
behavior modification is the law of effect, which states that positively reinforced
behavior tends to be repeated, and behavior that is not reinforced tends not to be
repeated. Reinforcement is defined as anything that causes a certain behavior to be
repeated or inhibited. Four ways in which leaders use reinforcement to modify or
shape employee behavior are positive reinforcement, negative reinforcement, pun-
ishment, and extinction, as illustrated in Exhibit 8.6.

Positive reinforcement is the administration of a pleasant and rewarding conse-
quence immediately following a desired behavior. A good example of positive rein-
forcement is immediate praise for an employee who does a little extra in his or her
work. Studies have shown that positive reinforcement does help to improve perfor-
mance. In addition, nonfinancial reinforcements such as positive feedback, social
recognition, and attention are just as effective as financial rewards.”* A recent
study of employees at a fine dining restaurant, for example, found that when lea-
ders provided clear tasks and clear feedback on how well people were performing
the tasks, motivation and performance improved. Cleaning and sanitizing of tables,
chairs, floors, and restrooms increased by 63 percent and restocking of side stations

EXHIBIT 8.6 Shaping Behavio h Reinforcement

Slow work rate

Supervisor requests faster work

Positive Reinforcement
Increases likelihood that
behavior will be repeated

Praise employee
Recommend pay raise

Employee increases
work rate

Avoidance Learning
Increases likehood that
behavior will be repeated

Avoid reprimands,
negative statements

Punishment
Reduces likelihood that
behavior will be repeated

Reprimand employee
Make negative statements

Employee continues
slow work

Extinction
Reduces likelihood that
behavior will be repeated

Withhold raises, merit
pay, praise

Source: Based on Richard L. Daft and Richard M. Steers, Organizations: A Micro/Macro Approach (Glenview, IL: Scott, Foresman, 1986) p. 109.
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increased by 48 percent.”? Supervisor attention and feedback provide a psychologi-
cal boost to motivation that has nothing to do with financial rewards.

In fact, many people consider factors other than money to be more impor-
tant. In a McKinsey global survey on the motivational value of money, respon-
dents rated “praise and commendation from their immediate supervisor” as
being a more effective motivator than cash.** Unexpected praise or expressions
of appreciation can give a tremendous motivational boost. Indra Nooyi, CEO of
PepsiCo, sends thank-you notes not only to members of her team who do well
but also to their spouses and parents.>> Globoforce’s most recent MoodTracker
Survey found that 82 percent of employees said being recognized for their efforts
increased their motivation. “It made me work harder, want to come to work
every day, and I was proud to work for my boss,” said one respondent.
However, only 65 percent of companies surveyed have employee recognition pro-
grams, and 41 percent of employees said they hadn’t been recognized for a period
of at least six months.?®

Negative reinforcement, sometimes referred to as avoidance learning, is the pro-
cess of withdrawing an unpleasant consequence once a behavior is improved,
thereby encouraging and strengthening the desired behavior. The idea is that people
will change a specific behavior to avoid the undesired result that behavior provokes.
As a simple example, a supervisor who constantly reminds or nags an employee
who is goofing off on the factory floor and stops the nagging when the employee
stops goofing off is using negative reinforcement.

Punishment is the imposition of unpleasant outcomes on an employee in order
to discourage and weaken an undesirable behavior. An example of punishment is
when the board of JPMorgan Chase cut CEO Jamie Dimon’s 2012 bonus by
50 percent because of oversight failures that led to a multibillion-dollar trading
loss related to the so-called “London Whale” fiasco. The punishment is intended
to prevent the CEO from relying too heavily on what he is told by senior managers,
and instead to seek evidence and corroboration of prudent trading behaviors.*’
The use of punishment in organizations is controversial and sometimes criticized
for failing to indicate the correct behavior.

Extinction is the withholding of something positive, such as leader attention,
praise, or pay raises. With extinction, undesirable behavior is essentially ignored.
The idea is that behavior that is not reinforced with positive attention and rewards
will gradually disappear. A New York Times reporter wrote a humorous article
about how she learned to stop nagging and instead use reinforcement theory to
shape her husband’s behavior after studying how professionals train animals.*®
When her husband did something she liked, such as throw a dirty shirt in the ham-
per, she would use positive reinforcement, thanking him or giving him a hug and a
kiss. Undesirable behaviors, such as throwing dirty clothes on the floor, on the
other hand, were simply ignored, applying the principle of extinction.

Leaders can apply reinforcement theory to influence the behavior of followers.
They can reinforce behavior after each and every occurrence, which is referred to as
continuous reinforcement, or they can choose to reinforce behavior intermittently,
which is referred to as partial reinforcement. With partial reinforcement, the desired
behavior is reinforced often enough to make the employee believe the behavior is
worth repeating, even though it is not rewarded every time it is demonstrated. Con-
tinuous reinforcement can be very effective for establishing new behaviors, but
research has found that partial reinforcement is more effective for maintaining
behavior over extended time periods.?’
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Nothing else
can quite substi-
tute for a few
well-chosen, well-
timed, sincere
words of praise.
They're absolutely
free—and worth
a fortune.

Sam Walton,
founder of Walmart
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As a leader, you can change
follower behavior through the
appropriate use of rewards and
punishments. To establish new
behaviors quickly, you can re-
inforce the desired behavior
after each and every occur-
rence. To sustain the behaviors
over a long time period, try
reinforcing the behaviors
intermittently.

Negative
reinforcement

the withdrawal of an un-
pleasant consequence once
a behavior is improved

Punishment

the imposition of unpleasant
outcomes on an employee
following undesirable
behavior

Extinction

the withdrawal of a positive
reward, meaning that be-
havior is no longer rein-
forced and hence is less
likely to occur in the future
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Expectancy theory and rein-
forcement theory are widely
used in all types of organiza-
tions and leadership situations.
The questionnaire in Leader’s
Self-Insight 8.2 gives you the
opportunity to see how effec-
tively you apply these motiva-
tional ideas in your own
leadership.

Expectancy theory

a theory that suggests that
motivation depends on in-
dividuals’ mental expecta-

tions about their ability to

perform tasks and receive

desired rewards

PART 4 THE LEADER AS A RELATIONSHIP BUILDER

Expectancy Theory

Expectancy theory suggests that motivation depends on individuals’ mental expecta-
tions about their ability to perform tasks and receive desired rewards. Expectancy
theory is associated with the work of Victor Vroom, although a number of scholars
have made contributions in this area.’® Expectancy theory is concerned not with
understanding types of needs but with the thinking process that individuals use to
achieve rewards.

Expectancy theory is based on the relationship among the individual’s effort,
the possibility of high performance, and the desirability of outcomes following
high performance. Exhibit 8.7 illustrates these elements and the relationships
among them. The E > P expectancy is the probability that putting effort into a
task will lead to high performance. For this expectancy to be high, the individual
must have the ability, previous experience, and necessary tools, information, and
opportunity to perform. One interesting study of expectancy theory looked at
patrol officer drug arrests in the midwestern United States. The research found
that officers who made the most arrests were those who received specialized train-
ing to hone their skills and perceived that they had sufficient time and resources to
properly investigate suspected drug activity.>!

The P > O expectancy involves whether successful performance will lead to the
desired outcome. If this expectancy is high, the individual will be more highly moti-
vated. Valence refers to the value of outcomes to the individual. If the outcomes
that are available from high effort and good performance are not valued by an
employee, motivation will be low. Likewise, if outcomes have a high value, motiva-
tion will be higher. A simple example to illustrate the relationships in Exhibit 8.7 is

EXHIBIT Key Elements of Expectancy Theory
E > P expectancy
Effort — Performance

P > O expectancy
Performance — Outcomes

Will putting effort into
the task lead to the
desired performance?

Will high performance
lead to the desired outcome?

Are the available outcomes

Valence—value of outcomes highly valued?

(pay, recognition, other rewards)

© Cengage Learning
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Alfredo Torres, a salesperson at Diamond Gift Shop. If Alfredo believes that
increased selling effort will lead to higher personal sales, his E > P expectancy
would be considered high. Moreover, if he also believes that higher personal sales
will lead to a promotion or pay raise, the P > O expectancy is also high. Finally, if
Alfredo places a high value on the promotion or pay raise, valence is high and he
will be highly motivated. For an employee to be highly motivated, all three factors
in the expectancy model must be high.>?

Like the path—goal theory of leadership described in Chapter 3, expectancy the-
ory is personalized to subordinates’ needs and goals. Every person is different, so
leaders have to use a mix of incentives and rewards to motivate. A leader’s respon-
sibility is to understand each follower’s “unique motivational profile” and then help
followers meet their needs while attaining organizational goals.>?

According to expectancy theory, leaders enhance motivation by increasing fol-
lowers’ expectancy—clarifying individual needs, providing the desired outcomes,
and ensuring that individuals have the ability and support needed to perform well
and attain their desired outcomes.

Equity Theory

Sometimes employees’ motivation is affected not only by their expectancies and
the rewards they receive but also by their perceptions of how fairly they are trea-
ted in relation to others. Equity theory proposes that people are motivated to
seek social equity in the rewards they receive for performance.’* According to
the theory, if people perceive their rewards as equal to what others receive for
similar contributions, they will believe they are treated fairly and will be more
highly motivated. When they believe they are not being treated fairly and equita-
bly, motivation will decline. Samantha Eckerd was told that she would have to
move to a new job position to make more money at her financial services com-
pany, but after she changed jobs the company hired someone for her previous
job at a much higher salary than Eckerd had made in that position. The sense
of unfairness created so much anger and stress that Eckerd’s performance and
willingness to collaborate with others suffered and she considered looking for a
new job.**

People evaluate equity by a ratio of inputs to outcomes. That is, employees
make comparisons of what they put into a job and the rewards they receive relative
to those of other people in the organization. Inputs include such things as educa-
tion, experience, effort, and ability. Outcomes include pay, recognition, promo-
tions, and other rewards. A state of equity exists whenever the ratio of one
person’s outcomes to inputs equals the ratio of others’ in the work group. Inequity
occurs when the input/outcome ratios are out of balance, such as when an employee
with a high level of experience and ability receives the same salary as a new, less-
educated employee.

Some companies are sharing hiring and promotion decisions, performance
appraisal data, and individual employees’ pay rates with everyone in the com-
pany, saying it creates trust and keeps people from worrying about inequity.
Others, though, say too much openness creates more problems. Slava Akhmechet,
CEO and cofounder of database firm RethinkDB, experimented with open pay
but ran into problems when he needed to hire new technical employees in a tight
labor market. Akhmechet found that he needed to offer the newcomers higher
salaries than current employees were making. Long-time employees began
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As a leader, you can clarify the
rewards a follower desires and
ensure that he or she has the
knowledge, skills, resources,
and support to perform and
obtain the desired rewards.
You can keep in mind that
perceived equity or inequity in
rewards also influences
motivation.

Equity theory

a theory that proposes that
people are motivated to seek
social equity in the rewards
they receive for performance
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Instructions: Think about situations in which you were in a
formal or informal leadership role in a group or organization.
Imagine using your personal approach as a leader, and
answer the following questions. Indicate whether each item
is Mostly False or Mostly True for you.

Mostly
False

Mostly
True

Your Approach to Motivating Others

1. | ask the other person what
rewards they value for high
performance.

2. | find out if the person has the
ability to do what needs to be
done.

3. | explain exactly what needs to be
done for the person I'm trying to
motivate.

4. Before giving somebody a reward,
| find out what would appeal to
that person.

5. | negotiate what people will receive
if they accomplish the goal.

6. | make sure people have the ability
to achieve performance targets.

7. | give special recognition when
others” work is very good.

8. | only reward people if their per-
formance is up to standard.

9. | use a variety of rewards to rein-
force exceptional performance.

10. | generously praise people who
perform well.

11. | promptly commend others
when they do a better-than-
average job.

12. | publicly compliment others
when they do outstanding work.

Scoring and Interpretation
These questions represent two related aspects of motiva-
tion theory. For the aspect of expectancy theory, sum the
points for Mostly True to questions 1-6. For the aspect of
reinforcement theory, sum the points for Mostly True for
questions 7-12.

The scores for my approach to motivation are:

My use of expectancy theory:
My use of reinforcement theory:

These two scores represent how you see yourself
applying the motivational concepts of expectancy and rein-
forcement in your own leadership style. Four or more points
on expectancy theory means you motivate people by manag-
ing expectations. You understand how a person’s effort
leads to performance and make sure that high performance
leads to valued rewards. Four or more points for reinforce-
ment theory means that you attempt to modify people’s
behavior in a positive direction with frequent and prompt
positive reinforcement. New managers often learn to use
reinforcements first, and as they gain more experience
they are able to apply expectancy theory.

Exchange information about your scores with other
students to understand how your application of these
two motivation theories compares to other students.
Remember, leaders are expected to master the use of
these two motivation theories. If you didn't receive an
average score or higher, you can consciously do more
with expectations and reinforcement when you are in a
leadership position.

Sources: These questions are based on D. Whetten and K. Cameron,
Developing Management Skills, 5th ed. (Upper Saddle River, NJ:
Prentice Hall, 2002), pp. 302-303; and P. M. Podsakoff, S. B. Mackenzie,
R. H. Moorman, and R. Fetter, “Transformational Leader Behaviors
and Their Effects on Followers’ Trust in Leader, Satisfaction, and
Organizational Citizenship Behaviors,” Leadership Quarterly 1, no. 2
(1990), pp. 107-142.

demanding more pay, and in some cases motivation, performance, and commitment
declined significantly if the demands were not met because people felt treated
unfairly. Akhmechet eventually shelved the open salary model.>®

This discussion provides only a brief overview of equity theory. The theory’s
practical use has been criticized because a number of key issues are unclear. However,
the important point of equity theory is that, for many people, motivation is influenced
significantly by relative as well as absolute rewards. The concept reminds leaders
that they should be cognizant of the possible effects of perceived inequity on follower

motivation and performance.
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EMPOWERING PEOPLE TO MEET HIGHER NEEDS

Sharing everyone’s salary might not always be a good idea, but many leaders have found
that sharing overall company financial data and allowing people to participate in strate-
gic decision making is a great high-level motivator. Angela Lee, a support team coordi-
nator at Tenmast Software (which does not share salary data), says knowing where the
company stands and understanding her impact on the bottom line is “empowering.”*”
Other companies are also giving employees more power, information, and authority to
enable them to find greater intrinsic satisfaction. Empowerment refers to power sharing,
the delegation of power or authority to subordinates in the organization.>®

Empowerment can enhance motivation by meeting the higher-level needs of
employees. In addition, leaders greatly benefit from the expanded capabilities that
employee participation brings to the organization.’” Frontline employees often
have a better understanding than do leaders of how to improve a work process, sat-
isfy a customer, or solve a production problem. To empower followers, leaders pro-
vide them with an understanding of how their jobs are important to the
organization’s mission and performance, thereby giving them a direction within
which to act freely.*® At Ritz-Carlton hotels, employees have up to $1,000 to use
at their discretion to create a great customer experience. When homes in the area
near the Ritz in Laguna Niguel, California, were evacuated due to risk of fires, the
hotel made an exception to its “no-pets” rule. One employee anticipated the need
for pet food and drove to the nearest grocery for dog and cat food, making life a
little easier for harried guests who were temporarily homeless.*!

The Psychological Model of Empowerment

Empowerment provides strong motivation because individuals have a sense that
they are in control of their work and success. Research indicates that most people
have a need for self-efficacy, which is the capacity to produce results or outcomes,
to feel that they are effective.*” Most people come into an organization with the
desire to do a good job, and empowerment enables leaders to release the motivation
already there. This chapter’s Bookshelf suggests that empowerment works because
it addresses three higher-level needs that truly motivate people—the desire for mas-
tery, a sense of autonomy, and the need for a driving purpose.

