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CHAPTER 15

DYNAMICS OF LEADERSHIP

LEARNING OBJECTIVES

1. Explain what leadership means.

2. Describe the personal characteristics that enable leaders to be effective.

3. Describe the four types of behaviors required for leadership.

4. Identify the contingencies that may shape how leaders behave.

5. State the key characteristics and behaviors of transformational leadership.

6. Describe how organizations develop leaders. 

Learning Objective 1: Explain What Leadership Means.

A. Basics of Leadership

1. What is Leadership? 

a. an influence relationship among leaders and followers who strive for real change and outcomes that reflect their shared purposes 

b. can be exercised by people at all levels in organizations

c. three aspects are central to leading effectively

· influence

· shared purposes

· change

B. Influence

2. What is Influence?

a. convincing others to adopt a certain course of action

b. may be the most essential aspect of leadership

c. managers use many means to influence

· formal position

· rewards

· coercion

· expertise

· charisma

C. Shared Purposes

1. Importance of Shared Purposes

a. leaders create a vision that reflects the concerns and aspirations of followers

b. each acts in ways that move everyone toward the common goal

D. Change

1. Importance of Change

a. need for change seems to be constant in modern organizations

b. employees often resist change

Learning Objective 2: Describe the Personal Characteristics that Enable Leaders to be Effective.

A. Personal Characteristics Model
1. What is the Personal Characteristics Model?

a. personal characteristics are the relatively stable attributes that make each person unique 

· includes physical, social, and personal traits 

· some characteristics fit the stereotype of an effective leader

B. Emotional Intelligence
1. What is Emotional Intelligence?

a. a group of abilities that enable individuals to recognize and understand their own and others’ feelings and emotions and to use these insights to guide their own thinking and actions 

b. develops over many years through cumulative experience

c. four components

· self-awareness

· self-control

· social awareness

· social skill

C. Self-Awareness

1. What is Self-Awareness?

a. the ability to recognize and understand your moods, emotion, and drives, as well as their impact on others

· e.g., knowing how you will react in certain situations

· knowing how your actions and reactions affect others

b. understanding your own motivation and goals

D. Self-Control

1. What is Self-Control?

a. the ability to regulate and redirect one’s own disruptive impulses and moods

· not letting your feelings get the better of you

· using negative feelings for constructive purposes

· analyzing the causes of anger in order to remove them

E. Social Awareness

1. What is Social Awareness?

a. the ability to understand the emotional makeup of other people

b. the skill to treat people according to their emotional reactions

F. Social Skill

1. What is Social Skill?

a. the ability to build social networks, manage relationships, find common ground, and build rapport

· using relationships to get everyone moving in the same direction

· using emotional insights to understand people’s concerns, motivations, feelings, and aspirations

Learning Objective 3: Describe the Types of Behaviors Required for Leadership.

A. Behavioral Models

1. What are Behavioral Models?

a. models of leadership that focus on describing differences in the actions of effective and ineffective leaders

b. based on what effective and ineffective leaders actually do

c. unlike traits, behaviors can be observed and learned

· individuals can be trained to lead more effectively

B. McGregor’s Theory X and Theory Y

1. Theory X Assumptions 

a. a composite of propositions and underlying beliefs that take a command and control view of management based on a negative view of human nature  

· people are lazy and self-centered

· management is a process of directing, controlling, and modifying subordinates’ behavior

· without the intervention of managers, most employees would be passive or resistant to organizational needs

· employees must be persuaded, rewarded, punished, and tightly controlled

2. Theory Y Assumptions

a. a composite of propositions and beliefs that take a leadership and empowering view of management based on a positive view of human nature

· employees have become passive or resistant as a result of organizational experiences

· motivation, potential for development, capacity for assuming responsibility, and readiness to direct behavior toward organizational goals are all present in employees

· management’s job is to help employees recognize and develop those characteristics

C. Managerial Grid
1. What is the Managerial Grid?

a. identifies five leadership styles that combine different degrees of concern for production and concern for people: 

· impoverished

· country club

· produce or perish

· middle of the road

· team

2. Improverished

a. characterized by low concern for both people and production (1,1)

· manager’s primary objective is to stay out of trouble

· minimum effort exerted to get the job done and avoid demotion or terminatio

3. Country Club

a. characterized by high concern for people and low concern for production (1,9)

