Introduction

I n the 10 years since the first edition of this book was published, the
public’s fascination with leadership has grown exponentially. Bookstore
shelves are filled with popular books about leaders. People are captivated
by the idea of leadership, and they seek more information on how to
become effective leaders. Many people believe that leadership is a way to
improve how they present themselves to others. Corporations want people
who have leadership ability because they believe these people provide
special assets to their organizations. Academic institutions throughout the
country are creating programs in leadership studies. Generally, leadership
is a highly sought-after and highly valued commodity.

In addition to popular books, there are many publications about leader-
ship in the research literature. A review of the scholarly studies on leader-
ship shows that there are a wide variety of different theoretical approaches
to explain the complexities of the leadership process (e.g., Antonakis,
Cianciolo, & Sternberg, 2004; Bass, 1990; Bryman, 1992; Gardner, 1990;
Hickman, 1998; Mumford, 2006; Rost, 1991). Some researchers conceptu-
alize leadership as a trait or as a behavior, whereas others view leadership
from an information-processing perspective or from a relational standpoint.
Leadership has been studied using both qualitative and quantitative methods
in many contexts, including small groups, therapeutic groups, and large
organizations. Collectively, the research findings on leadership from all
of these areas provide a picture of a process that is far more sophisticated
and complex than the often simplistic view presented in some of the popular
~ books on leadership.
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LEADERSHIP Introduction

The present book treats leadership as a complex process having multiple Definition and Components

dimensions. Based on the research literature, this text provides an in-depth

on of many different approaches to leadership. The Despite the multitude éf ways in which leadership has be

form the practice of leadership. | ceptualized, the following components can be identiﬁedpas centraintocct)lrllt;
“ phenomenon: (a) Leadership is a process, (b) leadership involves influence

(© }eadership occurs in a group context, and (d) leadership involves goai

attainment. Based on these components, the following definition of leadership

description and applicati
emphasis in the text is on how theory can in
In the book, we describe each theory and then explain how the theory can §

be used in real situations.

is used in this text:

Leadership is a process whereby an individual influences a
group of individuals to achieve a common goal.

LEADERSHIP DEFINED

There are many ways to finish the sentence “Leadership is . . ” In fact, as
Stogdill (1974, p. 7) pointed out in a review of leadership research, there are
almost as many different definitions of leadership as there are people who
have tried to define it. It is much like the words democracy, love, and peace.
Although each of us intuitively knows what he or she means by such words,
the words can have different meanings for different people. As soon as we
try to define leadership, we immediately discover that leadership has many

. 'Defining leadership as a process means that it is not a trait or character-
istic that resides in the leader but a transactional event that occurs between
Fhe leader and his or her followers. Process implies that a leader affects and
is affected by followers. It emphasizes that leadership is not a linear, one-
way event but rather an interactive event. When leadership is defir;ed in
this manner, it becomes available to everyone. It is not restricted to only the

formally designated leader in a group.
Leadership involves influence; it is concerned with how the leader
ffects followers. Influence is the sine qua non of leadership. Without influ-

e, leadership does not exist.

different meanings.

Ways of Conceptualizing Leadership
“ad‘ership occurs in groups. Groups are the context in which leadership
s place. Leadership involves influencing a group of individuals who
common purpose. This can be a small task group, a community
or a large group encompassing an entire organization. Leadership
rograms that teach people to lead themselves are not considered a
dership within the definition that is set forth in this discussion.

In the past 60 years, as many as 65 different classification systems have
been developed to define the dimensions of leadership (Fleishman et al.,
1991). One such classification system, directly related to our discussion,
is the scheme proposed by Bass (1990, pp. 11-20). He suggested that some
definitions view leadership as the focus of group processes. From this per-
spective, the leader is at the center of group change and activity and embod-

ies the will of the group. Another group of definitions conceptualizes
which suggests that leadership is

that individuals possess and

igcludes attention to goals. This means that leadership has
ecting a group of individuals toward accomplishing some task
"‘dlrect their energies toward individuals who are trying to
ing together. Therefore, leadership occurs and has its effects
, mdividuals are moving toward a goal.

leadership from a personality perspective,

a combination of special traits or characteristics
that enable them to induce others to accomplish tasks. Other approaches

to leadership have defined it as an act or behavior—ihe things leaders do to
bring about change in a group.