Five elements must be in place before employees can be truly empowered to
perform 4t3heir jobs effectively: information, knowledge, discretion, meaning, and
rewards.

1. Employees receive information about company performance. In companies
where employees are fully empowered, as at Tenmast Software, described ear-
lier, everyone is taught to think like a business owner. Employees have access to
company financials and attend a financial literacy course to understand how to
interpret them.**

2. Employees receive knowledge and skills to contribute to company goals. Compa-
nies use training programs and other development tools to give people the knowl-
edge and skills they need to personally contribute to performance. For example,
when DMC, which makes pet supplies, gave employee teams the authority and
responsibility for assembly line shutdowns, it provided extensive training.*’

3. Employees have the power to make substantive decisions. Empowered employ-
ees have the authority to directly influence work procedures and organizational
direction, such as through quality circles and self-directed work teams. At BHP

241

To see whether
you have felt
empowered in a
job you have
held, log in to
CengageNOW
to complete the interactive
questionnaire.
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ACTION MEMO

As a leader, you can give
employees greater power and
authority to help meet higher
motivational needs. You can
implement empowerment by
providing the five elements of
information, knowledge, dis-
cretion, significance, and
rewards.

Empowerment

power sharing; the delega-
tion of power or authority to
subordinates in the
organization
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Despite much evidence to the contrary,
many people still think giving employ-
ees more money or other extrinsic
rewards is the best way to motivate
them. Certainly it is important to pay
people well and pay them fairly, but in
Drive: The Surprising Truth About What
Motivates Us, Daniel Pink provides
more fuel for the argument that
money is not the best source of
increased motivation.

TYPE | AND TYPE X

Pink defines two types of people. Type X
(Extrinsic) people are driven by external
factors, such as money, fame, status, and
soforth.For Type | (Intrinsic) people, on the
other hand, motivation comes from
within, such as the feeling of accomplish-
ment when doing something meaningful
or the joy one feels in doing a job to the
best of one’s ability. Pink suggests that the
natural human inclination is toward Type |,
but organizations that focus on extrinsic
rewards often turn us into Type X people.
Extrinsic rewards could be effective, he
says, when most people were doing rou-
tine, mechanical, repetitive tasks, but

by Daniel H. Pink

e - SN y
= T - -
€ ) | - _—
- 'Stone/Getty Image

LEADER’S BOOKSHELF

Drive: The Surprising Truth About What Motivates Us

much of today’s work is more complex,
creative, and knowledge-based. For this,
leaders need a new approach.

HOW TO MOTIVATE NOW:

PROVIDE A MAP

Too much focus on extrinsic rewards
can kill intrinsic satisfaction. Pink says
leaders can enhance motivation by pro-
viding three critical conditions.

* Mastery. “We have an innate desire
to grow and develop—to become
really good at something,” Pink
asserts. Mastery leads to a sense of
personal fulfillment. Leaders encour-
age mastery when they give people
time to learn and stretch themselves
and when they provide feedback
that enables employees to improve.
Unfortunately, the modern work-
place is “one of the most feedback-
deprived places in American civiliza-
tion,” he says.

e Autonomy. Perceived control is an
important component of one’s happi-
ness and well-being. Leaders should
set goals, provide the tools and

resources people need, and then
give people discretion over how
they accomplish the goals. Zappos,
for example, has no scripts for call
center employees, does not monitor
calls, and lets people decide for them-
selves how to handle complaints.

o Purpose. For people to be moti-
vated, they need to work toward
an inspiring purpose. Enriching
shareholders isn't going to make
most people want to get out of
bed in the morning, much less give
their best at work. Leaders define a
purpose that employees can believe
in and want to be a part of.

The last section of Drive provides a
toolkit with specific tips and techniques
for implementing the principles in the
real world of organizations. Money and
other extrinsic rewards have their place,
but for Pink, “the best use of money as a
motivator is to pay people enough to
take the issue of money off the table.”

Source: Drive, by Daniel H. Pink, is published by
Riverhead Books/Penguin Group.

Copper Metals in San Manuel, Arizona, teams of tank house workers identify
and solve production problems and determine how best to organize themselves
to get the job done.*®

4. Employees understand the meaning and impact of their jobs. Empowered
employees consider their jobs important and meaningful, see themselves as
capable and influential, and recognize the impact their work has on customers,

Job design

structuring jobs in a way to 5
meet higher level needs and

increase motivation toward

the accomplishment of goals

other stakeholders, and the organization’s success.

47

. Employees are rewarded based on company performance. Reward systems play
an important role in supporting empowerment. People are rewarded based on
results shown in the company’s bottom line. Insurer Aflac has a profit-sharing

program for all employees, from call center personnel to top leaders.*®

Job characteristics
model

a model of job design that
considers the core job di-
mensions of skill variety, task
identity, task significance,
autonomy, and feedback to
enrich jobs and increase
their motivational potential
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Job Design for Empowerment

Leaders can also adjust structural aspects of jobs to enable employees to have more
autonomy and feel a sense of meaningfulness and empowerment in their jobs. Job design
refers to structuring jobs in a way to meet higher-level needs and increase motivation
toward the accomplishment of goals. One model, called the job characteristics model,
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EXHIBIT 8.8 The Job Characteristics Model

Core Job Dimensions Critical Psychological States Personal and Work Outcomes

Skill variety
Task identity
Task significance

Experienced meaningfulness High internal work motivation
of the work

High-quality work performance
Experienced responsibility

Autonomy for outcomes of the work

High satisfaction with the work

Facalomelk Knowledge of the actual

Low absenteeism and turnover
results of the work activities W I Hrnov

Source: Adapted from J. Richard Hackman and G.R. Oldham, “Motivation through the Design of Work: Test of a Theory,” Organizational Behavior and Human
Performance 16 (1976), p. 256.

proposes that certain core job dimensions create positive psychological reactions within
employees that lead to higher motivation and better performance.*” The core job dimen-
sions, related psychological reactions, and outcomes are illustrated in Exhibit 8.8.

Leaders can make alterations in five dimensions of jobs to increase the job’s
motivational and empowerment potential.

1. Increase skill variety. Jobs with a variety of activities require a diversity of skills
and are thus more motivating.

2. Structure jobs so that an employee can perform a complete task from beginning
to end. The job characteristics model refers to this as task identity, which
means the job has a recognizable beginning and ending.

3. Incorporate task significance into the job. People feel an increased sense of power
and self-efficacy when they are performing a job that is important and that influ-
ences customers and the company’s success. At The Nerdery, a Web development
firm, leaders gave all employees the job title of co-president, which increases task
significance for every job because it gives everyone both the freedom and the
responsibility to do what is best for customers and the company.*°

4. Give people autonomy for choosing how and when to perform specific tasks.
People are typically more motivated when they have freedom, discretion, and
self-determination in planning and carrying out tasks.

5. To the extent possible, design jobs to provide feedback and let employees see the
outcomes of their efforts. In cases where the job itself does not provide timely feed-
back, leaders have to work harder at giving people specific feedback and helping
them see how the job contributes to the organization’s success. For example, James
Ault spends his days researching and debating issues related to state energy policy
and might never see concrete results of his work. Consequently, Ault sometimes
finds it difficult to get gratification from his job. “It would be nice to be an electri-
cian,” he says. “You can take pride in what you’ve accomplished.””!

To evaluate a
job according to
the job
characteristics
model, log in to
. .. . . . . CengageNOW
The more these five characteristics can be designed into the job, the higher employ- o complete the interactive

ees’ motivation will be, and the higher will be their performance. Essentially, these  questionnaire.
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Job enrichment

a motivational approach that
incorporates high-level mo-
tivators into the work, in-
cluding job responsibility,
recognition, and opportu-
nities for growth, learning,
and achievement
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PART 4 THE LEADER AS A RELATIONSHIP BUILDER

changes are designed to transfer authority and responsibility from leaders to
employees and create job enrichment. Job enrichment incorporates high-level moti-
vators such as responsibility, recognition, and opportunities for growth and learn-
ing into the job. In an enriched job, the employee controls resources needed to
perform well and makes decisions on how to do the work.

The following example describes how leaders at Ralcorp’s cereal manufacturing
plant in Sparks, Nevada, used job design to enhance employee empowerment.

IN THE LEAD

Ralcorp
One way to enrich an oversimplified job is to enlarge it, that is, to extend the responsibility
to cover several tasks instead of only one. At Ralcorp’s cereal manufacturing plant, leaders
combined several packing positions into a single job and cross-trained employees to oper-
ate all of the packing line’s equipment. Employees were given both the ability and the
responsibility to perform all the various functions in their department, not just a single task.
In addition, line employees became responsible for all screening and interviewing of new
hires as well as training and advising one another. They also manage the production flow to
and from their upstream and downstream partners—they understand the entire production
process so they can see how their work affects the quality and productivity of employees in
other departments and the success of the company. Ralcorp invests heavily in training to be
sure employees have the needed operational skills as well as the ability to make decisions,
solve problems, manage quality, and contribute to continuous improvement.>?

Leaders at Ralcorp applied elements of job design to enrich jobs, which has
improved employee motivation and satisfaction. The company has benefited from
higher long-term productivity, reduced costs, and happier employees.

As illustrated in Exhibit 8.8, the five core job dimensions cause individuals to
experience three positive psychological reactions. The first three dimensions—
higher skill variety, task identity, and task significance—enable the employee to
see the job as meaningful and significant (experienced meaningfulness of work),
which makes the job intrinsically satisfying. Greater autonomy in a job leads to a
feeling of increased responsibility for the success or failure of task outcomes (expe-
rienced responsibility for outcomes of the work), thus increasing commitment. The
final dimension, feedback, provides the employee with knowledge of the actual
results of work activities. Thus, the employee knows how he or she is doing and
can adjust work performance to increase desired outcomes.

These positive psychological reactions in turn lead to greater intrinsic satisfac-
tion, higher motivation, better work performance, and lower absenteeism and turn-
over, as illustrated in the exhibit.

Empowerment Applications

Current methods of empowering employees can be classified based on two dimensions:
(1) the extent to which employees are involved in defining desired outcomes; and (2) the
extent to which they participate in determining how to achieve those outcomes.
Exhibit 8.9 shows that empowerment efforts range from a situation where frontline
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EXHIBIT 8.9 Degrees of Empowerment

High

Self-management—

Empowered to both define mission
define mission and goals and
and set goals define tasks and
s processes
8%
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£ ©
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Empowered to
No empowerment define tasks and
work processes
Low

Low <«———— Degree of Participation ——> High
Determining How to Achieve Outcomes

© Cengage Learning

employees have no discretion (such as on a traditional assembly line) to full empower-
ment where workers even participate in formulating organizational strategy.>>

When employees are fully empowered, they are involved in defining mission
and goals as well as in determining how to achieve them. One organization that
has moved to this high level of empowerment is Hilcorp Energy, the nation’s
fourth-largest private producer of onshore crude oil and natural gas, based in
Houston, Texas. Hilcorp, which takes over holes abandoned by the big energy
companies and produces about 25 million barrels of oil and gas a year from them,
was started by three guys with nothing but a telephone in 1989 and has grown to
more than 600 employees (called associates). Managers attribute the company’s
success to the people on the front lines. Because managers put decision-making
power is in the hands of associates, those people need full information to make
good choices, so all financial and operating information is openly shared. Associ-
ates at Hilcorp are also rewarded based on company performance. Associates can
earn bonuses of up to 60 percent of their annual salaries based on meeting perfor-
mance goals. In addition, they can choose to purchase an economic stake in one of
Hilcorp’s reclamation projects. At Hilcorp, employees truly do feel like owners.”*

GIVING MEANING TO WORK THROUGH ENGAGEMENT

The most recent thinking about motivation considers what factors contribute to
people’s willingness to be fully engaged at work and “go the extra mile” to con-
tribute their creativity, energy, and passion on the job. One approach is to foster

Copyright 2015 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.


http://www.downloadslide.com/
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Complete this
ssignment online with
CengageNOW.

5 Instructions: Think about one of your favorite college 5. | raised my hand in class.
é courses that you enjoyed and in which you performed well. | had fun in class.
§  Answer the questions below for that favorite course. Then 7. | participated actively in small
= respond to the items in Part B below for a course you did group discussions.
g not enjoy and for which you probably performed poorly. 8. | helped fellow students.
= Respond to the items in both Part A and Part B by indicating . .
© whether each item is Mostly True or Mostly False for you. Scoring and Interpretation
For Part A give yourself 1 point for each Mostly True answer
Mostly  Mostly and zero points for each Mostly False. For Part B give your-
False True self 1 point for each Mostly True and zero points for each
Part A (for a favorite course) Mostly False. Write your scores below:
1. | made sure to study on a regular Part A score:
basis. Part B score:
2. | put forth a lot of effort. ” . .
15 vy o el e EaEe The term “employee engagement” is very popular in thg cor-
materiall relevant to my Iife porate world. Engagement means that people are highly
4, | found ways to make the course involved in and express themselves through their work,
T going well beyond the minimum effort required to do their
5. I raised my hand in class, jobs. Engagement typically has a positive relationship with
6. | had fun in class. both personal satisfaction and performance. If this relation-
7. | participated actively in small ship was true for your clzfsses, your score for your favorite
group discussions. course should be substantially higher than the score for your
8. | helped fellow students. least favorite course. The challenge for you as a leader is to
learn to engage subordinates in the same way your instruc-
Part Bliforialleastiravonte cotrse) tor in your favorite class was able to engage you. Teaching is
similar to leading. What techniques did your instructors use
1. Iméde sure to study on a regular to engage students? Which techniques can you use to
5 Ibra;ﬂ:.forth a lot of effort engage people when you become a leader?
3. | found ways to make the course Source: These questions are based on Mitchell M. Handelsman, William L.
material relevant to my life. Briggs, Nora Sullivan, and Annette Towler, “A Measure of College Student
Course Engagement,” The Journal of Educational Research 98 (January—
| found ways to make the coure February 2005), pp. 184-191. e
an organizational environment that helps people find true value and meaning in
their work.

One path to meaning is through employee engagement. Engagement means that
people enjoy their jobs and are satisfied with their work conditions, contribute
enthusiastically to meeting team and organizational goals, and feel a sense of

Engagement belonging and commitment to the organization. Fully engaged employees care

when people enjoy their

jobs and are satisfied with

their work conditions, con-
tribute enthusiastically to
meeting team and organi-
zational goals, and feel a
sense of belonging and
commitment to the
organization
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deeply about the organization and actively seek ways to serve the mission.>® Recent
research shows that only 30 percent of American workers feel engaged in their
jobs.’® Research has also shown that company performance and profitability
improve as the engagement level of employees increases.’” In addition, according
to Gallup Organization research, engaged employees have 51 percent lower turn-
over, 27 percent less absenteeism, and 18 percent more productivity.’® Internet
retailer Zappos takes engagement so seriously that it pays people to quit if they
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don’t feel passionate about their work. In 2011, the early-resignation bonus, known
internally as “the offer,” was $4,000; leaders have experimented with the amount
to make sure the right people are being weeded out.>”
It is the behavior of leaders that makes the biggest difference in whether people
feel engaged at work.®® A leader’s role is not to control others but to organize the
workplace in such a way that each person can learn, contribute, and grow. Research-
ers at the Gallup Organization developed a metric called the Q12, a list of 12 ques-
tions that provides a way to evaluate how leaders are doing in creating an
environment that provides intrinsic rewards by meeting higher-level needs. For exam-
ple, one question on the Q12 concerns whether people have an opportunity at work
to do what they do best. Recall from Chapter 2 the discussion of strengths and how
each person has a unique set of talents and abilities. When people have an opportu-
nity to do work that matches these natural capabilities, their satisfaction and engage-
ment levels soar.®’ The Q12 also evaluates characteristics such as whether employees
know what is expected of them, whether they have the resources they need to per-
form well, whether they feel appreciated and recognized for doing good work,
whether they have a friend at work, and whether they feel that their opinions are
important. The full list of questions on the Q12 survey can be found in the book NEW LEADER
First, Break All the Rules by researchers Marcus Buckingham and Curt Coffman.®? ACTION MEMO

When a majority of employees can answer the Q12 questions positively, the organi- Take the quiz in Leader's Self-
zation enjoys a highly motivated, engaged, and productive workforce. Insight 8.3 to evaluate your
Leaders can identify the level of engagement in their organizations and imple- level of engagement for a
. - . . college course you enjoyed
ment strategies to facilitate full engagement and improve performance. Consider the compared to one you did not
following example from Prudential UK and Europe, which provides life insurance enjoy.

and pensions for around seven million customers.

