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CHAPTER 11

LEADERSHIP

Learning Outcomes

· Explain the trait theory of leadership, and discuss behavioural leadership theory.
· Explain, according to Fiedler's contingency model, how leadership style interacts with situational control.
· Describe how charismatic leadership transforms followers and work groups.
· Explain the leader-member exchange (LMX) model of leadership and the substitutes for leadership.
· Review the principles of servant-leadership and superleadership.
I. LEADERSHIP

Leadership is defined as influencing employees to voluntarily pursue organizational goals.

II. TRAIT AND BEHAVIOURAL THEORIES OF LEADERSHIP

A. Leadership Trait Theory - A leader trait is personal characteristics that differentiate leaders from followers.

1. Gender and Leadership

Research uncovered the following differences:

· Men and women were seen as displaying more task and social leadership, respectively

· Women used a more democratic or participative style than men, and men used a more autocratic and directive style than women

· Men and women were equally assertive

· Women executives, when rated by their peers, managers, and direct reports, scored higher than their male counterparts on a variety of effectiveness criteria.

B. Behavioural Leadership Theory

1. Researchers at both Ohio State University and the University of Michigan concluded there were only two independent dimensions of leader behaviour.

· Consideration involves leader behaviour associated with creating mutual respect or trust and focuses on a concern for group member' needs and desires.

· Initiating structure is leader behaviour that organizes and defines what group members should be doing to maximize output.

2. The Leadership Grid – concern for production on the horizontal axis; concern for people on the vertical axis
· Developed by Blake and Mouton

· Plotted five leadership styles

· Researchers have concluded that there is no one best style of leadership

3. Behavioural Styles Theory in Perspective

· By emphasizing leader behaviour, something that is learned, the behavioural style approach makes it clear that leaders are made, not born.

· Leader behaviours can be systematically improved and developed.

III. SITUATIONAL THEORIES

Situational theories propose that leader styles should match the situation at hand.

A. Fiedler's Contingency Model

The performance of a leader depends on two interrelated factors:

· The degree to which the situation gives the leader control and influence
· The leader's basic motivation, that is, whether the leader's primary concern is on accomplishing the task or on having close supportive relations with others.

1. Situational Control – three dimensions of situational control
· Leader-member relations reflect the extent to which the leader has the support, loyalty, and trust of the work group.

· Task structure is concerned with the amount of structure contained within tasks performed by the work group.

· Position power refers to the degree to which the leader has formal power to reward, punish, or otherwise obtain compliance from employees.

2. Linking Leadership Motivation and Situational Control – See Figure 11-2, page 232 for Fiedler’s complete contingency model
· Task motivated leaders are hypothesized to be most effective in situations of high control

· Under conditions of moderate control, relationship motivated leaders are expected to be more effective.

· Task motivated leaders are predicted to be more effective under conditions of low control.

B. Path-Goal Theory

1. Leadership Styles – See Figure 11-3, page 234 for a general representation of Path-Goal Theory
· Directive leadership - provides guidance to employees about what should be done and how to do it, scheduling work, and maintaining standards of performance.

· Supportive leadership - shows concern for the well-being and needs of employees, being friendly and approachable, and treating workers as equals.

· Participative leadership - consulting with employees and seriously considering their ideas when making decisions.

· Achievement-oriented leadership - encourages employees to perform at their highest level by setting challenging goals, emphasizing excellence, and demonstrating confidence in employee abilities.

2. Contingency Factors - situational variables that influence the appropriateness of a leadership style
· Employee characteristics, such as ability and experience

· Environmental factors, such as the task itself and the work group
3. Research and Managerial Implications 

· Leaders possess and use more than one style of leadership.

· A small set of task and employee characteristics are relevant contingency factors.

· Managers are encouraged to modify their leadership style to fit these various task and employee characteristics

IV. FROM TRANSACTIONAL TO TRANSFORMATIONAL AND CHARISMATIC LEADERSHIP
A. Transactional Leadership – focuses on interpersonal interactions between managers and employees.  The two underlying characteristics of transactional leadership are: 
1. leaders use contingent rewards to motivate employees

2. leaders exert corrective action only when subordinates fail to obtain performance goals
B. Transformational Leadership – See Figure 11-4 Model of Transformational Leadership, page 236
Transformational leadership is a style involving the creation, communication, and modeling of a vision and behaviours aimed at building commitment to the vision on the part of their followers.  This style involves four behaviours: 
1. idealized influence (charisma)

2. inspirational motivation
3. intellectual stimulation

4. individualized consideration
C. Charismatic Leadership – is a particular variant of transformational leadership that involves the use of interpersonal attraction, or “charisma,” to motivate employees to pursue organizational goals over self-interest.
D. Research and Managerial Implications
1. The best leaders are not just charismatic; they are both transactional and charismatic.

2. Charismatic leadership is not applicable in all organizational situations.

To be effective:

· The situation offers opportunities for "moral" involvement.

· Performance goals cannot be easily established and measured.

· Extrinsic rewards cannot be clearly linked to individual performance.

· There are few situational cues or constraints to guide behaviour.

· Exceptional effort, behaviour, sacrifices, and performance are required of both leaders and followers.

3. Employees at any level in an organization can be trained to be more transactional and transformational.

4. Charismatic leaders can be ethical or unethical.

V. ADDITIONAL PERSPECTIVES ON LEADERSHIP

A. The Leader-Member Exchange (LMX) Model of Leadership

1. In-group exchange - a partnership characterized by mutual trust, respect, and liking.

2. Out-group exchange - a partnership characterized by a lack of mutual trust, respect, and liking

3. Research Findings

· In-group exchange is positively associated with job satisfaction, job performance, goal commitment, trust between managers and employees, work climate, and satisfaction with leadership
· Studies have identified a variety of variables that influence the quality of an LMX (see page 238).

4. Managerial Implications

· Leaders are encouraged to establish high-performance expectations for all of their direct reports because setting high-performance standards fosters high-quality LMXs.


· Personality and demographic similarity between leaders and followers is associated with higher LMXs, managers need to be careful that they do not create a homogeneous work environment in the spirit of having positive relationships with their direct reports.

· A poor LMX exchange means that part of the relationship with the manager may need improvement.  In order to avoid a poor LMX relationship, new employees should offer their loyalty, support, and cooperativeness to their manager.
B. Substitutes for Leadership – see Table 11-1, page 239
Situational variables that can substitute for neutralize, or enhance the effects of leadership.

1. Kerr and Jermier's Substitutes for Leadership Model - the key to improving leadership effectiveness is to identify the situational characteristics that can either substitute for, neutralize, or improve the impact of a leader's behaviour.

2. Research and Managerial Implications

· Substitutes for leadership are contingency variables that moderate the relationship between leader behaviour and employee attitudes and behaviour.

· Managers should be attentive to the substitutes listed in Table 11-1 because they directly influence employee attitudes and performance
C. Servant-Leadership – focuses on increased service to others rather than to oneself (See Table 11-2, page 240).

D. Superleadership - someone who leads others to lead themselves.  Six specific superleadership behaviours are: 
1. Encouraging self-reinforcement

2. Encouraging self-observation/evaluation

3. Encouraging self-expectation
4. Encouraging self-goal setting

5. Encouraging rehearsal
6. Encouraging self-criticism
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