'text, the people who engage in leadership will be called
oward whom leadership is directed will be called follow-
ollowers are involved together in the leadership process.
and followers need leaders (Burns, 1978; Heller &
Qif, ‘199’2; Jago, 1982). Although leaders and followers
the leader who often initiates the relationship, creates

In addition, leadership has been defined in terms of the power relation-

ship that exists between leaders and followers. From this viewpoint, leaders
have power and wield it to effect change in others. Others view leadership
as a transformational process that moves followers to accomplish more
than what is usually expected of them. Finally, some scholars address lead-
ership from a skills perspective. This viewpoint stresses the capabilities

(knowledge and skills) that make effective leadership possible.
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the communication linkages, and carries the burden for maintaining the
relationship.

In our discussion of leaders and followers, attention will be directed
toward follower issues as well as leader issues. Leaders have an ethical
responsibility to attend to the needs and concerns of followers. As Burns
(1978) has pointed out, discussions of leadership sometimes are viewed as
elitist because of the implied power and importance often ascribed to leaders
in the leader—follower relationship. Leaders are not above followers or better
than followers. Leaders and followers must be understood in relation to each
other (Hollander, 1992) and collectively (Burns, 1978). They are in the lead-
ership relationship together—two sides of the same coin (Rost, 1991).

LEADERSHIP DESCRIBED

In addition to definitional issues, it is also important to discuss several other
questions pertaining to the nature of leadership. In the following section, we
will address questions such as how leadership as a trait differs from leadership
as a process, how appointed leadership differs from emergent leadership, and
how the concepts of power, coercion, and management differ from leadership.

Trait Versus Process Leadership

We have all heard statements such as “He is born to be a leader” or “She
is a natural leader.” These statements are commonly expressed by people
who take a trait perspective toward leadership. The trait perspective suggests
that certain individuals have special innate or inborn characteristics or
qualities that make them leaders, and it is these qualities that differentiate
them from nonleaders. Some of the personal qualities used to identify
leaders include unique physical factors (e.g., height), personality features
(e.g., extraversion), and ability characteristics (e.g., speech fluency)
(Bryman, 1992). In Chapter 2, we will discuss a large body of research that
has examined these qualities.

To describe leadership as a trait is quite different from describing it
as a process (Figure 1.1). The trait viewpoint conceptualizes leadership as a
property or set of properties possessed in varying degrees by different people
(Jago, 1982). This suggests that it resides in select people and restricts lead-
ership to only those who are believed to have special, usually inborn, talents.
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Figure 1.1 The Different Views of Leadership
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The process viewpoint suggests that leadership is a phenomenon that
resides in the context and makes leadership available to everyone. As process,
leadership can be observed in leader behaviors (Jago, 1982), ‘am.i it is some-
thing that can be learned. The process definition of leaders.hlp is consistent
with the definition of leadership that we have set forth in this chapter.

Assigned Versus Emergent Leadership

Some people are leaders because of their formal position in an organi-
zation, whereas others are leaders because of the way other group members
respond to them. These two common forms of leader_shlp are called
assigned leadership and emergent leadership. Leadership that is based
on occupying a position in an organization is assigned leaders}.nl.). Team
leaders, plant managers, department heads, directors, and administrators
are all examples of assigned leadership.

Yet the person assigned to a leadership position does ngt alwa}fs hegome
the real leader in a particular setting. When others perceive an individual
as the most influential member of a group or organization, regardles.s qf t.he
individual’s title, the person is exhibiting emergent leadership. The lI'1d1V.1d~
ual acquires emergent leadership through other people.: in the organlzatlgn
who support and accept that individual’s behavior. Th1§ type of leadership
is not assigned by position; rather, it emerges over a period of time through
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communication. Some of the positive communication behaviors that
account for successful leader emergence include being verbally involved
being informed, seeking others’ opinions, initiating new ideas, and beiné
Jfirm but not rigid (Fisher, 1974).

In addition to communication behaviors, researchers have also found
that personality plays a role in leadership emergence. For example, Smith
anFl Foti (1998) found that certain personality traits were related to ’leader-
ship emergence in a sample of 160 male college students. The individuals
who were more dominant, more intelligent, and more confident about their
own performance (general self-efficacy) were more likely to be identified
as leaders by other members of their task group. Although it is uncertain
whether these findings apply to women as well, Smith and Foti suggested
that these three traits could be used for identifying individuals perceived to
be emergent leaders.