IN THE LEAD

Cathy Lewis and Rob Devey, Prudential UK and Europe

Like other companies in the financial services industry, Prudential UK and Europe (Pru UK) is
operating in a highly turbulent environment that has been wracked further by the global
economic crisis and scandals in the financial industry. “It is very difficult for both consumers
and organizations to know what to do,” said Cathy Lewis, Pru UK's director of human
resources.

Lewis, Pru UK CEO Rob Devey, and other top leaders decided to focus on improving
employee engagement and being seen as a great employer. The first step was a survey to
gather data on what employees themselves thought would make a difference. Leaders set
up an engagement board made up of senior staff from each part of the business to analyze
the survey findings and identify themes that were the main drivers of engagement. One of
the findings was that line managers were not living up to the ideal of empowerment the
company desired. Top executives redefined roles for line managers and had to reassign
some who couldn’t make the shift. “It was quite painful,” said customer services director
Tracy Harris, but it allowed top leaders to let managers run their own departments as if
they were their own small businesses. Another finding was the importance of leaders
being visible, especially to staff based in locations far away from headquarters (the company
has locations in London, Reading, Scotland, Dublin, and Mumbai).

The engagement board wrote a six-chapter “story” examining the history of Pru UK, the
challenges it faces, the actions desired to address the challenges, and how employees fit in.
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NEW LEADER
ACTION MEMO

As a leader, you can build an
environment that unleashes
employee potential and allows
people to become engaged
with their work and the orga-
nization. You can help people
feel good about their jobs by
giving them a sense of making
progress toward meaningful
goals.

Making progress
principle

the idea that the single most
important factor that can
boost motivation, positive
emotions, and perceptions
during a workday is making
progress toward meaningful
goals

Thriving workforce

A workforce in which people
are not just satisfied and
productive but also engaged
in creating a better future for
themselves and the organi-
zation; incorporates vitality
and learning
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The story was delivered via multiple communication channels, including senior leaders
going to every location. Senior leaders have also begun writing weekly blogs, including
notes about people who have made significant contributions or received awards. “It's a little
thing, but our people love it," Lewis says. One reason is that it encourages and enables close
connections among employees. “These actions,” says Devey, “are about showing you care
and giving permission for people to take the lead with their own initiatives.” The sense of
community has increased tremendously, with local offices planning events such as
Christmas fairs, family days, or special informational breakfasts.

When the engagement survey was conducted a year later, it showed that both
engagement (whether people felt enough a part of the organization to “go the extra
mile”) and enablement (whether they felt they had the resources and autonomy to do
their jobs well) had strongly increased.®

Although the results of the follow-up survey at Pru UK were overwhelmingly
positive and “a source of pride,” leaders say that doesn’t mean their job is done.
“Keep asking, keep talking,” says Lewis. It is “the people in the organization who
know what will make the difference.”®*

NEW IDEAS FOR MOTIVATION

One reason engagement and empowerment have such high motivational potential is
that they address higher level needs and provide intrinsic rewards by applying some
recent ideas about what it takes to have a high-performance workplace in which
people feel that they are a part of something special.

The Making Progress Principle

Recent research points to the importance of making progress toward goals as a
key to high motivation. The making progress principle is the idea that the single
most important factor that can boost motivation, positive emotions, and percep-
tions during a workday is making progress toward meaningful goals.®® People are
most motivated when they have the opportunity to experience achievement.
Knowing that they are making everyday progress, even small steps, can make
all the difference in how motivated people feel to continue pursuing a course
of action.

Leaders can support making progress by setting clear goals, giving people
autonomy, providing sufficient time and resources, and helping people see how
they are contributing. In addition, leader encouragement and recognition can enable
people to see their work as important and meaningful. Providing feedback on how
well people are progressing and giving them a way to track their progress toward
goals provides a renewable energy that fuels motivation. Sometimes managers
underestimate the importance of the continuous feedback aspect of the job charac-
teristics model, described earlier.

Building a Thriving Workforce

Taken together, many of the ideas in this chapter enable leaders to create an envi-
ronment in which people can thrive. A thriving workforce is one in which people are
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not just satisfied and productive but also engaged in creating the future—their own
and that of the organization.®® Two components of thriving individuals are vitality
and learning. A thriving employee is one who feels alive, energized, and passionate
about what he or she is doing. The individual has a sense that his or her work has
purpose and meaning. In addition, a thriving employee is one who is learning and
growing, developing new knowledge, skills, and abilities that can be applied now
and in the future.

Leaders promote thriving by applying many of the motivational techniques
described throughout this chapter, such as meeting higher level needs, helping peo-
ple get intrinsic rewards from their work, and providing regular feedback on perfor-
mance and progress. A long-term commitment to empowerment and engagement
can provide the basis for a thriving workplace. The goal of empowerment and
engagement is to transform the culture. Leaders talk with people one on one to
understand what each individual wants and needs to feel engaged and empowered,
and then follow through with everyday action. Although there are some key dri-
vers, there is no cookie-cutter approach because each individual and organization
is different.®” As described earlier, the immediate supervisor plays a key role in
whether employees are engaged and thriving.

Now that you've read the chapter, check out how today’s leaders are applying these concepts.
Log in to CengageNOW to follow the leaders on Twitter.
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LEADERSHIP ESSENTIALS

® This chapter introduced a number of important ideas about motivating people
in organizations. Individuals are motivated to act by various motives and to
satisfy a range of needs. The leadership approach to motivation tends to focus
on positive motives and meeting the higher needs of employees. The role of the
leader is to create a situation in which followers’ higher needs and the needs of
the organization can be met simultaneously.

® Needs-based theories focus on the underlying needs that motivate how people
behave. Maslow’s hierarchy of needs proposes that individuals satisfy lower
needs before they move on to higher needs. Herzberg’s two-factor theory
holds that dissatisfiers must be removed and motivators then added to cause
high motivation. McClelland asserted that people are motivated differently
depending on which needs they have acquired.

® Other motivation theories, including the reinforcement perspective, expec-
tancy theory, and equity theory, focus primarily on extrinsic rewards and
punishments, sometimes called carrot-and-stick methods of motivation.
The reinforcement perspective proposes that behavior can be modified by
the use of rewards and punishments. Expectancy theory is based on the
idea that a person’s motivation is contingent upon his or her expectations
that a given behavior will result in desired rewards. Equity theory proposes
that individuals’ motivation is affected not only by the rewards they receive
but also by their perceptions of how fairly they are treated in relation to
others. People are motivated to seek equity in the rewards they receive for
performance.

® A highly effective way to meet higher level needs is to empower employees.
Empowerment lets subordinates know the direction of the organization and
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gives them the autonomy to act as they see fit to go in that direction. Leaders
provide employees with the knowledge to contribute to the organization, the
power to make consequential decisions, and the necessary resources to do their
jobs.

® Jobs can be designed to increase empowerment. The job characteristics
model proposes that jobs are more empowering and motivating when they
have greater skill variety, task identity, task importance, autonomy, and
feedback.

® Employee engagement is tied to the trend toward helping employees find value
and meaning in their jobs. The most motivated employees are engaged employ-
ees who enjoy their jobs and feel they are making a valuable contribution.
Engaged employees contribute enthusiastically to meeting goals. Leaders create
the environment that determines employee engagement.

® Two recent motivational ideas that relate to engagement are the making prog-
ress principle and creating a thriving workforce. Research suggests that the sin-
gle most important factor for motivation is a sense of making progress toward
meaningful goals. A thriving workforce is made up of people who are enthusi-
astically learning and growing as they acquire new knowledge and skills to
apply in their current jobs or in the future.

DISCUSSION QUESTIONS

1. Describe the kinds of needs that people bring to an organization. How might a person’s
personality characteristics such as introversion/extroversion or openness to experience,
as described in Chapter 4, influence the needs he or she brings to work?

2. With the economy still in a slump, some companies are freezing pay raises or even cut-
ting pay for some employees so they can offer substantial raises to people considered
star performers. As a motivational technique, does this practice seem like a good one
to you? What might be some disadvantages of this technique?

3. How might empowerment provide the two conditions (vitality and learning) for a thriv-
ing workforce as described in the chapter? Consider both psychological factors and the
job characteristics model in your answer.

4. Google wants employees to mingle more but not to waste a lot of time. So as part of its
“people strategy,” Google analyzes reams of data to determine the optimal size and shape
for the cafeteria tables and the best length for the lunch line. If hygiene factors, as defined
in Herzberg’s two-factor theory, will not provide increased satisfaction and motivation,
why do you think Google would try to increase lunchtime mingling? Discuss.

5. Why do you think making progress in meaningful work ranks as the most important
factor contributing to motivation according to a recent study? How might leaders pro-
vide a sense of progress for employees working on long-range projects that might not
show results for months or even years?

6. One small business owner says she doesn’t offer her sales representatives incentives
because people try to sabotage one another to get more business and stop paying atten-
tion to smaller accounts. As a leader, how would you develop a program to motivate
and reward high performers without promoting the wrong type of behavior?

7. Can you think of specific motivational techniques that would motivate you in each of

the four categories in Exhibit 8.3 (positive extrinsic, positive intrinsic, negative extrinsic,
negative intrinsic)? Describe them.
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8. Do you agree that it is the behavior of leaders that largely determines employee engage-
ment, as defined in the text? What might be some other factors that influence
engagement?

9. Discuss whether you believe it is a leader’s responsibility to help people find meaning in
their work. How might leaders do this for employees at a credit card call center? How
about for employees who empty waste containers and clean restrooms at sports or
entertainment venues?

10. As part of the federal health-care overhaul in the United States, patient satisfaction
survey scores are now used to help determine how much the federal government will
pay medical facilities for treating patients on Medicare. What motivation theory
described in the chapter does this example illustrate? Do you think this approach will
motivate employees to provide better care? What might be some potential problems
with this approach?

LEADERSHIP AT WORK

Should, Need, Like, Love

Think of a school or work task that you feel an obligation or commitment to complete but
that you don’t really want to do. Write the task here:

Think of a school or work task you do because you need to, perhaps to get the benefit,
such as money or credit. Write the task here:

Think of a school or work task you like to do because it is enjoyable or fun. Write the
task here:

Think of a task you love to do—one in which you become completely absorbed and
from which you feel a deep satisfaction when finished. Write the task here:

Now reflect on those four tasks and what they mean to you. How motivated (high,
medium, low) are you to accomplish each of these four tasks? How much mental effort
(high, medium, low) is required from you to complete each task?
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Now estimate the percentage of your weekly tasks that you would rate as should, need,
like, love. The combined estimates should total 100%.

Should: __ %
Need: %
Likee %
Love: %

If your should and need percentages are substantially higher than your like and love
categories, what does that mean for you? Does it mean that you are forcing yourself to do
tasks you find unpleasant? Why? Why not include more like and love tasks in your life?
Might you grow weary of the should and need tasks at some point and select a new focus
or job in your life? Think about this and discuss your percentages with another student in
the class.

Tasks you love connect you with the creative spirit of life. People who do something
they love have a certain charisma, and others want to follow their lead. Tasks you like typi-
cally are those that fit your gifts and talents and are tasks for which you can make a contri-
bution. Tasks you do because of need are typically practical in the sense that they produce
an outcome you want, and these tasks often do not provide as much satisfaction as the like
and love tasks. Tasks you do strictly because you should, and which contain no love, like, or
need, may be difficult and distasteful and require great effort to complete. You are unlikely
to become a leader for completing should tasks.

What does the amount of each type of task in your life mean to you? How do these
tasks relate to your passion and life satisfaction? Why don’t you have more like and love
tasks? As a leader, how would you increase the like and love tasks for people who report
to you? Be specific.

In Class: The instructor can have students talk in small groups about their percentages and
what the percentages mean to them. Students can be asked how the categories of should,
need, like, and love relate to the theories of motivation in the chapter. Do leaders have an
obligation to guide employees toward tasks they like and love, or is it sufficient at work for
people to perform need and should tasks?

The instructor can write student percentages on the board so students can see where
they stand compared to the class. Students can be asked to interpret the results in terms of
the amount of satisfaction they receive from various tasks. Also, are the percentages related
to the students’ stage of life?

* Check out CengageNOW
| for additional cases with
Bl interactive activities.

LEADERSHIP DEVELOPMENT: CASES FOR ANALYSIS

Commissions for Charlotte
Doris Ann Riley, the head of HR for King Conductors, was amused by the conversation
drifting over the planter that separated the two booths in the employee cafeteria. She
recognized the voices on the other side as those of Pete Morris, Carter Henry, and
Rachael Parker. The three were involved in a heated discussion about the opening of
the NFL season one week away and the continued hold-out of the local team’s star
quarterback.

“Hey, if he can hold out for a $50 million dollar contract, I say more power to him.
He’s worth it,” Pete announced “I say ...”
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“The guy already has millions,” Rachael cut in. “He got it last year as a rookie, for hea-
ven’s sake. He’s a selfish jerk. His selfishness is making everyone, the fans, the owner, prob-
ably the other players, angry.”

“Yeah, and what about those other players who have been there, winning games for us
for years?” Carter asked. “They get us in the play-offs year after year, and then here comes
this guy who’s been there one year, one year, Pete, and he’s going to get millions or he won’t
play. Well, that really breaks my heart.”

“Just be glad that Charlotte Forsythe knows nothing about American football or that
you can make demands like that, or she’ll hit up this company,” Rachael remarked, breaking
the tension at the table by making everyone laugh.

On the other side of the planter, Doris Ann was not laughing.

Charlotte had worked for years in the international arena as the top salesperson for
rival Merrill International in the United Kingdom. A native Londoner, she followed a
life-long desire to immigrate to the United States. Doris Ann was part of the team that
had lured Charlotte from U.S. rival Martin Conductor to take a sales position with King
Conductors (whose owners, Wylie King and James Conway, long ago hoisted the humor-
ous nickname, King-Con). Capturing Charlotte was considered a real coup in the world
of conductors. Long considered the big three in the industry, the companies produced
in-demand conductors for electronics. King-Con’s own formulation was designed for use
to counter continuous flexing in data processing, rotating servo platforms, and other
applications.

To capture such a high-profile salesperson, Doris Ann was the first to admit the com-
pany had given in more than usual on wage and other job perks. Charlotte had skipped the
regular salary in order to receive straight commissions on sales—an arrangement that had
been made by her previous employer. The arrangement was unusual but, the team thought,
a necessary step in luring Charlotte away from Martin. In addition, as a native of England
with the habit of driving on the left-hand side of the road, Charlotte’s unfamiliarity with
American driving conditions, particularly in congested metropolitan areas, resulted in the
unusual arrangement of allowing her office assistant to also serve as a driver on various
occasions, particularly when she was out of town. While working in the company headquar-
ters, however, she took the train to work and made use of trains or cabs. Still, there was a
rumble of discontent among employees about Queen Charlotte and royal treatment.

“Her sales are a huge percentage and she’s made a tremendous difference in the year since
her arrival. She really is worth the trouble,” Doris Ann told company vice president Charles
Owenby. “But she has come to me to suggest raising her commission—substantially—and 1
just don’t know. But I think you and I and Wylie and Jim need to discuss this.”

