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SUMMARY AND INTERPRETATION

The point of this chapter is to understand the importance of traits and behaviors in the development of leadership theory and research. Traits include self-confidence, honesty, and drive. A large number of personal traits and abilities distinguish successful leaders from nonleaders, but traits themselves are not sufficient to guarantee effective leadership. The behavior approach explored autocratic versus democratic leadership, consideration 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 fundamental 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 subordinate contributes to team performance. The leader-member exchange 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 subordinate as a way to meet needs for both consideration and structure.

The historical development of leadership theory presented in this chapter introduces some important ideas about leadership. While 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, behaviors are equally significant, as outlined by the research at several universities. Therefore, the style of leadership demonstrated by an individual greatly determines the outcome of the leadership endeavor. Often, a combination of styles is most effective. To understand the effects of leadership upon outcomes, the specific relationship behavior between a leader and each follower is also an important consideration.

YOUR LEADERSHIP CHALLENGE
• 	Identify personal traits and characteristics that are associated with effective leaders.
•	Recognize autocratic versus democratic leadership behavior and the impact of each.
•	Recognize how to build partnerships for greater effectiveness.

KEY TERMS AND CONCEPTS

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. 
 Self-confidence:  assurance in one’s own judgments, decision making, ideas, and capabilities.
Honesty:  truthfulness and nondeception. 
Integrity:  the quality of being, integrated, and acting in accordance with solid moral principles 
Optimism: a tendency to see the positive side of things and expect that things will turn out well.
Drive: high motivation that creates a high effort level by a leader.
Autocratic leader:   one who tends to centralize authority and derive power from position, control of rewards, and coercion. 
Democratic leader:   delegates authority to others, encourages participation, relies on subordinates’ knowledge for completion of tasks, and depends on subordinate respect for influence.
Consideration:  the extent to which a leader cares about 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.
Employee-centered leadership:  behavior that displays a focus on the human needs of their subordinates.
Job-centered leadership:  behavior in which leaders direct activities toward efficiency, cost-cutting, and scheduling, with an emphasis on goals and work facilitation 
The Leadership Grid:  a two-dimensional leadership model that describes major leadership styles based on measuring both concern for people and concern for production. 
Individualized leadership:  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.
________________________________________________________________________
  Leadership Challenge #1:  To identify personal traits and characteristics associated with effective leaders.

The Trait Approach                                                                    


Exhibit 2.1:  Personal Characteristics of Leaders  


	Do you think some people are born with traits that make them natural leaders?

Early efforts understand leadership success focused on the leader's personal traits.

Traits are the distinguishing personal characteristics of a leader, such as intelligence, values, self-confidence, and appearance. 

The Great Man approach sought to identify the traits leaders possessed that distinguished them from people who were not leaders.

Research found only a weak relationship between personal traits and leader success.

During the 1940s and 1950s, researchers examined:
· personality traits---creativity and self confidence
· physical traits--- age and energy-level
· abilities---knowledge and fluency of speech
· social characteristics---popularity and sociability,
· work-related characteristics---the desire to excel and persistence against obstacles. 

In 1948, Stogdill examined over 100 studies based on the trait approach. 

Traits consistent with effective leadership:
· general intelligence
· initiative
· interpersonal skills
· self-confidence
· drive for responsibility
· personal integrity. 

The value of a trait varies with the situation.

In recent years, there has been interest in examining leadership traits that distinguish leaders from nonleaders. Other studies have focused on followers’ perceptions.

Traits considered important:
· optimism and self-confidence,
· honesty and integrity
· drive.
Discussion Question #1:  Is the “Great Man” perspective on leadership still alive today? Think about some recent popular movies. Do they stress a lone individual as hero or savior? Discuss

Optimism and Self-confidence 

	Why do leaders need optimism?
Optimism is a tendency to see the positive side of things and expect that things will turn out well.