Leadership emergence may also be affected by gender-biased per-
ceptions. In a recent study of 40 mixed-sex college groups, Watson and
Hoffman (2004) found that women who were urged to persuade their task
groups to adopt high-quality decisions succeeded with the same frequency
as men with identical instructions. Although women were equally influen-
tial leaders in their groups, they were rated significantly lower than compa-
rable men on leadership. Furthermore, these influential women were also
rated as significantly less likable than comparably influential men. These
results suggest that there continue to be barriers to women'’s emergence as
leaders in some settings.

. A.unique perspective on leadership emergence is provided by social
‘1dent1ty theory (Hogg, 2001). From this perspective, leadership emergence
is the degree to which a person fits with the identity of the group aé a whole
As groups develop over time, a group prototype also develops. Individuals.
emerge as leaders in the group when they become most like the group pro-
t(?type. Being like the prototype makes leaders attractive to the group and
gives them influence with the group.

The leadership approaches we discuss in the subsequent chapters of this
book app'ly equally to assigned leadership and emergent leadership. When
a person is engaged in leadership, that person is a leader, whether he or she
was assigned to be the leader or emerged as the leader. This book focuses
on the leadership process that occurs when any individual is engaged in
influencing other group members in their efforts to reach a goal.

Introduction

Leadership and Power

The concept of power is related to leadership because it is part of the
influence process. Power is the capacity or potential to influence. People
have power when they have the ability to affect others’ beliefs, attitudes, and
courses of action. Ministers, doctors, coaches, and teachers are all examples
of people who have the potential to influence us. When they do, they are
using their power, the resource they draw on to effect change in us.

The most widely cited research on power is French and Raven’s (1959)
work on the bases of social power. In their work, power was conceptualized
from the framework of a dyadic relationship that included both the person
influencing and the person being influenced. French and Raven identified
five common and important bases of power: reward, coercive, legitimate,
referent, and expert (Table 1.1). Each of these bases of power increases a
leader’s capacity to influence the attitudes, values, or behaviors of others.

In organizations, there are two major kinds of power: position power and
personal power. Position power is the power a person derives from a par-
ticular office or rank in a formal organizational system. It is the influence
capacity a leader derives from having higher status than the followers. Vice
presidents and department heads have more power than staff personnel
because of the position they have in the organization. Position power
includes legitimate, reward, and coercive power (Table 1.2).

Personal power is the influence capacity a leader derives from being
seen by followers as likable and knowledgeable. When leaders act in ways
that are important to followers, it gives leaders power. For example, some
managers have power because their subordinates find them to be good role
models. Others have power because their subordinates view them as highly
competent or considerate. In both cases, these managers’ power is ascribed
to them based on how they are seen in their relationships with others.
Personal power includes referent and expert power (see Table 1.2).

In discussions of leadership, it is not unusual for leaders to be described
as wielders of power, as individuals who dominate others. In these instances,
power is conceptualized as a tool that leaders use to achieve their own ends.
Contrary to this view of power, Burns (1978) emphasized power from a
relationship standpoint. For Burns, power is not an entity that leaders use
over others to achieve their own ends; instead, it occurs in relationships and
should be used by leaders and followers to promote their collective goals.
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Table 1.1 Five Bases of Power

)
REFERENT Based on followers’ identification and likin :
g for the leader.
POWER A schoolteacher who is adored by her students has
referent power.
EXPERT Based on followers’ perceptions of the leader’s
POWER competence. A tour guide who is knowledgeable about a

foreign country has expert power.

LEGITIMATE Agsociated with having status or formal job authority.
POWER A ;u'dge who administers sentences in the courtroom
exhibits legitimate power.

REWARD Derived from having the capacity to provide rewards to
POWER others. A supervisor who gives rewards to employees
who work hard is using reward power.

COERCIVE Derived from having the capacity to penalize ot punish
POWER others. A coach who sits players on the bench for being
fate to practice is using coercive power.