“I agree,” Charles said. “I think they will bend within reason ... ”

“But the problem here, 1 believe, will be the reaction of other employees,” Doris Ann
said. T hear a lot about Queen Charlotte and royal treatment, and comparisons to how
those who have put in the years here are not getting the same respect as the rookie, to bor-
row a football analogy. So the question is, do we give in or stand firm?”

“Knowing she can always move over to Martin,” Charles added. “There’s a risk either
way, so we have to explore our options before we bring all of the parties together to hash
this thing out.”

QUESTIONS

1. What theories of motivation help explain Charlotte’s demands and the reactions of
other employees to those demands?

2. What options can you think of for handling Charlotte’s demand for even higher com-
missions? Which option would you choose? Why?

3. How might Doris Ann Riley deal with employee morale in light of the extremely high
pay demanded by a star salesperson?

© Cengage Learning 2015
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Sun Spots

SunDax CEO Dax Hollandsworth turns his leather desk chair from the blinding sunlight
streaming through the large office window and leans back, facing Mark Roberts, the com-
pany CFO.

“You know, Mark, on the surface this seems impossible. We look at the numbers, we
look at energy trends, we look at tax breaks and the grants and loans poured into this effort,
and...” his voice trails off as he raises his hands in a gesture of surrender.

“I dread the quarterly meeting and video feed,” Mark says. “Everyone has been work-
ing really hard and they’ve come to expect the year-end bonus. Hell, they plan for it, their
families budget for it.”

“I realize this will come as a huge disappointment, but I really don’t think it will come
as a big shock to them. Do you want some of these?” Dax asks, taking a handful of jelly
beans and extending the jar to Mark who takes a few. “They’re working their tails off, but
Pve detected a decline in overall morale. Everyone here keeps a close eye on the industry and
on the mood and efforts at the Federal level. They deal every day with the competition from
the Chinese, and they see this big trend toward mergers and acquisitions. They may not
want to admit it any more than we want to say it, but I think they know the bonus pool is
empty and they wonder what the future holds.”

The question hanging over the offices throughout the U.S. solar industry echoes that of
California-based SunDax, “how could this happen?”

To the outsider, things appear great for solar power. The numbers are staggering with
an over-all increase in usage of more than 60 percent over the previous year. And American
home and commercial construction shows the rising popularity of solar energy as a viable
power alternative. Like the electric automobile, it is the wave of the future. But the public
sees only the sun; industry insiders are looking at the sun spots.

Private investments in the early years followed by federal tax credits and Energy Depart-
ment loan guarantees enabled solar companies such as SunDax to refine their products,
increase inventory, and expand sales worldwide. Boom time brought U.S. Treasury grants
to the industry of several hundred million dollars, and as sales increased so did employee
bonuses. Many bonuses equaled up to a third of an employee’s salary—money for a child’s
college tuition, down-payments on homes, trips, and other luxuries.

Now, amid shaky global economic conditions, SunDax and others see a decline in U.S.
and European solar energy incentives while Chinese competitors undercut costs, providing
an inventory glut for many U.S. producers. In this climate, there is reluctance on the part of
Congress to renew mini-grants or to extend tax credits. The stimulus packages upon which
so many companies depended to jump-start market expansion are a thing of the past.

“Pm afraid that employees will believe we are bending to public pressure in withholding
their bonuses or they will think we are holding onto financial assets in order to look stronger
for a potential merger or acquisition,” Dax tells Mark.

“Mergers and acquisitions are the trend right now and some big names have given in. If
we are acquired, they can share in the gains.”

“We’re not there yet,” Dax says. “Our challenge is to shore up faith in our future
among employees while dealing with the realities of the market. But if you say ‘look at all
of these challenges’ and, ‘oh, by the way, don’t expect a year-end bonus,” what can we
offer to shore up that faith and restore enthusiasm?”

QUESTIONS

1. What options can you think of for Dax and Mark to mitigate the damage from unfilled
expectations for the annual bonus?

2. What specific steps would you take if you were a senior manager in this situation?
Explain why for each step.

3. Do you consider it motivational and equitable when a substantial part of an employee’s
pay is a bonus based on company results in a highly uncertain environment? Why?
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YOUR LEADERSHIP CHALLENGE

After reading this chapter, you should be able to:

e Act as a communication champion and a “sensegiver” rather than just as an information processor.

e Use key elements of effective listening and understand why listening is important to leader
communication.

Use candor appropriately to improve your communication effectiveness, and recognize and apply
the difference between dialogue and discussion.

Incorporate metaphor and storytelling into your leadership communications.

Select an appropriate communication channel for your message and effectively use social media
and nonverbal communication.

Communicate in a way that persuades and influences others.

Effectively communicate during times of stress or crisis.
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n April of 2010, a Transocean oil rig digging a deep-sea well for BP exploded in

the Gulf of Mexico, killing 11 workers and spewing oil into the sea for months.

Why didn’t anyone see that there were problems in safety procedures and flaws in
equipment that could lead to such a disaster? The sad answer is that people did see,
but they were too afraid to speak up. A survey of workers found that many people
were concerned about overlooked safety practices, delayed equipment maintenance
and inspections, poor equipment reliability, and unsafe behaviors on the rig, but
they didn’t report their concerns for fear of reprisals. Most said they felt free to
raise issues that could be immediately addressed on the rig, but they hesitated to
bring up matters that had to be passed up the hierarchy because of the company’s
use of “fear tactics.” Some workers even admitted that they entered false data into
Transocean’s system for tracking safety issues; thus, top executives at Transocean
had a distorted perception of maintenance and safety on the rig.'

If ever there were an illustration of the dangers of poor organizational
communication, it is the BP-Transocean catastrophe. No one likes to hear bad
news, but leaders have to know about problems or they cannot solve them. When
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people are afraid to speak up, don’t care enough to speak up, or find that no one is
listening, the organization and everyone associated with it is hurt. As a leader, you
will define your team or organization’s communication climate, whether things are
discussed openly or suppressed, whether people know and care what is going on in
the organization or do not, and whether listening is valued as a key part of the
communication process.

Leaders need good communication skills particularly during these times of
weakened trust, uncertainty, and economic crisis. Recall that leadership means
influencing people to bring about change toward a vision, or desired future, for the
organization. Leaders communicate to share the vision with others, inspire and
motivate them to strive toward the vision, and build the values and trust that enable
effective working relationships and goal accomplishment.

Successful leader communication also includes deceptively simple components,
such as asking questions, paying attention to nonverbal communication, and
actively listening to others. Unfortunately, research shows that many executives are
not investing the time and energy to be effective communicators. A recent survey by
AMA Enterprise found that nearly 40 percent of employees feel out of the loop and
don’t know what is going on in their companies. Only a measly 9 percent reported
knowing what is going on most of the time.” Leaders are clearly not doing a good
job communicating their visions and goals and keeping employees informed and
involved. Moreover, many leaders resist employee feedback because they don’t want
to hear negative information. Without feedback, leaders can miss important signals
that something is going wrong. In addition, when leaders don’t have feedback, they
often make decisions and plans that are out of alignment with employee needs or
perceptions, making smooth implementation less likely.?

This chapter describes tools and skills that can be used to overcome the
communication deficit pervading today’s organizations. We examine how leaders
use communication skills to make a difference in their organizations and the lives of
followers.

HOW LEADERS COMMUNICATE

Have you ever had a supervisor or instructor whose communication skills were so
poor that you didn’t have any idea what was expected of you or how to accomplish
the job you were asked to do? On the other hand, have you experienced the com-
munication flair of a teacher, boss, or coach who “painted a picture in words” that
both inspired you and clarified how to achieve an objective?
Leadership means communicating with others in such a way that they are influ-
enced and motivated to perform actions that further common goals and lead
toward desired outcomes. Communication is a process by which information and
understanding are transferred between a sender and a receiver, such as between a
leader and an employee, an instructor and a student, or a coach and a football
player. Exhibit 9.1 shows the key elements of the communication process. The
Communication sender (such as a leader) initiates a communication by encoding a thought or idea,
a process by which infor- that is, by selecting symbols (such as words) with which to compose and transmit a
mation and understanding . . . .

message. The message is the tangible formulation of the thought or idea sent to the

are transferred between a > . . : .
sender and a receiver receiver, and the channel is the medium by which the message is sent. The channel
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EXHIBIT 9.1 A Circular Model of Interpersonal Communication

Message
Verbal and
nonverbal symbols

Sender / Receiver
Formulate Interpret

message Potential message
for error or

Interpret misunderstanding ~— Formulate
message message

Message
Verbal and
nonverbal symbols

Sources: Based on Gabriela Moise, “Communication Models Used in the Online Learning Environment,” The 3rd International
Conference on Virtual Learning 2008 , ICVL (http://www.icvl.edu/2008), pp 247-254; and Wilbur Schramm, The Process and
Effects of Mass Communication, 6th Ed. (Urbana, IL: University of Illinois Press, 1965).

could be a formal report, a blog, a telephone call, an e-mail or text message, or a
face-to-face conversation. The receiver decodes the symbols to interpret the mean-
ing of the message. Encoding and decoding can sometimes cause communication
errors because individual differences, knowledge, values, attitudes, and background
act as filters and may create “noise” when translating from symbols to meaning.
People can easily misinterpret messages. Feedback is the element of the communica-
tion process that enables someone to determine whether the receiver correctly inter-
preted the message. Feedback occurs when a receiver responds to a leader’s
communication with a return message. Without feedback, the communication
cycle is incomplete. Effective communication involves both the transference and
the mutual understanding of information.* As illustrated in Exhibit 9.1, the nature
of effective communication is cyclical, in that a sender and receiver may exchange
messages several times to achieve a mutual understanding. The ongoing process of
sending, receiving, and feedback to test understanding underlies both management
and leadership communication.
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Am | Networked?

Complete this
ssignment online with

5 Instructions: Think about your current life as an employee 9. | build relationships with people
§ or as a student. Indicate whether each of the following items of different gender, race, and
é is Mostly False or Mostly True for you. nationality than myself.
=l 10. | maintain contact with people
? Mostly  Mostly from previous organizations and
g False True school groups.
1. | learn early on about changes 11. | actively give information to
going on in the organization that subordinates, peers, and my boss.
might affect me or my job. 12. | know and talk with peers in
2. | have a clear belief about the other organizations.
positive value of active Scoring and Interpretation
networking. Add the number of Mostly True answers for your
3. 1am good at staying in touch with score: . A score of 9 or above indicates that you
others. are excellent at networking and can be a networking leader.
4. I network as much to help other A score of 3 or below would suggest that you need to focus
people solve problems as to help more on building networks, perhaps work in a slow-moving
myself. occupation or organization, or not put yourself in a position
5. I'am fascinated by other people of leadership. A score of 4G8 would be about average.
and what they do. Networking is the active process of building and man-
6. | frequently use lunches to aging productive relationships. Networking builds social,
meet and network with new work, and career relationships that facilitate mutual under-
people. standing and mutual benefit. Leaders accomplish much of
7. I'regularly participate in charitable their work through networks rather than formal hierarchies.
causes.
8. | maintain a list of friends and Source: The ideas for this self-insight questionnaire were drawn primarily
colleagues to whom | send holi- from Wayne E. Baker, Networking Smart: How to Build Relationships for
<a @k, Personal and Organizational Success (New York: McGraw-Hill, 1994).
y
Management Communication
The traditional role of a manager is that of an “information processor.” Managers
spend some 80 percent of each working day in communication with others.” In
other words, 48 minutes of every hour are spent in meetings, on the telephone, or
talking informally with others. Managers scan their environments for important
written and personal information, gathering facts, data, and ideas, which in turn
are sent to subordinates and others who can use them. A manager then receives
subordinate messages and feedback to check understanding and determine whether
to modify messages for accuracy.
NEW LEADER Managers have a huge communication responsibility in directing and controlling

ACTION MEMO

Networking is a vital part of
leadership information sharing.
Answer the questions in
Leader’s Self-Insight 9.1 to
learn whether you network
with other people similar to
what successful leaders do.

an organization. They communicate facts, statistics, and decisions. Effective managers
establish themselves at the center of information networks to facilitate the completion
of tasks. Leadership communication, however, serves a different purpose.

The Leader as Communication Champion

Although leadership communication also includes the components of sending,
receiving, and feedback, it is different from management communication. Leaders
often communicate the big picture—the vision, as defined in Chapter 1—rather
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than facts and pieces of information. A leader can be seen as a communication
champion.®

A communication champion is philosophically grounded in the belief that com-
munication is essential to building trust and gaining commitment to the vision and
strategy. Leaders use communication to unite people around a common sense of
purpose and identity and to ensure that the vision and strategy are deeply under-
stood and accepted by employees. This deep understanding and acceptance of
organizational direction and purpose is referred to as embeddedness.” When the
vision and strategy are embedded, everyone’s daily decisions and actions help
move the firm in the right direction, toward achieving important goals. In many of
today’s organizations, command-and-control management is counterproductive.
People cannot simply be ordered what to do. They need to understand and accept
the vision and strategy so they can align their actions to support the organization’s
competitive intentions.

Leadership communication also shapes how people think about their work
and the organization. Leaders are sensegivers. Sensegiving refers to the process
of influencing how others construct meaning and make sense of the organization
and their place in it.> Good leaders not only use communication to inspire peo-
ple with a vision and instill the values that are necessary for achieving it, they
also communicate to help people understand the larger purpose of their own
work (find meaning) and see how they fit in the organization. Communication
champions visibly and symbolically engage in communication-based activities.
Whether they walk around asking questions or thoughtfully listen to a subordi-
nate’s ideas or problems, the everyday actions of communication champions
convey a deep commitment to communication and sensegiving. Communication
isn’t just about occasional meetings, formal speeches, or presentations. Leaders
actively communicate through both words and actions every day. Regular com-
munication is essential for building personal relationships and binding people
together to accomplish the vision and purpose. This chapter’s Consider This
highlights the importance of leaders taking a positive approach to
communicating.

Exhibit 9.2 shows the leader-as-communication-champion model. By establish-
ing an open communication climate, asking questions, actively listening to others,
applying the practice of dialogue, using candor, and telling stories, leaders facilitate
and support strategic conversations that help move the organization forward.

EXHIBIT 9.2 The Leader as Communication
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Communication
champion

a person who is philosophi-
cally grounded in the belief
that communication is es-
sential to building trust and
gaining commitment to a
vision

Embeddedness

when people throughout
the organization are united
around a common purpose
based on a deep under-
standing and acceptance of
the vision and strategy

Sensegiving

the process of influencing
how others make sense of
the organization, where they
fit within it, and the larger
purpose of their work

Purpose Directed
Direct attention to
vision/values, desired

Strategic

Conversation
Internal and Open climate outcomes; use
External Asking questions persuasion
Sources Listening Methods

g?ar:gg[,e Use rich channels

Using stories

Nonverbal communication
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Communication Starts in the Mind and the Heart

© iStockphoto.com/JOE CICAK

The thought manifests as the word,

The word manifests as the deed,

The deed develops into habit,

And the habit hardens into character.

So watch the thought and its way with care,
And let it spring from love

Born out of concern for all things.

The words above echo what the Buddha said more than 2,500 years ago: “We are what we
think. All that we are arises with our thoughts. With our thoughts we make the world.” The
truth of this verse is timeless: it is truth whether for the past, the present, or the future.

Source: K. Sri Dhammananda, How to Live without Fear and Worry (Kuala Lumpur, Malaysia: BMS Publications,
1989), p. 192.

Leader communication is purpose-directed in that it directs everyone’s attention

NEW LEADER toward the vision, values, and desired outcomes of the group or organization and
ACTION MEMO persuades people to act in a way to help achieve the vision.