· manager’s objective is to create a secure and comfortable atmosphere

· trust that subordinates will respond with high performance

4. Produce or Perish

a. characterized by high concern for production and low concern for people (9,1)

· doesn’t consider employees’ personal needs as relevant to organizational objectives

· consistent with Theory X

· focus on use of rewards, legitimate power, and coercive tactics to pressure subordinates into producing

5. Middle of the Road

a. characterized by the view that the best one can do is find an acceptable balance between workers’ needs and the organization’s productivity goals (5,5) 

· a balance of adequate morale and adequate performance

6. Team

a. characterized by high concern for both people and production (9, 9)

· attempts to establish teamwork and foster feelings of commitment among workers

· consistent with Theory Y

Learning Objective 4: Identify the Contingencies That May Shape How Leaders Behave.

A. Contingency Models

1. What are Contingency Models?

a. models of leadership in which the situation determines the best style of leadership to use

· behavior of effective leaders is contingent on the management situations they encounter

B. The Situational Leadership® Model
1. What is The Situational Leadership® Model?

a. the style of leadership used should be matched to the level of readiness of the followers

b. contains three basic components

· set of several possible leadership styles

· description of several alternative situations leaders might encounter

· recommendations for which leadership styles are most effective in each situation
2. Leadership Styles

a. task behavior 

· using one-way communication, spelling out duties, and telling followers what to do and where, when, and how to do it

b. relationship behavior 

· using two-way communication, listening, encouraging, and involving followers in decision making, and giving emotional support
c. varying combinations of task behavior and relationship behavior result in four leadership styles:

· telling

· selling

· participating

· delegating

3. Situational Contingency

a. readiness 

· a follower’s ability to set high but attainable task-related goals and a willingness to accept responsibility for reaching them

· varies with the task

· depends on training, commitment, technical expertise, task-specific experience, and other factors

4. Choosing a Leadership Style

a. telling style 

· provide clear instructions, give specific directions, supervise the work closely

b. selling style

· provide direction, encourage two-way communication, help build confidence and motivation on the part of the follower

c. participating style

· encourage followers to share ideas and facilitating work by being encouraging and helpful to subordinates, maintaining open communication

· most appropriate when followers feel confident performing their tasks and are ready to do so

d. delegating style 

· turn over responsibility for making and implementing decisions to followers

· effective when followers are both competent and motivated to take full responsibility for their work

5. Assessment

a. benefits

· highlights importance of considering followers’ situation when choosing a leadership style

· inexperienced employees may perform as well as experienced employees with proper direction and close supervision

· an appropriate leadership style should help followers gain experience and competence

b. concerns

· assumes managers can accurately assess situations and change their leadership style to match them

· doesn’t address costs of training those who can’t assess situations or adapt styles

C. Vroom–Jago Leadership Model

1. What is the Vroom–Jago Leadership Model?

a. leaders should choose among five leadership styles based on seven contingency variables

b. leaders should also recognize the time requirements and other costs associated with each style

2. Leadership Styles

a. focus of model is on how leaders involve a team of followers when making decisions

b. five leadership styles to choose from:

· decide style

· leader makes the decision and either announces of sells it to the team

· consult individually style

· leader presents the problem to team members individually, getting their ideas and suggestions without bringing them together as a group, and then makes the decision

· consult group style

· leader presents the problem to team members in a meeting, gets their suggestions, and then makes the decision

· facilitate style

· leader presents the problem to the team in a meeting and acts as a facilitator, defining the problem to be solved and the constraints within which the decision must be made

· objective is consensus—leader doesn’t influence team to adopt a particular solution

· delegate style

· leader permits the team to make the decision within prescribed limits

· leader’s role is to provide resources and encouragement

3. Situational Contingencies

a. leader should consider the following seven aspects of the situation before choosing a leadership style:

· decision significance

· importance of commitment

· leader expertise

· likelihood of commitment

· team support

· team expertise

· team competence

4. Choosing a Leadership Style

a. integrating the seven contingencies with the five leadership styles results in a decision tree for which style to use

b. process begins with the leader evaluating the significance of the problem as high or low

5. Prioritizing Costs and Benefits

a. the matrix is designed to help leaders make decisions of acceptable quality with maximum speed

· speed is not always the most important consideration

b. when choosing a leadership style, leaders should also consider:

· developing the technical and managerial competencies of employees

· building teamwork

· fostering loyalty and commitment to organizational goals

c. other matrices exist for priorities other than speed of decision making

6. Assessment

a. diagnosing contingencies correctly makes choosing the best leadership style easier

b. limitations of model

· employees have a strong desire to participate in decisions that affect them, regardless of the model’s recommendations

· leader’s competencies play a key role in determining the relative effectiveness of the model

Learning Objective 5: State the Key Characteristics and Behaviors of Transformational Leadership.