Surveys indicate that the one characteristic most common to top executives, for example, is an optimistic attitude.  
· A related characteristic is a positive attitude about oneself. 

Leaders who know themselves develop self-confidence
· assurance in one’s own judgments
· decision making
· ideas
· capabilities.

A leader’s confidence creates motivation and commitment among followers.
· Self-confidence helps a leader face challenges. 

Action Memo:   Do you have the self-confidence to be a strong and effective leader? 

Honesty/Integrity.

Why do positive attitudes have to be tempered by strong ethics?

An ethical leader is honest with followers, customers, shareholders, and the public.

Honesty refers to truthfulness and non-deception and implies an openness that subordinates welcome. 

Integrity means that one is whole, that actions match words. Successful leaders seem to be highly consistent, doing exactly what they say.

When leaders show their convictions through actions, they command admiration, respect, and loyalty---the basis of trust between leaders and followers.

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

Drive

Why is drive considered essential for effective leadership?

Drive refers to the high motivation that creates a high effort level by a leader. A strong drive is associated with high energy.
Discussion Question #2: Suggest some personal traits of leaders you have known. Which traits do you believe are most valuable? Why? 

 In the Lead: Jeff Immelt, General Electric
“There are 24 hours in a day, and you can use them all,” says Jeff Immelt.  Immelt claims he’s been working 100 hours a week for nearly a quarter of a century, long before he took over the top job at General Electric.  “You have to have real stamina,” he says.
At  the Harvard Business School, he began budgeting his time with steely discipline and pursuing goals with gritty determination. As CEO of GE, Immelt is known as a demanding boss who isn’t afraid to push aside his own hand-picked managers if they don’t meet performance standards.   For such a hard-charging leader, Immelt can seem surprisingly relaxed, almost serene, partly due to his confidence in his abilities and his belief in GE’s superior capabilities and quality people.

Q:  How does Jeff Immelt display optimism?



CONSIDER THIS:  Leader Qualities 
· The quality of the leader determines the quality of the organization.
· A leader who lacks intelligence, virtue, and experience cannot hope for success.
· In any conflict, the circumstances affect the outcome.
· Good leaders can succeed in adverse conditions.
· Bad leaders can lose in favorable conditions.
· Therefore, good leaders constantly strive to perfect themselves, lest their shortcomings mar their endeavors.
· When all other factors are equal, it is the character of the leader that determines the outcome.
Source:  Deng Ming-Dao, Everyday Tao: Living with Balance and Harmony

	Give an example of some of these ideas from history or from your personal experience.

________________________________________________________________________
Leadership Challenge #2:     To recognize autocratic versus democratic leadership behavior and the impact of each.


Behavior Approaches                                           


Exhibit 2.2: Leadership Continuum


The behavior approach says that anyone who adopts the appropriate behavior can be a good leader.  Behaviors are learned more readily than traits, making leadership accessible to all.

Autocratic versus Democratic Leadership

One study recognized autocratic and democratic leadership styles. 
· An autocratic leader tends to centralize authority and derive power from position, control of rewards, and coercion. 

· A democratic leader delegates authority to others, encourages participation, relies on subordinates' knowledge for completion of tasks, and depends on subordinate respect for influence.

Discussion Question #3: What is the difference between trait theories and behavioral theories of leadership?

Kurt Lewin at the University of Iowa showed that the groups with autocratic leaders performed well when the leader supervised them. 
· Group members were displeased with the autocratic style of leadership, and feelings of hostility arose.  
· Groups assigned to democratic leaders performed well when the leader was absent. 

These characteristics of democratic leadership explain why empowerment of employees is popular today.

According to Tannenbaum and Schmidt, leadership behavior exists on a continuum with different amounts of employee participation. 

One leader might be autocratic (boss-centered) another democratic (subordinate-centered), and a third a mix of the two styles. 

Leaders are boss- or subordinate-centered according to the circumstances. Leaders fit  their behavior to the circumstance. 