As a leader, you can be a Leaders use many communication methods, including selecting rich channels
communication champion and a of communication and using nonverbal communication. Leaders often use sym-
sensegiver. You can use verbal, bolic language and behavior to get their messages across and to influence others.

nonverbal, and symbolic com- For example, President Ronald Reagan was known as a great communicator. In
munication to unite people

ST A communicating his message about the federal budget, Reagan spoke of a trillion

fadlitate strategic conversa- dollars in terms of stacking it next to the Empire State Building. Framed this

tions, and build trust. way, the message redefined the meaning of a trillion dollars and took on a new
reality for the public.

LEADING STRATEGIC CONVERSATIONS

A strategic conversation refers to people talking across boundaries and hierarchical
levels about the group or organization’s vision, critical strategic themes, and the
values that can help achieve desired outcomes. Leaders facilitate strategic conver-
sations by (1) asking questions and actively listening to others to understand their

Strategic conversation attitudes and values, needs, personal goals, and desires; (2) setting the agenda for
communication that takes conversation by underscoring the key strategic themes that are linked to organiza-
place across boundaries and tional success; and (3) selecting the right communication channels and facilitatin

hierarchical levels about the . u 9 > ) - ) .u ! 1 o )
group or organization'’s dialogue.” An example of strategic conversation comes from the U.S. military,
vision, critical strategic which received strong criticism both at home and abroad when the Department

themes, and values that . . .
can help achieve desired of Defense announced the establishment of the United States Africa Command

outcomes (USAFRICOM).
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United States Africa Command (USAFRICOM)

When the US. Department of Defense announced the establishment of USAFRICOM as a
Geographic Combatant Command (GCC) that would assume responsibility over Department
of Defense activities on the continent of Africa, most leaders knew it could provoke suspi-
cions and misunderstandings.

It was a seemingly simple reorganization, as these responsibilities had previously been
divided among other GCCs. The first commander and other leaders of USAFRICOM were
firmly committed to the reorganization as a positive step, but they needed everyone involved
to see things that way as well. They implemented a comprehensive communications plan
that facilitated a strategic conversation among everyone involved—a wide range of partici-
pants from across the United States, Africa, Europe, and the broader international community.
Leaders deliberately developed a set of simple, consistent messages in response to a set of
questions they asked themselves about the mission, purpose, and nature of USAFRICOM.

They also asked questions of stakeholders, particularly their African partners, whom
they considered the most important stakeholder group. The approach “was to give them
the voice that they wanted and to know that we were there to listen and understand.”
The goal was to support, rather than undermine, “African solutions for African problems.”
Rather than offering specific services or describing what they thought Africa should look
like in the future, leaders sought to learn their partners’ priorities and strategies. Emphasis
throughout the early communications strategy was on openness, transparency, candor, and
inclusivity. Leaders created a unifying theme of building the team and developed messages
that illustrated USAFRICOM as a ‘“listening and learning organization.”'°

Although there remain detractors and critics, USAFRICOM continues to stress
openness and transparency and encourages people to check out its work at http:/
www.africom.mil. In other words, the strategic conversation continues. This exam-
ple illustrates the six key components for facilitating strategic conversations: an
open communication climate, asking questions, active listening, dialogue, candor,
and using stories for communication. These six elements are described in the
following sections.

Creating an Open Communication Climate

Open communication means sharing all types of information throughout the organi-
zation, especially across functional and hierarchical boundaries. Open communica-
tion runs counter to the traditional flow of selective information downward from
supervisors to subordinates. Good leaders want communication to flow in all
directions. Communication across traditional boundaries enables leaders to hear
what followers have to say, which means the organization gains the benefit of all
employees” minds. The same perspectives batted back and forth between top execu-
tives don’t lead to effective change, the creation of a powerful shared vision, or the
network of personal relationships that keeps organizations thriving. New voices
and continuous conversation involving a broad spectrum of people revitalize and
enhance communication.'!

To build an open communication climate, leaders break down conventional
hierarchical and departmental boundaries that may be barriers to communication,

265

Open communication
leaders sharing all types of
information throughout the
company and across all
levels
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EXHIBIT 9.3 Why Open the Communication Climate?

An open climate is essential for cascading vision, and cascading is essential because:

Natural Law 1: You Get What You Talk About

A vision must have ample “air time” in an organization. A vision must be shared and practiced by
leaders at every opportunity.

Natural Law 2: The Climate of an Organization Is a Reflection of the Leader
A leader who doesn't embody the vision and values doesn’t have an organization that does.

Natural Law 3: You Can’t Walk Faster Than One Step at a Time

A vision is neither understood nor accepted overnight. Communicating the vision must be built into
continuous, daily interaction so that over time followers will internalize it.

Source: Based on Bob Wall, Robert S. Slocum, and Mark R. Sobol, Visionary Leader (Rocklin, CA: Prima Publishing, 1992), pp. 87-89.

enabling them to convey a stronger awareness of and commitment to organizational

NEW LEADER vision, goals, and values. In an open climate, a leader’s communication of the vision
ACTION MEMO “cascades” through an organization, as explained in Exhibit 9.3. People throughout
As a leader, you can create an the organization thus have a clear direction and an understanding of how they can
open communication climate by contribute.’> An open communication climate helps alleviate tension and conflict
sharing both good and bad between departments, builds trust, reaffirms employee commitment to a shared
information, and you'can facil- vision, and makes a company more competitive.

itate communication across
groups, departments, and

hierarchical levels. Askmg QueStiOhS

Managers typically think they should be the people with the right answers. Leader-
ship, though, is more about being the person with the right questions.'> Many
leaders—indeed, most people in general—are unaware of the amazing power of
questions. In our society, we’re conditioned to come up with answers. Very young
children are typically full of questions, but from an early age they’re discouraged
from asking them. Students are expected to hold up their hands in class to give the
right answer, and they’re often chastised for an incorrect response. Leaders often
assume that if someone comes to them with a problem, their job is to solve it
with the correct answer. They mistakenly fear that not having an answer means
followers will lose respect for them.

What Questions Do Leaders Ask? One purpose of questioning is leader-centered, in
that it seeks to inform the leader about what is going on in the organization; inves-
tigate specific issues, problems, or opportunities; and gather information, ideas, or
insights. This type of questioning is important because it helps leaders tap into the
expertise and ideas of followers. With advances in technology and communications,
no one person can master all the data and information needed to meet the chal-
lenges most organizations face. Even in 1928, when Paul Galvin founded Motorola,
he recognized the value of this type of questioning. His son Bob Galvin said his
father learned about what was happening in the business in the company cafeteria.
“He would always make a point of eating with employees at lunchtime,” Galvin
said. “He’d ask them lots of questions about operations, customers, and how to
improve quality.”"*

Copyright 2015 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.


http://www.downloadslide.com/

CHAPTER 9 LEADERSHIP COMMUNICATION 267

Leaders also use questions for another purpose. This approach is follower-
centered, in that it seeks to connect with followers, develop new insights, encourage
critical thinking, expand people’s awareness, and stimulate learning. One study
found that 99 percent of top managers surveyed believe that critical thinking skills
at all levels are crucial to the success of their organizations."’

Benefits of Asking Questions Asking the right kinds of questions benefits both
leaders and followers in many ways.'® Questions encourage people to think and
empower them to find answers, helping to build positive attitudes and follower
self-confidence. Asking questions rather than giving answers provokes critical
thought and leads to deeper, more lasting learning. In addition, asking questions
shows that leaders care about people on an individual basis, value the opinions
and knowledge of others, are open to new ideas, and have faith that people
want to contribute to the organization, which helps to build trusting, respectful
relationships.!” People want their leaders to recognize them as individuals and
let them be part of something meaningful. Jonathan Kraft, president of the New
England Patriots football team, says he and his father, team chairman Robert
Kraft, have only one role: “We ask questions just as any manager would, to
spur the thinking.” Other than that important job, the Krafts leave the Patriots
to the leadership of Coach Bill Belichick, personnel head Nick Caserio, and
other team leaders."®

Do you practice
good listening
habits? To find
out, log in to

Listening
Just as important as asking questions is listening to the responses. A recent survey
of 800 employees across a variety of industries found that about two-thirds of

. .. . 19 CengageNOW
respondents felt that their opinion was either unwelcome or not valued at work. o complete the
An open communication climate is not possible if leaders aren’t listening. When lea-  interactive questionnaire.
ders fail to listen to employees, it sends the signal, “you don’t matter,” which
decreases commitment and motivation. People are willing to share their ideas, sug-
gestions, and problems when they think someone is listening and genuinely values
what they have to say.

Hearing is easy, but really listening is hard.?® Listening involves the skill of
grasping and interpreting a message’s genuine meaning. Remember that message
reception is a vital link in the communication process. However, many leaders
take listening for granted and focus their time and energy on learning how to ver-
balize and present their own ideas more effectively. When talking with someone, NEW LEADER
they concentrate on formulating what they’re going to say next rather than on ACTION MEMO
what is being said to them. Fortunately, leaders can develop their listening just as Evaluate your skills for listen-
they can any other skill.*! ing and asking questions by

What constitutes good listening? Exhibit 9.4 gives 10 keys to effective listen- completing the questionnaire
. . .. - . in Leader’s Self-Insight 9.2.
ing and illustrates a number of ways to distinguish a bad listener from a good
one. A key to effective listening is focus. A good listener’s total attention is
focused on the message; he isn’t thinking about an unrelated problem in the pur-
chasing department, how much work is piled up on his desk, or what to have for
lunch. A good listener also listens actively, keeps an open mind, works hard at :-l::tsek:“;';? e
listening, and uses thought speed to mentally summarize, weigh, and anticipate terpreting agmezsagge,S gen-
what the speaker says. uine meaning
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EXHIBIT 9.4 Ten Keys to Effective Listening

Key

1.

10.

Listen actively

Keep an open mind

Resist distractions

Capitalize on the fact
that thought is faster
than speech

Seek understanding
Judge content, not

delivery

Hold one’s fire

Listen for ideas

Work at listening

Show respect

Poor Listener

Minimally involved, unfocused
Pays attention only to ideas that
conform to own opinions

Is easily distracted

Tends to daydream with slow
speakers

Feigns agreement to bring the
conversation to an end

Tunes out if delivery is poor
Spouts solutions before under-
standing the problem or question
Listens for facts

No energy output; passive and laid
back

Interrupts; talks over the other
person when trying to get a
point across

Good Listener

Shows interest; nods, asks ques-
tions, paraphrases what is said

Looks for opportunities and new
learning

Fights distractions; tolerates bad
habits; knows how to concentrate

Challenges, anticipates, summarizes;
listens between lines to tone of
voice

Searches for common ground and
new understanding

Judges content; skips over delivery
errors

Does not judge or respond until
comprehension is complete

Listens to central themes

Works hard; exhibits active body
state, eye contact

Learns to keep quiet and let the
other person do most of the
talking

Sources: Based on “A Field Guide to Identifying Bad Listeners,” McKinsey Quarterly, Issue 2 (2012), p. 112; Bernard T. Ferrari,
"The Executive’s Guide to Better Listening,” McKinsey Quarterly, Issue 2 (2012), pp. 50-60; Philip Morgan and Kent Baker,
“Building a Professional Image: Improving Listening Behavior,” Supervisory Management (November 1985), pp. 34-38; and
Sherman K. Okun, “How to Be a Better Listener,” Nation’s Business (August 1975), p. 62.

Effective listening is engaged listening. Good leaders get out of their office and

mingle with others, ask questions, set up listening forums where people can say
whatever is on their minds, and provide feedback to let people know they have
been heard.?” Active listening is a daily, ongoing, and vital part of every leader’s
job. Kevin Sharer, recently retired CEO of Amgen, calls it “strategic listening.”

Kevin Sharer, Amgen Inc.
Kevin Sharer admits that he was a terrible listener for much of his career. He didn't mean to
be; he just wanted to get ahead in life and believed that meant convincing others of his
point of view. Then one day, he heard Sam Palmisano, who guided IBM to record growth
and profits before he turned over the CEO job to Virginia Rometty in 2012, talk about why
his work in Japan was so important to his leadership development. “Because | learned to lis-
ten,” Palmisano said. ‘I learned to listen by having only one objective: comprehension....
I 'wasn't listening to critique or object or convince.”
It was an epiphany for Sharer, who realized that being a good leader is less about con-
vincing others of your point of view and more about respecting and getting the best out of
people—and that requires really listening to them. A leader operates in a complex ecosystem,
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Listening and Asking Questions

5 Instructions: Think about how you communicate during a typ- 11. | inquire about others’ points of
E ical day at school or work. Respond to the statements below view on topics.

% based on whether they are Mostly False or Mostly True for 12. | don't hesitate to ask what may
% you. There are no right or wrong answers so answer honestly. appear to be dumb questions.
EL Mostly  Mostly Scoring and Interpretation

© False True

1. | am extremely attentive to what
others say.

2. | deliberately show people that |
am listening to them.

3. | really enjoy listening very care-
fully to people.

4. My mind does not wander when
someone is talking.

5. | often restate what the person
said and ask if | got it right.

6. | usually think about a response
while a person is still talking.

7. | often ask people to clarify what
they mean.

8. | ask questions in every
conversation.

9. | am genuinely curious in con-
versations about what other
people think.

10. During a conversation, | fre-
quently probe for deeper
information.

Compute two scores from your answers and insert them
below. For your listening score, sum 1 point for each Mostly
True answer for items 1-5 and for a Mostly False answer to
item 6. For your asking questions score, sum 1 point for
each Mostly True answer to items 7-11. Insert your two
scores below.

Listening score . Asking Questions score

Your first score reflects your listening habits. Managers
face many distractions, which makes it hard to pay attention
when someone is speaking. Listening attentively can pre-
vent many communication mistakes. Your second score
reflects your habit of inquiry, which means asking questions
to learn more about something or to confirm your under-
standing. Asking questions is an important part of an effec-
tive leader’'s communication repertoire, as described in the
text. Scores of 5-6 reflect excellent communication habits.
Scores of 0-2 suggest that you may need to work on your
communication practices. Scores of 3-4 imply that you are
doing okay but have room for improvement.

Source: Partially based on William B. Snavely and John D. McNeill,
“Communicator Style and Social Style: Testing a Theoretical Interface,”

Journal of Leadership and Organizational Studies 14, no. 1 (February 2008),
pp. 219-232.

Sharer says, and has to employ strategic listening to get all the signals that give a full picture
of what is going on. “You've got to seek out these signals actively and use every possible
means to receive them,” he says. Sharer began regularly visiting and genuinely listening to
people throughout the company. He admits it wasn't easy. “You have to change,” he says,

“and you have to want to change.... There has to be a certain humility to listen well.