SOURCE: Adapted from “The Bases of Social Power,” by J. R. French Jr. and

B. Raven, 1962, in D. Cartwright (Ed.), Grou j
, , D ip Dynamics: Research and Th
(pp. 259-269), New York: Harper & Row. e

In this text, our discussions of leadership treat power as a relational
concern' for both leaders and followers. We pay attention to how leaders
work with followers to reach common goals.

Leadership and Coercion

Coercion is one of the specific kinds of power that are available to
lea(?ers. Coercion involves the use of force to effect change. It means influ-
encing others to do something by manipulating the penalties and rewards in
their work environment. Coercion often involves the use of threats, punish-
ment,' and negative reward schedules. Classic examples of leaders who used
coercion are Adolf Hitler in Germany, Jim Jones in Guyana, and David
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Tuble 1.2 Types and Bases of Power

[ ™
POSITION POWER PERSONAL POWER
Legitimate Referent
Reward Expert
Coercive
[N | N —

Koresh in Waco, Texas, each of whom used power and restraint to force his
followers to engage in extreme behaviors.

It is important to distinguish between coercion and leadership because it
allows us to separate out from our examples of leadership the behaviors of
individuals such as Hitler, Jones, and Koresh. In our discussions of leader-
ship, coercive people are not used as models of what ideal leadership is
about. Our definition suggests that leadership is reserved for those who
influence a group of individuals toward a common goal.

Leaders who use coercion are interested in their own goals and seldom
are interested in the wants and needs of subordinates. Using coercion runs
counter to working with followers to achieve a common goal.

Leadership and Management

Leadership is a process that is similar to management in many ways.
Leadership involves influence, as does management. Leadership entails
working with people, which management entails as well. Leadership is con-

~cerned with effective goal accomplishment, and so is management. In gen-

eral, many of the functions of management are activities that are consistent
with the definition of leadership we set forth at the beginning of this chapter.

But leadership is also different from management. Whereas the study
of leadership can be traced back to Aristotle, management emerged around
the turn of the 20th century with the advent of our industrialized society.
Management was created as a way to reduce chaos in organizations and to
make them run more effectively and efficiently. The primary functions of
management, as first identified by Fayol (1916), were planning, organizing,
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Figure 1.2 Functions of Management and Leadership
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SOURCE: Adapted from A Force Jor Change: How Leadership Differs From
Management (pp. 3-8), by J. P. Kotter, 1990, New York: Free Press.

staffing, and controlling. These functions are still representative of the field
of management today.

Ina b.ook that compared the functions of management with the functions of
}eaderghlp, Kotter (1990) argued that the functions of the two are quite dissim-
ilar (Figure 1.2). The overriding function of management is to provide order

and consistency to organizations, whereas the primary function of leadership ‘

is to. Produce chal}ge and movement. Management is about seeking order and
stability; leadership is about seeking adaptive and constructive change.,

As illustrated in Figure 1.2, the major activities of management are
p?ayed Ol‘lt differently from the activities of leadership. Although they are
different in scope, Kotter (1990, pp. 7-8) contended that both management
and leadership are essential if an organization is to prosper. For example, if
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an organization has strong management without leadership, the outcome
can be stifling and bureaucratic. Conversely, if an organization has strong
leadership without management, the outcome can be meaningless or misdi-
rected change for change’s sake. To be effective, organizations need to
nourish both competent management and skilled leadership.

Many scholars, in addition to Kotter, argue that leadership and manage-
ment are distinct constructs. For example, Bennis and Nanus (1985) main-
tained that there is a significant difference between the two. To manage means
to accomplish activities and master routines, whereas to lead means to influ-
ence others and create visions for change. Bennis and Nanus made the dis-
tinction very clear in their frequently quoted sentence, “Managers are people
who do things right and leaders are people who do the right thing” (p. 221).

Rost (1991) has also been a proponent of distinguishing between lead-
ership and management. He contended that leadership is a multidirectional
influence relationship and management is a unidirectional authority rela-
tionship. Whereas leadership is concerned with the process of developing
mutual purposes, management is directed toward coordinating activities in
order to get a job done. Leaders and followers work together to create real
change, whereas managers and subordinates join forces to sell goods and
services (Rost, 1991, pp. 149-152).