	When does an autocratic leader approach work better? When can a participative style be used?

Action Memo As a leader, you can use a democratic leadership style to help followers develop decision-making skills and perform well without close supervision. An autocratic style might be appropriate when there is time pressure or followers have low skill levels. 

In the Lead:  Stephen McDonnell, Applegate Farms
For most of Applegate Farms’ history, its CEO hasn’t even been in the office.  Stephen McDonnell observed that most problems were more effectively solved within specific teams or work groups rather than by top managers. He gave everyone constant access to relevant information, empowered them with the freedom and responsibility, and stayed out of the way.

Q:  How is Applegate thriving under this system of extreme democratic leadership?


The University of Iowa studies found that leadership behavior had a definite effect on follower performance and satisfaction.

Discussion question #7: Why would subordinates under a democratic leader perform better in the leader’s absence than would subordinates under an autocratic leader?

The Leadership Grid                                                                                   

Exhibit 2.3:  The Leadership Grid® Figure

Leadership styles are based on concern for people and concern for production.

Researchers rated leaders on a scale of one to nine according to two criteria: 

	Team Management (9,9):  considered the most effective style because members work together to accomplish tasks.
	Country club management (1,9): emphasis is given to people rather than to work. 
	Authority-compliance management (9, 1): efficiency in operation is the dominant orientation.
	Middle-of-the-road management (5,5) reflects concern for both people and production.
	Impoverished management (1.1) means the absence of a leadership philosophy.

In the Lead:  TruServ and North Jackson Elementary School

Pamela Forbes Lieberman makes no apologies for her hard-driving management style. Here emphasis on tough goals and bottom-line results is helping to restore the health of hardware cooperative TruServ.  Despite her hard-nosed approach, Lieberman also believes in the importance of keeping morale high.  Joyce Pully, the new principal at Jackson Elementary School in Jackson, Mississippi, had a vision of transforming North Jackson into a model of creative learning. However, she didn’t may any changes at all during the first year, working instead to build trust with the teachers, staff, and students.

Q:  Place these two leaders on the Leadership Grid.

The Vertical Dyad Linkage Model                                      

Exhibit 2.6:  Leader Behavior toward In-Group versus Out-Group Members

	Why do some subordinates get their needs met while others do not?
The Vertical Dyad Linkage Model  (VDL) argues for the importance of the dyad formed by a leader with each member of the group. 

Initial findings showed that subordinates provided different descriptions of the same leader (i.e., high on people and tasks or low on leadership behaviors).

Based on these two exchange patterns, subordinates existed in an in-group or out-group in relation to the leader.

The model shows differences in leader behavior toward in-group versus out-group members: 
· in-group exchange relationship---insiders, highly trusted, special privileges 
· out-group exchange---others without trust and extra consideration 
· In-group members ---higher job satisfaction and performance
· out-group subordinates-- low-quality relationship with the same leader.
 
Discussion question #5: The Vertical Dyad Linkage model suggests that followers respond individually to the leader. If this were so, what advice would you give leaders about displaying people-oriented versus task-oriented behavior?

Leader-Member Exchange

Leader-Member Exchange (LMX) is stage two in the individualized leadership model, exploring how leader-member relationships develop over time and how the quality of  exchange relationships impacts outcomes.

Studies explored:
· communication frequency
· value agreement
· characteristics of followers
· job satisfaction
· job climate
· commitment.

Quality of the leader-member exchange relationship is higher for in-group members. 

	Why do leaders benefit from the increased initiative effort of in-group participants? 

A higher-quality LMX relationship leads to higher performance and satisfaction.

For followers, a high-quality relationship leads to:
· interesting assignments
· greater responsibility
· rewards such as bonuses. 

Three stages for dyad members in their working relationship
	testing each other to find comfortable behavior
	shaping and refining their roles
	attaining a steady behavior pattern.