Listening, Sharer believes, is the greatest sign of respect you can give someone.
“Eventually, executives who don’t listen lose the support of their teams and collea-
gues. And once you’ve lost that support, it’s almost impossible to get it bac

n23

NEW LEADER
ACTION MEMO

As a leader, you can learn to
be a better listener. You can

k »24

Dialogue

In most organizations, there are some issues that are characterized by strong emo-
tions and extreme uncertainty and that can’t be resolved by resorting to facts and
logic. With these so-called hot topics, the stakes for those involved are high. When
hot topics involve whole groups of employees, a type of communication referred to
as dialogue can help.

focus your total attention on

what the other person is say-
ing and work hard to listen—
use eye contact; ask questions
and paraphrase the message;

and offer positive feedback.
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The “roots of dialogue” are dia and logos, which can be thought of as a stream

NEW' LEADER of meaning. In dialogue, people together create a stream of shared meaning that
ACTION MEMO enables them to understand each other and share a view of the world.?® People
As a leader, you can use dia- may start out as polar opposites, but by actively listening and talking authentically
logue to help people create a to one another, they discover their common ground, common issues, and common
shared sense of meaning and dreams on which they can build a better future. Most of us have a tendency to

purpose. You can enable people
to express their hopes and
fears, suspend their convictions

infuse everything we hear with our own opinions rather than being genuinely open
to what others are saying. In addition, traditional business values in the United

and explore assumptions, and States and most other Western countries reward people for forcefully asserting
become motivated to search for their own ideas and opinions and trying to discredit or contradict others.?® But peo-
common ground. ple can engage in dialogue only when they come to a conversation free of prejudg-
ments, personal agendas, and “right” answers. Participants in a dialogue do not
Dialogue presume to know the outcome, nor do they sell their convictions.
active sharing and listening One way to understand the distinctive quality of dialogue is to contrast it with dis-
in which people explore .27 o . . . . .
common ground and grow  cussion.”” Exhibit 9.5 illustrates the differences between a dialogue and a discussion.
to understand each other Typically, the intent of a discussion is to present one’s own point of view and persuade

and share a world view others in the group to adopt it. A discussion is often resolved by logic or by “beating

EXHIBIT 9.5 Dialogue and Discussion: The Differences

Conversation

Lack of understanding, disagreement,
divergent points of view, not revealing true feelings

~ ~

A. Debate/Discussion: B. Dialogue:
Straight line conversation Divergent and convergent thinking
provides a speedy decision helps to bring about multiple
with minimal conflict perspectives, opinions, and answers

e Slow down

e Listen more than talk

* Focus on the whole

* Seek common ground

* Many people have pieces of
the answer

* Everyone is heard

¢ No time

¢ Talk more than listen

¢ Focus on my interests

* Defensive listening

¢ Assume you have right answers
* Persuade, sell, and find flaws

Result Result

¢ Retain fixed mindset
¢ Short-term solution

e See bigger picture
* Long-term innovative solution

¢ Ratify your position
¢ Others beaten down

* Fix the big issue
* All on board for decision

Sources: Based on Edgar Schein, “On Dialogue, Culture, and Organizational Learning,” Organizational Dynamics 22, no. 2 (Fall 1993),
pp. 40-51; Deborah L. Flick, From Debate to Dialogue: Using the Understanding Process to Transform Our Conversations

(Boulder, CO: Orchid Publications, 1998), p. 22; and Glenna Gerard and Linda Teurfs, “Dialogue and Organizational Transformation,”
in Community Building: Renewing Spirit and Learning in Business, Kazimierz Gozdz, ed. (Pleasanton, CA: New Leaders Press, 1995).
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down” opposing viewpoints. Dialogue, on the other hand, requires that participants
suspend their attachments to a particular point of view so that a deeper level of listening,
synthesis, and meaning can emerge from the group. A dialogue’s focus is to reveal feel-
ings and build common ground, with the emphasis on inquiry rather than advocacy.

Dialogue is particularly useful for conversations about hot topics. One example of
using dialogue for hot topics occurred at NECX, an online marketplace that was
acquired by Converge. Henry Bertolon, cofounder and CEO, introduced dialogue to
improve communication after a period of rapid growth led to internal tensions. “We’d
have meetings that just melted down,” he says. “Everyone would scream at each other
and then leave.” Bertolon hired Wil Calmas, a psychologist with an MBA, to lead a
series of programs to get people talking—and listening—to one another on a deeper,
authentic level. People were encouraged to express fear, hostility, frustration, and secret
wishes—whatever feelings were affecting their lives and work. The dialogue sessions cre-
ated a safe environment for people to reveal their feelings, explore ideas, and build com-
mon ground. Bertolon also believed it helped employees be loose, flexible, and open to
new ideas—ready to respond to the rapid changes taking place all around them.®

Both forms of communication, dialogue and discussion, can result in organiza-
tional change. However, the result of a discussion is limited to a specific topic being
deliberated, whereas the result of dialogue is characterized by group unity, shared
meaning, and transformed mindsets. This kind of result is far-reaching. A new,
common mindset is not the same thing as agreement because it creates a reference
point from which subsequent communication can start. As new and deeper solu-
tions are developed, a trusting relationship is built among communicators, which
is important to all communication episodes that follow. Dialogue thus transforms
communication and, by extension, the organization.

Communicating with Candor

A communication approach that can limit the potential for workplace misunderstand-
ings, incivility, and ill will that turn into hot topics is candor. When leaders communi-
cate with candor, they encourage others to do the same. Candor refers to honest,
forthright expression of a leader’s thinking.”” Communicating with candor means
being direct, honest, and clear about what followers need to do to meet objectives,
while also expressing respect for others and not making people feel slighted, controlled,
or exploited. Candor is extremely important when dealing with hot topics. Unfortu-
nately, communicating with candor is a problem for many leaders. Jack Welch,
speaker, author, and former CEO of General Electric, says when he asks groups of
managers how many of them have received candid performance appraisals, only

about 10 percent of people raise their hands. When he asks how many have given can- NEW LEADER

did appraisals to their employees, the results aren’t much better.° ACTION MEMO
Communicating with candor means letting followers know exactly where the Complete the questions in

leader stands and what the leader expects of them. The appropriate use of candid com- Leader's Self-Insight 9.3 to

munication acknowledges the other person’s perspective and opinion, yet is very spe- learn how effective you are at

cific about what the leader wants and why. Leaders who communicate with candor ey il Gl

keep the focus on the specific perception they have and the effect it has on the leader
and organization rather than accusing or blaming the other person. They stick to facts
rather than judgments and are very clear about what they want from followers.>'
In an organization where candid communication is the norm, everything works
faster and better.>> When everyone feels free to open up and speak frankly, more peo-
ple get involved in organizational conversations so ideas get debated, adapted, and
acted upon more quickly. Candid communication also limits common problems Candor
such as meaningless meetings, rancorous silence, or ineffective teamwork. At Taunton  j5nest forthright expression
Press, a special-interest publishing company, the lack of candor led to endless  of aleaders thinking
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Do You Speak with Candor?

Instructions: Respond to the statements below based on 6. | am an extremely frank

how you speak to others during personal or work conversa- communicator.

tions. Answer whether each statement is Mostly True or

Mostly False for you. There are no right or wrong answers Scoring and Interpretation

so answer honestly. Give yourself one point for each Mostly True answer and
write your score below.

© Viperagp | Dreamstime.com

Mostly Mostly Candor Score ___.
False True

Your score reflects the level of candor with which you
1. | say exactly what | think to communicate. Many people have a hard time giving straightfor-
people. - ward opinions and frank feedback because they don’t want to
2. | never hesitate to hurt people’s hurt a person’s feelings nor do they want people to dislike them.
feelings by telling the truth. - Hence the sharing of honest observations is limited. A score of
3. | like to be strictly candid about 5-6 on this scale reflects a habit of candor, which will add to
what | say. — — your leadership effectiveness. A score of 3-4 means that you
4. | am very straightforward when do reasonably well at saying what you think. A score of 0-2
giving feedback. - means you may have a hard time speaking straight and you
5. | present evidence for my opinions. — may want to practice to improve your candor.

© Cengage Learning

meetings and decreased productivity. In a small, close-knit company like Taunton,
people naturally don’t want to offend one another. Yet over time the culture of
“terminal niceness” that evolved sabotaged teamwork. Executives hired consultants
from Fierce Inc. to help Taunton leaders and employees see that healthy relationships
include both confrontation and appreciation. “In an honest and authentic relation-
ship, one must communicate truthfully, and in a collaborative relationship, one must
ask candid questions,” says Halley Bock, president and CEO of Fierce. Over time,
Taunton transformed to a culture of candor, collaboration, and accountability.*?

The Power of Stories

Native American tribes often made the best storytellers their tribal leaders.>* That’s
because stories can have tremendous influence on people’s beliefs, attitudes, and beha-
viors. Recall the earlier discussion of leaders as sensegivers. Telling stories is the founda-
tion of sensegiving. Storytelling goes hand in hand with listening. Leaders listen to the
stories of employees, customers, and others and tap into clues about how to construct
their own stories to unite people with purpose and meaning. Stories can help people
make sense of complex situations, bind them together in a shared purpose, inspire

action, and bring about change in a way that other forms of communication cannot.
Evidence for the compatibility of stories with human thinking was demonstrated
by a study at the Stanford Business School.** The goal was to convince MBA students
that a company practiced a “no-layoffs” policy. Some students were told only a story
NEW LEADER related to the company’s commitment to avoiding layoffs. A second group was given
ACTION MEMO statistical data showing little turnover compared to competitors. Another group was
As a leader, use story and shown the company’s policy statement. A fourth group was provided with statistics
metaphor to help people con- and a story combined. Of all these approaches, the students presented with the story
st el eyl alone were most convinced that the company practiced a no-layoffs policy. This is a
;iss:vgaita:: ii(teil:(.ey values powerful lesson for leaders. To influence people, it is important to win their hearts,
and stories are the best way to do that. Leaders who incorporate imagery and elements
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LEADER'S BOOKSHELF

Tell to Win: Connect, Persuade, and Triumph with the Hidden
Power of Story

i

© photogl/Shutterstock.com

Everybody in a leadership role shares the
same problem, Peter Guber says in Tell to
Win: “To succeed, you have to persuade
others to support your vision, dream, or
cause.” Whatever the purpose of a leader
communication—motivating employees,
engaging customers, or organizing inves-
tors—Ileaders have to “get your listeners’
attention, emotionalize your goal as
theirs, and move them to act.... You
have to reach their hearts as well as their
minds.” What's the best way to do that?
With a story. For leaders, telling purposeful
stories is an everyday requirement.

HOW TO TELL A PURPOSEFUL STORY
As an entrepreneur, media mogul, and
producer of award-winning films includ-
ing Batman, Midnight Express, The Color
Purple, and Rain Man, Guber clearly
knows a lot about telling a good story,
but he emphasizes that you don’t have
to be a professional to tell a moving
story. Guber gives some guidelines for
what makes a successful leader story:

o It Has a Goal. Purposeful stories have
a call to action. Leaders tell stories to
achieve something. They are clear in

by Peter Guber

their minds what they want followers
to feel, think, and do because of the
story. When Guber started as head of
Sony Pictures Entertainment, he says
the job of pulling together a disparate
group of people spread across the
country and overseas seemed insur-
mountable. He told the story from
the film Lawrence of Arabia, where
T. E. Lawrence pulls all the Arab tribal
leaders together, to inspire employees
to reclaim their heritage and pull
together as “one tribe.”

It Is Authentic. The leader has to be
motivated by the goal, or it will be
impossible to motivate and inspire
followers. Being personally con-
nected to the story enables the teller
to connect listeners to it. Good story-
tellers don't follow a script and don't
always stay on point. They some-
times shift the story if needed to
emotionally bond with the listener
and get the point across.

It Is Targeted to the Audience.
Build your story about “what’s in it
for them.” The leader has to know
his or her “audience” (followers) to

incorporate their interests into the
story. By demonstrating that you
are interested in what concerns fol-
lowers, you change passive listeners
into active participants in the story.

WHY IS STORYTELLING SO
IMPORTANT?

Without stories, leaders have only
“transactional elements and no relation-
ship” with followers, says Guber. In Tell
to Win, Guber uses not only his own
experiences but those of more than 90
others leaders, including famed basket-
ball coach and motivational speaker Pat
Riley; Chad Hurley, cofounder and CEO
of YouTube, and former U.S. president
Bill Clinton, who have used purposeful
stories to drive their success. Reading
about how these leaders use stories
gives a clear sense that a good story
can be very simple and can come
from anywhere. As Guber says, “Anyone
can do it, and everyone does do it!” The
key for leaders it to do it purposefully.

Source: Connect to Win, by Peter Guber, is pub-
lished by Crown Business.

of story in their everyday language have a more powerful and lasting influence than
those who simply marshal facts and figures to support their point.

Everyone can learn to use stories, and stories need not be long or carefully con-
structed to have an impact. A story can be a joke, a simple example illustrating an
idea, a historical incident, something from a movie or television show, a personal expe-
rience, or something read on a blog or news page. The key point is that it should create
an emotional context for getting the leader’s message across.*® One senior leader
referred to Lewis and Clark’s 1804-1806 expedition through 7, 689 miles of uncharted
territory to get people lined up in support of a new vision and strategy. Along the way,
there would be “mountains,” “rivers,” and “friends and foes alike,” he told them, but
just like Lewis and Clark they could adapt to the many twists and turns of the journey.
Using the image worked; the entire organization came to embrace the new vision, and
people often refer back to the Lewis and Clark story to remember that they are on an
adventurous journey.’” Pulling together in the same direction is essential for change to
happen, and people come together because of emotion, not logic.

“People are wired for telling and hearing stories,” says Peter Guber, Hollywood
film producer, CEO of Mandalay Entertainment Group, and author of Tell to Win: psychologist and
Connect, Persuade, and Triumph with the Hidden Power of Story, which is further author of Leading
described in this chapter’s Bookshelf. “We need to plug into that and use it.”>® Minds

Stories are the
single most pow-
erful weapon in a
leader’s

arsenal.
Howard Gardner,
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As a leader, you can increase
your influence by listening first
to build trust and find common
ground and by establishing
your credibility based on
knowledge and skills. You can
show how your plans will
benefit followers to gain their
support.
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PART 4 THE LEADER AS A RELATIONSHIP BUILDER

COMMUNICATING TO PERSUADE AND INFLUENCE

Stories are particularly useful tools for persuading and influencing people. Leaders
don’t communicate just to convey information. They use communication skills to
sell others on the vision and influence them to behave in ways that achieve goals
and help accomplish the vision.

The ability to persuade others is more critical today than ever before. The
command-and-control mindset of managers telling people what to do and how to
do it is gone. Employees don’t just want to know what they should do but why
they should do it. In addition, with new collaborative ways of working, many lea-
ders are involved in situations where lines of authority are blurred. Companies such
as Union Bank of California, Gerdau Ameristeel, and IBM are adding training
programs that help people learn how to lead by influence rather than command.*”
Leaders can follow four steps to practice the art of persuasion:*°

1. Listen first. A study published in the Journal of Research in Personality shows
that when people feel that they have been listened to by someone trying to influence
them, their liking of, trust in, and commitment to that person increases.*! Good lea-
ders know that being attentive to others’ needs and emotions is the first step toward
influencing them. They realize that most people can’t hear what you have to say
until they have the chance to say what is on their minds. Leaders ask questions
and listen actively and supportively to build rapport, find common ground, and
get a grasp on how followers may react to their ideas and proposals.**

2. Establish credibility. A leader’s credibility is based on the leader’s knowledge
and expertise as well as his or her relationships with others. When leaders
have demonstrated that they make well-informed, sound decisions, followers
have confidence in their expertise. Leaders also build credibility by listening to
others, establishing good relationships, and showing that they have others’ best
interests at heart.

3. Build goals on common ground. To be persuasive, leaders describe how what
they’re requesting will benefit others as well as the leader. For example, when
David Zugheri wanted to switch to a primarily paperless system at First
Houston Mortgage, he emphasized to employees that storing customer records
electronically meant they could now work from home when they needed to care
for a sick child, or take a vacation and still keep track of critical accounts.
“I could literally see their attitudes change through their body language,”
Zugheri says.*> When leaders can’t find common advantages, it’s a good signal
that they need to adjust their goals and plans.