Approaching the issue from a narrower viewpoint, Zaleznik (1977) went
so far as to argue that leaders and managers themselves are distinct; they
are basically different types of people. He contended that managers are
reactive and prefer to work with people to solve problems but do so with
low emotional involvement. They act to limit choices. Zaleznik suggested
that leaders, on the other hand, are emotionally active and involved. They
seek to shape ideas instead of responding to them and act to expand the
available options to solve long-standing problems. Leaders change the way
people think about what is possible.

Although there are clear differences between management and leader-
ship, the two constructs overlap. When managers are involved in influenc-
ing a group to meet its goals, they are involved in leadership. When leaders
are involved in planning, organizing, staffing, and controlling, they are
involved in management. Both processes involve influencing a group of
individuals toward goal attainment. For purposes of our discussion in this
book, we focus on the leadership process. In our examples and case stud-
ies, we treat the roles of managers and leaders similarly and do not empha-
size the differences between them.
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PLAN OF THE BOOK

This book is user-friendly. It is based on substantive theories but written
to emphasize practice and application. Each chapter in the book follows
the same format. The first section of each chapter briefly describes the
leadership approach and discusses various research studies applicable to
the approach. The second section of each chapter evaluates the approach,
highlighting its strengths and criticisms. Special attention is given to how
the approach contributes or fails to contribute to an overall understanding
of the leadership process. The next section uses brief case studies to prompt
discussion of how the approach can be applied in ongoing organizations.
The final section of each chapter provides a leadership questionnaire with
a discussion of how the questionnaire measures the reader’s leadership
style. Each chapter ends with a summary and references.

SUMMARY

Leadership is a topic with universal appeal, and in the popular press and aca-
demic research literature much has been written about leadership. Despite the
abundance of writing on the topic, leadership has presented a major challenge
to practitioners and researchers interested in understanding the nature of lead-
ership. It is a highly valued phenomenon that is very complex.

Through the years, leadership has been defined and conceptualized in many
ways. The component common to nearly all classifications is that leadership is
an influence process that assists groups of individuals toward goal attainment.
Specifically, in this book, leadership is defined as a process whereby an indi-
vidual influences a group of individuals to achieve a common goal.

Because leaders and followers both are part of the leadership process, it
is important to address issues that confront followers as well as those that

confront leaders. Leaders and followers should be understood in relation to
each other.

In prior research, many studies have focused on leadership as a trait. The
trait perspective suggests that certain people in our society have special
inborn qualities that make them leaders. This view restricts leadership to
only those who are believed to have special characteristics. In contrast, the
approach in this text suggests that leadership is a process that can be
learned and that it is available to everyone,
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Two common forms of leadership are assigned and emergent. Assigned
leadership is based on a formal title or position in an organizatlon, Emergent
leadership results from what one does and how one acquires suppo.rt from fol-
lowers. Leadership, as a process, applies to individuals in both assigned roles
and emergent roles.

Related to leadership is the concept of power, the potential to inﬂqencse.
There are two kinds of power: position and personal. Positiog power, Whlcl} is
much like assigned leadership, is the power an individual derives from having
an office in a formal organizational system. It includes legitirpate, reward, and
coercive power. Personal power comes from followers and '1nc1udes referent
and expert power. It is given to leaders because followers'be?heve leaders have
something of value. Treating power as a shared resource is important because
it de-emphasizes the idea that leaders are power wielders.

Leadership and coercion are not the same. Coercion involves the use of
threats and punishment to induce change in followers for the sake of the
leader. Coercion runs counter to leadership because it does not tre'at leader-
ship as a process that includes followers, and it does not emphasize work-
ing with followers to achieve common goals.

Leadership and management are different concepts that overlfﬁp. .They
are different in that management traditionally focuses on the aqt1v1t1es of
planning, organizing, staffing, and controlling, whereas leadership empha-
sizes the general influence process. According to some researchers, man-
agement is concerned with creating order and stability, whereas leadership
'is about adaptation and constructive change. Other researchers go so far as
to argue that managers and leaders are different pres of people, with man-
agers being more reactive and less emotionally involved and leaders being
more proactive and more emotionally involved. The oyerlap b'etween !ead-
ership and management is centered on how they both involve influencing a
group of individuals in goal attainment.

In this book, we discuss leadership as a complex process. Basedion the
research literature, we describe selected approaches to Iead<'=,rsh1p and
assess how they can be used to improve leadership in real situations.
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