 At stage three, leader-member exchanges were difficult to change.
______________________________________________________________________
 Leadership Challenge #5: To recognize how to build partnerships for greater effectiveness._____________________________________________________________

Partnership Building

· Could leaders develop positive relationships with individuals and provide all employees access to high-quality leader-member exchanges?

When leaders offered a high-quality relationship to all group members, the followers who responded improved their performance. 
· Performance and productivity increase when the leader develops positive relationships with each subordinate.

Action Memo As a leader, you can build a positive, individualized relationship with each follower to create an equitable work environment and provide greater benefits to yourself, followers, and the organization. 

Discussion Question #6:  Does it make sense to you that a leader should develop an individualized relationship with each follower? Explain advantages and disadvantages to this approach.

Systems and Networks 

Leader dyads can be expanded to larger systems.  A systems-level perspective examines how dyadic relationships embrace a larger system. 

Leader relationships include:
· peers
· teammates
· other stakeholders in the work unit.

Leaders build networks on one-to-one relationships and use traits and behaviors to create many positive relationships. 
· The leader can influence a larger number of people who will contribute to the success of the work unit.

In the Lead:   University Public Schools

The University Public Schools (UPS) of Stockton, California at San Joaquin is a model of partnership. Teachers are expected to develop partnerships with students, each other, parents, and other community members. They are given an unprecedented amount of freedom  to set their own goals and develop their own curriculum. Teacher’s pay raises are based on merit and tied to meeting both individual and team goals. Teachers sign one-year contracts and there is no notion of tenure. 

Q: How does partnership building integrate the students, teachers, and parents?


DISCUSSION QUESTIONS

1. Is the “Great Man” perspective on leadership still alive today? Think about some popular movies. Do they stress a lone individual as hero or savior? How about some business stories? Discuss.  
[bookmark: _GoBack]
2. Suggest some personal traits of leaders you have known. Which traits do you believe are most valuable? Why?

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

4. The Vertical Dyad Linkage model suggests that followers respond individually to the leader. If this is so, what advise would you give leaders about displaying people-oriented versus task-oriented behavior?
5. Does it make sense to you that a leader should develop an individualized relationship with each follower? Explain advantages and disadvantages to this approach.

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

LEADERSHIP DEVELOPMENT: CASES FOR ANALYSIS

I. Synopsis:   Consolidated Products

Consolidated Products is a medium-sized manufacturer of consumer products. Ben Samuels was a plant manager who was well liked by employees. They were grateful for the fitness center, picnics, and holiday parties. Ben believed it was important to treat employees properly so they would have a sense of loyalty. Under Ben, the plant had the lowest turnover but the second worst record for costs and production levels. He was asked to take early retirement and Phil Jones replaced him. Phil had a reputation as a manager who could get things done. Supervisors were instructed to establish high-performance standards. Costs were cut by trimming the fitness center, picnics and parties, and training. Phil believed that if workers did not want to work, the company should get rid of them.

Case 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' boss, what would you do now?

II. Synopsis:    D.L.Woodside,  Sunshine Snacks

D.L. Woodside had become research and development director for Sunshine Snacks, a  snack food company. Woodside had been the research director at Skid’s, a competitor. Despite his ambition, hard work, and excellent technical knowledge, Woodside was considered an easy-going fellow. He listened to his assistant’s problems and covered the mistakes of an employee with a drinking problem. At Sunshine, Woodside sensed a loyalty to his assistant Harmon Davis who lacked technical knowledge and had been passed over for the job. Woodside knows he needs to build good relationships with the team, but he was selected because of his record of accomplishment with new product development.

Case questions

1.	What traits does Woodside possess that might be helpful to him as he assumes his new position?  What traits might be detrimental? 
2.  Would you consider Woodside a people-oriented or a task-oriented leader? Discuss which you think would be best for the new research director at Sunshine?
3. How might an understanding of individualized leadership theory be useful to Woodside in this situation? Discuss.