4. Make your position compelling to others. Leaders appeal to others on an emo-
tional level by using symbols, metaphors, and stories to express their messages
rather than relying on facts and figures alone. By tapping into the imaginations
of their followers, leaders can inspire people to accomplish amazing results. At
National Grange Mutual, a property—casualty insurance company, leaders in
the claims unit picked up on a statement made by one of the company’s inde-
pendent agents to appeal to people’s emotions and imaginations. When discuss-
ing how the claims unit should relate to customers, the agent said, “I want my
customers to feel your arm go around them when they have a claim.” Leaders
used this evocative image to focus employees on reengineering the claims pro-
cess to provide better, faster, more caring service.
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To assess your
degree of
communication
apprehension,
log in to

Persuasion is a valuable communication process that individuals can use to lead
others to a shared solution or commitment. To be persuasive and act as communica-
tion champions, leaders must communicate frequently and easily with others in the
organization. Yet for some individuals, communication experiences are unrewarding,

SO they may consciously or ur}cor}sciously avoid situations Wh§re communication is Completeiilgfﬁig?ﬁvze
required.” The term communication apprehension describes this avoidance behavior — questionnaire.

and is defined as “an individual’s level of fear or anxiety associated with either real

or anticipated communication with another person or persons.”*¢

SELECTING THE CORRECT COMMUNICATION CHANNEL

One key to effective communication is selecting the right channel for relaying the
message. A channel is a medium by which a communication message is carried
from sender to receiver. A leader may discuss a problem face-to-face, use the tele-
phone, write a memo or letter, use e-mail, send a text message, post a message on a
blog or Web page, or put an item in a newsletter, depending on the nature of the
message.

. . Channel
The Continuum of Channel Richness a medium by which a com-

munication message is car-

Research has attempted to explain how leaders select communication channels to ! ‘
ried from sender to receiver

enhance communication effectiveness.*” Studies have found that channels differ in
their capacity to convey information. Channel richness is the amount of information ~ Channel richness
that can be transmitted during a communication episode. The channels available ~ the amount of information

lead be classified i hi hy based inf . ich that can be transmitted
to leaders can be classified into a hierarchy based on information richness, as  ying a communication
illustrated in Exhibit 9.6. episode

EXHIBIT 9.6 A Continuum of Channel Richness

E-mail, text
messaging, Internet

Face-to-face
Formal report
verbal

Disadvantages Advantages

Impersonal Personal

One-way Two-way

Slow feedback Fast feedback
Lowchannel - - - = -+ - = - == £ = = — - - "— --------------- High channel
richness richness

Advantages Disadvantages

Provides record No record

Premeditated Spontaneous

Easily disseminated Dissemination hard

Memos, letters

Telephone

© Cengage Learning
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As a leader, you can choose rich
forms of communication, such
as face-to-face or the
telephone, when an issue is
complex, emotionally charged,
or especially important. For

a routine, straightforward
message, you can use a written
or electronic form of
communication.
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The richness of an information channel is influenced by three characteristics:
(1) the ability to handle multiple cues simultaneously; (2) the ability to facilitate
rapid, two-way feedback; and (3) the ability to establish a personal focus for the
communication. Face-to-face discussion is the richest medium because it permits
direct experience, multiple information cues, immediate feedback, and personal
focus. Face-to-face discussions facilitate the assimilation of broad cues and deep,
emotional understanding of the situation. Tony Burns, former CEO of Ryder Sys-
tems, always preferred handling things face-to-face. “You can look someone in the
eyes,” he explains. “You can tell by the look in his eyes or the inflection of his voice
what the real problem or question or answer is.”** Telephone conversations are
next in the richness hierarchy. Eye contact, gaze, posture, and other body language
cues are missing, but the human voice still carries a tremendous amount of emo-
tional information.

Electronic messaging through e-mail, text messages, and social media such as
Twitter is increasingly being used for communications that were once handled
over the telephone. Although these channels lack both visual and verbal cues, they
allow for rapid feedback and can be personalized. Blogs provide a way to get infor-
mation to a wide audience and also permit rapid feedback.*’

Print media such as notes and letters can be personalized, but they convey only
the cues written on paper and are slow to provide feedback. Impersonal written
media, including fliers, bulletins, and standard computer reports, are the lowest in
richness. The channels are not focused on a single receiver, use limited information
cues, and do not permit feedback.

Each communication channel has advantages and disadvantages, and each can
be an effective means of communication in the appropriate circumstances.’® Chan-
nel selection depends on whether the message is routine or nonroutine. Routine
communications are simple and straightforward, such as a product price change.
Routine messages convey data or statistics or simply put into words what people
already understand and agree on. Routine messages can be efficiently communi-
cated through a channel lower in richness. Written or electronic communications
also are effective when the audience is widely dispersed or when the communication
is “official” and a permanent record is required.”’ On the other hand, nonroutine
messages typically concern issues of change, conflict, or complexity that have great
potential for misunderstanding. Nonroutine messages often are characterized by
time pressure and surprise. Leaders can communicate nonroutine messages effec-
tively only by selecting a rich channel.

Leaders should select a channel to fit the message. Following layoffs, for exam-
ple, people are fearful and worried about their own jobs. Many leaders, not know-
ing what to say, send out a written notice and hide in their offices. Good leaders, on
the other hand, know face-to-face communication is the way to keep morale and
productivity high. At one construction company that had to lay off employees, the
CEO called employees together and told them how the mortgage crisis and down-
turn in the housing market was affecting their company. He acknowledged that he
couldn’t promise there wouldn’t be more layoffs, but as he explained the situation
the emotions in the room became calmer because people felt they knew what was
going on.’” Particularly in times of change, if people don’t hear what’s happening
from leaders, they rely on rumors and will often assume the worst.”>

When a message is highly important, leaders often use redundant communica-
tions by sending the same message using different channels. For example, one
leader explained a request to an employee in person, then immediately composed
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a follow-up e-mail to the same employee that summarized the request in writing. For
companywide changes, leaders might hold small group sessions to talk with employ-
ees about a new policy, post an article on the intranet and in the newsletter, and use
social media to make sure everyone gets the information. By using redundant commu-
nication, saying the same thing more than once via multiple channels, leaders add
weight to the message and keep the issue at the top of employees’ minds.**

Most leader communication by its very nature is composed of nonroutine mes-
sages. Although leaders make good use of all channels, they don’t let anything substi-
tute for the rich face-to-face channel when important issues are at stake. However,
some companies, such as Cisco Systems, are also using new forms of electronic com-
munication to enable rich, ongoing conversations across the organization.

IN THE LEAD

John Chambers, Cisco Systems
John Chambers knows that effective organizational communication happens when leaders
talk with employees, not just to them. To transform communication into a two-way conver-
sation, Cisco implemented several innovative strategies using state-of-the-art technology.
Cisco uses its own next-generation video conferencing, called Telepresence, to facilitate
interactive conversations among leaders and employees all across the organization. Telepre-
sence is a three-screen system that simulates in-person meetings by beaming video feeds
between locations. This allows for a natural dialogue among people, no matter the time, place,
or type of computer system. It also allows people to look one another in the eye, overcoming
one of the primary limitations to most electronic communication channels.>

Leaders at Cisco also keep in touch with employees using other communication
technologies. Chambers, for example, records a video blog about once a month to
deliver brief, improvisational messages and invite feedback from employees via
video or text messaging. Social media is also an important part of Cisco’s commu-
nications strategy.’® Social media will be discussed later in this chapter.

Effectively Using Electronic Communication Channels

Electronic communication has become a fact of life in today’s organizations. New
technologies provide highly efficient ways of communicating and can be particu-
larly useful for routine messages. Text messaging, which allows people to share
shorthand messages instantly, has rapidly grown in use and has become more com-
mon than e-mail in some organizations. Many of today’s leaders also use blogs to
keep in closer touch and rebuild trust among employees, customers, shareholders,
and the public.

Electronic communication has many advantages, but there are disadvantages as
well. The proliferation of electronic media has contributed to poorer communica-
tion in many organizations. Employees who work in offices down the hall from
one another will often send an e-mail or text message rather than communicating
face-to-face. One employee reported that he was fired via e-mail—by a manager
who sat five feet away in the same office.’” Even for less traumatic messages, elec-
tronic methods can increase the potential for communication errors. Leaders can
come across as sounding cold, arrogant, or insensitive when they attempt to discuss
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delicate or complex issues via e-mail. Things that might be handled smoothly in a

NEW' LEADER face-to-face conversation or over the phone turn into massive problems by fostering
ACTION MEMO resentment, bitterness, and hard feelings.”®

As a leader, you can avoid Another equally disturbing concern, one psychiatrist argues, is that the growing
letting electronic communica- use of technology for communicating, particularly social media, has created hidden
tions become a complete sub- problems for both individuals and organizations by depriving people of the “human

stitute for human interactions.
You can resist the urge to
criticize or complain in an

moments” that are needed to energize people, inspire creativity, and support emo-
tional well-being.’” People need to interact with others in physical space to build

electronic message, and never the connections that create great organizations. Electronic communication is here
send an e-mail when you are to stay, and the key for leaders is to benefit from the efficiencies of new technolo-
angry or upset. gies while preventing their unintended problems. Here are some tips for effectively

using electronic communication:

®  Combine high-tech and high-touch. Never allow electronic communication to
take the place of human connections. People who work together should meet
face-to-face on a regular basis, and leaders should get to know their followers
in real as well as virtual space. Many companies that use virtual workers
require that they come into the office at least once a month for unstructured
face time.®® A real-estate developer in Boston has a free-pizza day once a week
when widely scattered workers can come by, sit around the table in his office,
and just talk.®!

® Counsider the circumstances. People who know one another well and have
worked together a long time can typically communicate about more complex
issues via electronic means than can people who have a new working
relationship.®* When people have a long-term working relationship, there is
less potential for misunderstandings and hard feelings. In addition, when
all parties involved have a good grasp of the issues being discussed, electronic
channels can be used effectively. A leader of a longstanding, well-functioning
team could thus use e-mail more extensively than the leader of a team that has
just been formed.

®  Think twice before you hit “Send.” Many people feel pressured to respond to
electronic messages quickly, which can create unintended problems.®® Citigroup
recently sent a memo to all employees reminding them to “think before writing,
read before sending.”®* Slow down and consider whether the message is some-
thing you want out there in cyberspace where anyone might read it. Never send
an electronic message when you are angry or upset. Always read your messages
at least twice.

Exhibit 9.7 lists some further dos and don’ts concerning subjects appropriate
for electronic mail.

NONVERBAL COMMUNICATION

Leaders don’t just communicate in words. Leaders are watched, and their

appearance, behavior, actions, and attitudes are symbolic messages to others.

Indeed, nonverbal communication, that is, messages transmitted through actions,

behavior, facial expressions, and tone of voice, accounts for over one-half of the

- entire message received in a personal encounter.®® Even the selection of a communi-
communication . .

messages transmitted cation channel can convey a symbolic message. .In other words, people attach mean-

through action and behavior ~ ing to the channel itself. Reports and memos typically convey formality and legitimize

Nonverbal
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EXHIBIT 9.7 Dos and Don’ts of Electronic Mail

e Use e-mail to set up meetings and send agenda materials, to recap spoken conversations, or to
follow up on information already discussed face-to-face.

* Keep e-mail messages short and to the point. Many people read e-mail on handheld devices,
which have small screens.

e Use e-mail to transmit standard reports.

o Act like a newspaper reporter. Use the subject line to grab the reader’s attention and reflect what
the message is about. Put the most important information in the first paragraph. Answer any ques-
tions—who, what, when, where, why, and how—that are pertinent.

» Consider making a quick phone call to clear up confusion rather than setting off a barrage of back-
and-forth e-mail messages.

» Use e-mail to discuss something with a colleague who sits across the aisle or down the hall from
you. Take the old-fashioned approach of speaking to each other.

 Say anything negative about a boss, friend, or colleague via e-mail. And don't forward the negative
comments of others.

e Use e-mail to start or perpetuate a feud. If you get an e-mail that tempts you to respond in a
scathing manner, stop yourself. You may be misinterpreting the message. Even if you're not, take
the high road.

o Write anything in an e-mail you wouldn't want published in a newspaper. E-mail with sensitive or
potentially embarrassing information has an uncanny way of leaking out.

 Begin responding to e-mail messages on your smartphone's tiny keyboard the minute you get out
of a meeting. Get back to your office, laptop, or tablet, where you can craft a better response in
less time.

Sources: Based on “15 Dos and Don'ts” box in Andrea C. Poe, “Don‘t Touch That ‘Send’ Button,” HR Magazine (July 2001), pp. 74-80;
Michael Goldberg, “The Essential Elements of E-Mail,” CIO (June 1, 2003), p. 24; Mary Lynn Pulley and Jane Hilberry, Get Smart!
How E-Mail Can Make or Break Your Career and Your Organization (Colorado Springs, CO: Get Smart! Publishing, 2007); and

“The Management Tip: 3 Ways to Battle Email Overload,” Harvard Business Review (January 17, 2013), http://hbr.org/tip/2013/01/17
/2-ways-to-battle-email-overload (accessed April 29, 2013).

a message. Personal visits from a leader are interpreted as a sign of teamwork and
caring.®

Many people don’t realize that they are communicating all the time, without say-
ing a word, by their facial expressions, body language, and actions.®” Consider the
manager who thought his new boss disliked him and didn’t appreciate his hard
work and commitment. “I see her talking to other managers, but she never talks to
me,” he told a friend, wondering if he should start looking for another job. When he
finally asked his new boss what he could do to improve the relationship, the new
leader was surprised. She told him that she considered him one of her most trusted
managers and had been thankful to have one person she didn’t have to watch over
all the time. The new leader had been so busy that she didn’t realize her nonverbal
communication was sending an inaccurate message to a valued employee.®®

Leaders strive to be aware of what they signal to others in addition to verbal
messages. Research suggests that if there is a discrepancy between a person’s verbal
and nonverbal communication, the nonverbal is granted more weight by the inter-
preter.®” Moreover, judgments based on nonverbal communication can occur at
lightning speed. One study suggests that people form an opinion based on body lan-
guage within 115 milliseconds!”® In interpreting a leader’s nonverbal cues, fol-
lowers determine the extent to which a leader’s actions correspond with his or her
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As a leader, you can symbolize
important messages through
your appearance, body lan-
guage, facial expressions, and
daily actions. You can be more
effective by using manage-
ment by wandering around.
You can get out and mingle
with followers and customers
to learn about their ideas,
problems, and needs through
informal observation and
conversation.
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verbal messages. If a leader talks about customer service but spends no time with
customers, followers would likely place little value on service. If a leader talks
about valuing employee feedback but stays in her office with the door closed most
of the time, followers will doubt the sincerity of her words. One way leaders non-
verbally communicate the value of feedback is by practicing management by wan-
dering around (MBWA).”! MBWA means that leaders leave their offices and speak
directly to employees as they work. For example, Thomas Swidarski, CEO of
Diebold, which makes automatic teller machines, personally drops by employees’
desks to ask about their work or see what’s on their minds.”? These impromptu
encounters send symbolic positive messages to followers that leaders care about
their ideas, opinions, and feelings.

CURRENT COMMUNICATION CHALLENGES

Two current challenges facing leaders are using social media and developing skills
for communicating in a crisis.

Leadership via Social Media

Everyone knows social media, especially Facebook and Twitter, have changed the
way people carry on their social lives. Now they are changing the way people inter-
act in the office too. Social media refers to a variety of Internet-based applications,
including social networking, wikis, blogs, and so forth, that allow the creation and
sharing of user generated content. Kaiser Permanente uses an internal social media
platform called IdeaBook that supports blogs, wikis, online video, and chat rooms
and provides a way for people to meet and carry on conversations in virtual work
spaces.”> When leaders at Internet shoe retailer Zappos realized the economic
downturn was hurting their business, CEO Tony Hsieh chose social media to com-
municate with people about the need to lay off employees. Wanting to get the word
out quickly to alleviate stress and uncertainty, Hsieh used redundant communica-
tion, as defined earlier. He announced the decisions and the offer of generous sever-
ance packages in an e-mail, on his blog, and with Twitter. Employees being let go
were notified personally. It was a difficult time, but the response to how leaders
handled the situation from both departing staffers and those remaining was gener-
ally positive.”*

Tony Hsieh was an early adopter of Twitter, but leaders in general have been
slow to embrace all forms of social media. General Electric CEO Jeffrey Immelt, for
example, tweeted for the first time in September 2012, prompting this response:
“@Jefflmmelt how come my grandfather got on twitter before you?” Bill George,
former Medtronic CEO and a professor at Harvard Business School, says leaders
need to consider using social media an important part of their job description and
a tool for being a better leader. “People want CEOs who are real. They want to
know what you think,” he says.””