A. Transformational Leadership

1. Transformational Leaders

a. inspire others with their vision, often promote this vision over opposition, and demonstrate confidence in themselves and their views

b. take an active and personal approach to influencing others

· alter feelings, desires, and expectations of others

· change perceptions of the possible and desirable

· develop new approaches to long-standing problems

· reflect excitement and enthusiasm

· embrace risks to pursue new opportunities

· empathetic and intuitive in their ability to relate with others.

B. Visionary

1. What is a Visionary?

a. a leader with the ability to create a vision that binds people to each other and creates a new future

b. transformational leaders also have a plan for attaining their vision

c. followers must “buy into” the vision

C. Charismatic and Ethical

1. What is a Charismatic Leader?

a. a person who has the ability to influence others because of his or her inspirational qualities

· Greek word kharisma means “divine gift”

· power of charisma may be used to benefit or harm an organization or society

b. transformational leaders 

· are charismatic and ethical

· listen carefully to followers

· provide support and empowerment

· lead by example

· are flexible and open to criticism, but stand up for ideas even if unpopular

· develop other leaders 

D. Trustworthy

1. What Does it Mean to be Trustworthy?

a. striving to be ethical in relations with others

b. honesty under pressure

c. keeping commitments

d. showing trust in followers by empowering and delegating

e. encouraging a two-way flow of information

E. Thoughtful

1. What Does it Mean to be Thoughtful?

a. challenging followers to build on the vision through innovation

b. encouraging positive thinking and problem solving

c. embracing risk based on thoughtful analysis and discussion

d. questioning long-standing assumptions and practices

e. focus on “what” and “why” instead of “who”

F. Considerate

1. What Does it Mean to be Considerate?

a. caring about the needs of others 

b. actively listening 

c. accepting responsibility, not looking for scapegoats

d. respecting and valuing contributions of all employees

e. being willing to sacrifice immediate personal gain for the benefit of others 

G. Confident

1. What Does it Mean to be Confident?

a. projecting optimism

b. being passionate about a vision but not arrogant

c. placing confidence in followers

Learning Objective 6: Describe How Organizations Develop Leaders.

A. Leadership Development

1. How are Leaders Developed?

a. most CEOs believe leadership can be improved as a consequence of one’s personal experiences

· research supports this view

b. companies invest in developing leadership in employees in three ways

· assigning people to positions to promote learning on the job

· sending employees to formal leadership assessment and training programs

· offering assistance through coaching and mentoring

B. On-the-Job Learning

1. What is On-the-Job Learning?

a. requires that employees take jobs or project assignments that include leadership responsibilities

· begins with being an individual contributor on team projects

b. being a formal leader of a project allows an employee to

· use different types of power 

· observe how people react to attempts to influence them

· ask for candid feedback and suggestions for improvement

c. most effective for people who take personal responsibility for their own development

· understand your current approach to leadership

· develop an action plan for improvement

· focus on carrying out the plan

d. first step to becoming an effective leader

· large companies seldom rely solely on on-the-job learning

C. Assessment and Training

1. Leadership Assessment and Training Programs

a. generally include evaluating the individual’s style of leadership and providing educational experiences designed to improve the individual’s effectiveness as a leader 

b. assessing a person’s strengths and weaknesses helps set the stage for a formal training program

c. may be conducted in various ways

· the organization’s own facilities

· a college or university

· organizations such as the Center for Creative Leadership

D. Coaching and Mentoring

1. What are Coaching and Mentoring?

a. coaching

· involves one-on-one, personalized feedback and advice for the purpose of enhancing the manager’s performance and the organization’s performance

· provides an intensive leadership development experience

· can be very expensive

b. mentoring

· more feasible than hiring a coach

· usually managers or senior colleagues who provide advice and guidance about a variety of career-related concerns

· can help managers understand how others respond to their behaviors and point out weaknesses or blind spots

· serve as role models 

· provide valuable advice concerning preferred leadership styles

· help manager find assignments that will foster on-the-job learning
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