IBM’s Institute for Business Value interviewed 1,700 top executives and found
that they believe “the trend toward openness” will have the greatest impact on their

Social medi . . . . . .
octa’ mecta business and job in coming years. People are demanding closer personal relation-

Internet-based applications,

including social networking, ships with leaders and more open and honest communication. Social media directly
wikis, blogs, and so forth, supports the trend toward openness and transparency and gives leaders a new way
that allow the creation and . . . . .

, to connect and build relationships with employees all across the organization and
sharing of user generated 76 c ‘
content. around the world.”® When people feel that they belong to a community with shared
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values their attachment to the organization increases. Leaders should recognize that
in today’s world, particularly for younger employees, “community” is often built
through social media.

Being Crisis-Ready
Communication is a key part of a leader’s job, but at no time is it more crucial
than during times of rapid change, uncertainty, or crisis. Everyone hears about
the major crises that affect organizations, such as the terrorist bombing at the
2013 Boston Marathon, Toyota’s massive 2010 vehicle recall, or the 2011 tsu-
nami and nuclear disaster in Japan, but leaders encounter small crises every day,
such as the loss of computer data, charges of racial discrimination, or the need for
downsizing.

To be prepared for communicating in a crisis, leaders can develop four skills:””

1. Stay calm. Perhaps the most important part of a leader’s job in a crisis situa-
tion is to absorb people’s fears and uncertainties. “You do not pass uncer-
tainty down to your team members,” said Eugene Kranz, the NASA flight
director charged with returning the crippled Apollo 13 spacecraft safely to
- « . . NEW LEADER
earth in 1970. “No matter what is going on around you, you have to be ACTION MEMO

cooler than cool.””®

2. Be visible and supportive. Many leaders underestimate just how important their s a leader, you can leam to
be an effective crisis commu-

presence and support is during a crisis.”” Being a leader means stepping out hicator. By remaining calm and
immediately, both to reassure followers and respond to public concerns. focused, you can acknowledge

3. Tell the truth. Leaders do their best to determine the facts, and then “get the MO @ el sl
provide accurate and up-

» . 180
awful tr}lth out” to employees gnd the' public as soon as poss%ble. Rumor to-date information, and help
control is critical. Duke University provides an example of the importance of people see a better tomorrow.
getting the truth out.

Duke University

Duke University was thrust into crisis when three members of its lacrosse team were
charged with beating, strangling, and raping an African-American exotic dancer the team
had hired for a party where team members were drinking heavily. Duke’s reputation had
already been tarnished by previous incidents where leaders had failed to respond quickly
and appropriately, so handling this crisis could determine whether the university recovered
its good name or sank further into the mud.

Duke president Richard Brodhead immediately accepted responsibility for the inci-
dent, offered an apology, and began steps for taking corrective action. He indicated
that the facts of the rape case were not established and that the players were pre-
sumed innocent until proven guilty (charges against all three players were eventually
dropped when the victim’s story changed). However, Brodhead acknowledged that sev-
eral members of the lacrosse team had clearly acted inappropriately. From the time the
incident happened until the end of the case, Brodhead communicated regularly
through various media with students and parents, alumni, employees, and the public.
As he explained on 60 Minutes, Brodhead realized he “had to take personal leadership
of this issue from day one.”®’
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4. Communicate a vision for the future. People need to feel that they have some-
thing to work for and look forward to. Moments of crisis present excellent
opportunities for leaders to communicate a vision for the future that taps into
people’s emotions and unites them toward common goals.

Now that you've read the chapter, check out how today’s leaders are applying these concepts.
Log in to CengageNOW to follow the leaders on Twitter.

Twitter

LEADERSHIP ESSENTIALS

® Communicating effectively is a crucial skill for leaders. Leaders are com-
munication champions who inspire and unite people around a common
sense of purpose and identity. They lead strategic conversations that get
people talking across boundaries about the vision, key strategic themes,
and the values that can help the group or organization achieve desired
outcomes.

® Six elements that facilitate strategic conversations are an open communication
climate, asking questions, active listening, dialogue, candor, and using stories.
Open communication is essential for building trust, and it paves the way for
more opportunities to communicate with followers, thus enabling the organiza-
tion to gain the benefits of all employees’ minds. However, leaders must be
active listeners to identify strategic issues and build productive relationships
that help the organization succeed, and they must be straightforward and can-
did in communicating with followers.

® When active listening and candor spread throughout a group, a type of com-
munication referred to as dialogue occurs. Through dialogue, people discover
common ground and together create a shared meaning that enables them to
understand each other and share a view of the world. Using imagery and stories
in communication helps leaders connect with people on an emotional level and
be more influential.

® Leader communication is purpose-directed, and an important element is per-
suading others to act in ways that achieve goals and accomplish the vision.
Four steps for practicing the art of persuasion are to listen first, establish credi-
bility, build goals on common ground, and make your position compelling to
others. Leaders select the appropriate communication channels, send redundant
communications to reinforce important messages, and use nonverbal as well as
verbal communication.

® Electronic communication channels present new challenges for leader com-
munication. Electronic channels can be very advantageous if used appropri-
ately, but their use increases the potential for communication errors, and
these channels are not effective for complex or sensitive messages.

® Current communication challenges leaders face are using social media and com-
municating effectively in times of uncertainty or crisis. Leaders should consider
using social media a part of their job because it can be an important aspect of
an open communication climate. Four critical skills for communicating in a cri-
sis are to remain calm, be visible, “get the awful truth out,” and communicate a
vision for the future.
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DISCUSSION QUESTIONS

1. Why do you think storytelling is such a powerful means of communicating for a leader?
How is active listening related to storytelling?

2. What does it mean to say that leaders use communication to act as “sensegivers”? How
do you think this differs from conventional management communication?

3. Board members at some companies are opening the lines of communication so share-
holders can voice their concerns about executive compensation and corporate gover-
nance. Do you think this is a good idea? What might be some risks associated with
this type of open communication?

4. A manager in a communication class remarked, “Listening seems like minimal intrusion
of oneself into the conversation, yet it also seems like more work.” Do you agree or dis-
agree? Discuss.

How does dialogue differ from discussion? Give an example of each from your experience.

Some senior executives believe they should rely on written information and computer
reports because these yield more accurate data than face-to-face communications do.
Do you agree? Discuss.

7. What communication channel would you choose to communicate an impending compa-
nywide layoff? News about the company picnic? New corporate quality goals that will
require significant changes in how your subordinates perform their tasks? Explain your
choices.

8. How do leaders use communication to influence and persuade others? Think of some-
one you have known who is skilled in the art of persuasion. What makes this person
an effective communicator?

9. How might leaders use social media to create a sense of community among employees?
What do you think are some advantages and disadvantages of a company using social
media to communicate with employees?

LEADERSHIP AT WORK

Listen Like a Professional
The fastest way to become a great listener is to act like a professional listener, such as a clin-
ical psychologist who uses listening to heal another person. Therapists drop their own point
of view to concentrate on the patient’s point of view. The therapist listens totally, drawing
out more information rather than thinking about a response.

The next time you are in a conversation in which the other person talks about some
problem or concern, practice professional listening by doing the following:

Complete this
assignment online with
| CengageNOW.

1. Hold a steady gaze on the person’s left eye (not the nose or face, but the left
eye)—use a soft gaze, not a hard stare.

2. Remove your thoughts and opinions from the conversation—quell your mind
chatter and your desire to say something in response.

3. Suspend judgment—rather than critically analyzing what is being said, feel
empathy as if you are walking in the other person’s shoes.
4. Draw out the other person’s thoughts with brief questions and paraphrasing.

Repeat the professional listening approach at least three times with different
people to get comfortable with it.
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List your thoughts on how the other people responded to your listening, and what it felt
like to you.
Other person responded:

What I felt:

In Class: The instructor can divide students into pairs—listener and speaker—in class to
practice this exercise. The “speaking” students can be asked to talk about some small prob-
lem or annoyance they encountered in the previous day or two. The “listening” students can
be given instructions to not speak during the first trial and instead just maintain a soft gaze
into the speaker’s left eye and respond only with body language (facial expressions and
nods). The speaking students should continue until they have nothing more to say or until
they feel an emotional shift and the problem seems to have disappeared. After students
switch roles and play both speaker and listener, the instructor can ask the class for percep-
tions of what happened and what they were feeling during the conversation.

It works well to have the students choose a second pairing and redo the exercise with a new
problem. The only difference the second time is that the “listener” role is given fewer restric-
tions, so the listener can make brief comments such as to paraphrase or ask a short question.
The listeners, however, should keep spoken comments to a minimum and definitely should not
offer their own ideas or point of view. After the students finish, the instructor can gather opi-
nions about what the experience was like for both the speaker and the listener. Key questions
include the following: What did it feel like to listen rather than respond verbally to what another
person said? What is the value of this professional listening approach? In what situations is
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professional listening likely to be more or less effective? If the instructor desires, the exercise can
be done a third time to help students get more comfortable with a true listening role.

Source: Adapted from Michael Ray and Rochelle Myers, Creativity in Business (New York: Broadway Books, 2000),
pp. 82-83.

LEADERSHIP DEVELOPMENT: CASES FOR ANALYSIS

The Superintendent’s Directive
Educational administrators are bombarded by requests for innovation at all educational
levels. Programs to upgrade math, science, and social science education, state accountability
plans, new approaches to administration, and other ideas are initiated by teachers, adminis-
trators, interest groups, reformers, and state regulators. In a school district, the superinten-
dent is the key leader; in an individual school, the principal is the key leader.

In the Carville City School District, Superintendent Porter has responsibility for
11 schools—eight elementary, two junior high, and one high school. After attending a man-
agement summer course, Porter sent the following e-mail to the principal of each school:

| Check out CengageNOW
for additional cases with
| interactive activities.

“Please request that teachers in your school develop a set of performance objectives for
each class they teach. A consultant will be providing instructions for writing the perfor-
mance objectives during the August 10 in-service day. The deadline for submitting the
performance objectives to my office is September 21.”

Mr. Weigand, principal of Earsworth Elementary School, forwarded Porter’s e-mail to
his teachers with the following message:

“Please see the forwarded e-mail from Superintendent Porter. As he explains, you will
need to write performance objectives for each course you teach. These are due one
month from today. This afternoon, during the in-service meeting, you will receive train-
ing on how to write these performance objectives.”

After receiving this e-mail, several teachers at the elementary school responded with a
flurry of hastily written e-mail responses. One well-respected and talented teacher wrote the
following e-mail, accidentally sending it to Mr. Weigand instead of her colleagues:

“This is nonsense! I should be spending my time focused on the lesson plan for the new
advanced English class the board of education approved. Porter is clueless and has no
idea the demands we are facing in the classroom. We never even hear from him until
he wants us to complete some empty exercise. I am going to start looking for a school
district that values my time!”

Mr. Weigand was stunned by this e-mail, wondering if he was close to losing a valuable
teacher who was admired by her peers and others in the school system. He knew this e-mail
had been written in haste and that this teacher would be embarrassed to know that he had
received it. He was concerned that other teachers may have reacted in similar ways to his
e-mail. He also wondered how to respond to the angry e-mail and how to improve morale
at the start of a new school year.

QUESTIONS

1. Evaluate the e-mail communications of Mr. Porter and Mr. Weigand. To what extent
are they communicating effectively about the new performance objectives? Explain. If
you were a teacher, how would you have felt after receiving the e-mail? Why?

2. If you were Mr. Weigand, how would you respond to the angry teacher? Be specific
about how you would communicate with her and what you would say. How could he
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have communicated differently about the performance objectives to influence the tea-
chers more positively?

3. Identify the mistakes that the teacher made when composing and sending her e-mail
message.

Hunter-Worth

Christmas was fast approaching. Just a short while ago, Chuck Moore, national sales man-
ager for Hunter-Worth, a New York-based multinational toy manufacturer, was confident
the coming holiday was going to be one of the company’s best in years. At a recent toy expo,
Hunter-Worth unveiled a new interactive plush toy that was cuddly, high-tech, and tied into
a major holiday motion picture expected to be a smash hit. Chuck had thought the toy
would do well, but frankly, the level of interest took him by surprise. The buyers at the toy
fair raved, and the subsequent pre-order volume was extremely encouraging. It had all
looked so promising, but now he couldn’t shake a sense of impending doom.

The problem in a nutshell was that the Mexican subsidiary that manufactured the toy
couldn’t seem to meet a deadline. Not only were all the shipments late so far, but they fell
well short of the quantities ordered. Chuck decided to e-mail Vicente Ruiz, the plant man-
ager, about the situation before he found himself in the middle of the Christmas season
with parents clamoring for a toy he couldn’t lay his hands on.

In a thoroughly professional e-mail that started with a friendly “Dear Vicente,” Chuck
inquired about the status of the latest order, asked for a production schedule for pending
orders, and requested a specific explanation as to why the Mexican plant seemed to be hav-
ing such difficulty shipping orders out on time. The reply appeared within the hour, but to
his utter astonishment, it was a short message from Vicente’s secretary. She acknowledged
the receipt of his e-mail and assured him the Mexican plant would be shipping the order,
already a week late, in the next 10 days.

“That’s it,” Chuck fumed. “Time to take this to Sato.” In the message to his boss, he
prefaced his original e-mail and the secretary’s reply with a terse note expressing his growing
concern over the availability of what could well be this season’s must-have toy. “Just what
do I have to do to light a fire under Vicente?” he wrote. He then forwarded it all to his
supervisor and friend, Michael Sato, the executive vice president for sales and marketing.

Next thing he knew, he was on the phone with Vicente—and the plant manager was
furious. “Seflor Moore, how dare you go over my head and say such things about me to
my boss?” he sputtered, sounding both angry and slightly panicked. It seemed that Michael
had forwarded Chuck’s e-mail to Hunter-Worth’s vice president of operations, who had sent
it on to the Mexican subsidiary’s president.

That turn of events was unfortunate, but Chuck wasn’t feeling all that apologetic.
“You could have prevented all this if you’d just answered the questions I e-mailed you
last week,” he pointed out. “I deserved more than a form letter—and from your secretary,
no less.”

“My secretary always answers my e-mails,” replied Vicente. “She figures that if the prob-
lem is really urgent, you would pick up the phone and talk to me directly. Contrary to what
you guys north of the border might think we do take deadlines seriously here. There’s only so
much we can do with the supply problems we’re having, but I doubt you’re interested in hear-
ing about those.” And Vicente hung up the phone without waiting for a response.

Chuck was confused and disheartened. Things were only getting worse. How could he
turn the situation around?

QUESTIONS

1. Based on Vicente Ruiz’s actions and his conversation with Chuck Moore, what differences
do you detect in cultural attitudes toward communications in Mexico as compared with the
United States? Is understanding these differences important? Explain.
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2. What was the main purpose of Chuck’s communication to Vicente? To Michael Sato?
What factors should he have considered when choosing a channel for his communica-
tion to Vicente? Are they the same factors he should have considered when communi-

cating with Michael Sato?

If you were Chuck, what would you have done differently? What steps would you take
at this point to make sure the supply of the popular new toy is sufficient to meet the

anticipated demand?

Sources: Based on Harry W. Lane, Charles Foster Sends an E-mail (London, Ontario: Ivey Publishing, 2005); Frank Unger
and Roger Frankel, Doing Business in Mexico: A Practical Guide on How to Break into the Market (Council on Australia
Latin America Relations and the Department of Foreign Affairs and Trade, 2002), pp. 24-27; and Ignacio Hernandez,
“Doing Business in Mexico—Business Etiquette,” MexGrocer.com, www.mexgrocer.com/business-in-mexico.html
(accessed September 18, 2006).
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