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Leadership in Organizations is the first in a series of three books written pri-
marily for distance-learning students in online undergraduate and graduate
programs with a focus on management, leadership and organizational devel-
opment. This first book introduces concepts of leadership and leadership the-
ories and principles across a broad spectrum and is intended for students in
online courses on leadership, management and business. It presents a unique
perspective on leadership by approaching the subject from a management
perspective as well as a leadership perspective. A significant theme of the
book is the distinction between leadership and management.

ONLINE DISTANCE EDUCATION

While there are numerous management textbooks in countless libraries and
bookstores everywhere, most are not written with online distance-learning
students in mind. In several respects, online students are unlike students in a
traditional college campus setting. Most online students are working adults
with full-time or part-time jobs, growing families, and endless responsibili-
ties that demand their time and compete for their attention. Yet they have a
motivation and desire to learn and grow and to advance their education. As
busy adults, they need textbooks that not only contain the necessary material
without extraneous narrative and are clearly written and easy to read but also
are engaging and stimulating.

As I discovered during my online education, and while teaching online
courses for over twelve years, online distance education is challenging. Hav-
ing obtained both my masters and doctoral degrees in a distance-learning 
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program as a mature adult with a full- time job, growing family, dependant
parents, and other demanding obligations, I found it important that textbooks
present the material in clear and understandable language and in a format that
is self-explanatory. Yet very few textbooks filled this need. Instead, I found
texts were written with the assumption that a professor was in the classroom
ready to explain and describe the information and conduct a classroom dis-
cussion—a luxury that online students do not always have.

Thus, this book is written primarily for students in online distance-learning
programs who do not always have classroom participation opportunities to
seek explanations of the material. It assumes that texts for online education
must be clearly written at an appropriate level and must present the material
in an appropriate structure and format so that students can understand the ma-
terial without the benefit of direct classroom participation. It addresses a need
for textbooks that are both engaging and specifically designed to meet these
criteria.

In addition to my online graduate coursework and research, and my expe-
rience teaching online undergraduate and graduate courses, I bring to this
book many years of hands-on leadership experience from a number of work
situations in the military and in industry. Thus, the selection and syntheses of
the literature cited in this book reflect a real-world view of leadership theory
and principles based upon direct experience.

OVERVIEW OF THE TEXT

The material in this book is organized in three parts and is designed so the stu-
dent will gain basic information from early chapters, beginning with an in-
troduction to leaders and leadership—what it is and what it is not. Part one
introduces the student to concepts of leadership. Chapter 1 surveys the evolv-
ing nature of leadership. Chapter 2 presents definitions of leaders and leader-
ship from several well-known sources. Chapter 3 discusses leadership in or-
ganizations and the differences between leaders and managers. By presenting
factual material from recognized authors and experts in the subject matter, the
student has access to an overview of leaders and leadership from several dif-
ferent perspectives. The end of each chapter leads the student through the
findings to reach conclusions based on the information presented.

Part two introduces theories and principles of leadership by comparing the
findings of selective studies on underlying theories and principles of leader-
ship. It focuses on the evolution of leadership theory from genetic and trait
theories of leadership (chapter 4) to the more recent and popular theories of
leadership, including personal behavior theories (chapter 5); situational theo-
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ries of leadership (chapter 6); charismatic leadership (chapter 7); and trans-
formational leadership (chapter 8). Students will find the descriptions and ex-
planations of the material on leadership are given in the text and summarized
in tables.

Part three presents applications of the theories and principles of leadership
in relation to power, conflict, and change in an organizational setting. Chap-
ter 10 introduces students to what is meant by leadership as it applies to
power within an organization and its relationship to position and authority.
Chapters 11 and 12 present material on the differences between leaders and
managers as they apply to two important functions of leadership in organiza-
tions: responding to conflict; and responding to change in an organization set-
ting. Once again, material from several noted authors is considered, and con-
clusions are drawn based on the findings and data presented.

Thus, Leadership in Organizations is designed not only to convey a real-
world view of leadership theory and principles that is meaningful for work-
ing online students but also to encourage online students to compare and con-
trast real-world situations with leadership theories. In doing so, online
students of management and leadership learn to recognize the dynamics of
leadership theory in operation and can begin to apply leadership principles in
working situations.

David I. Bertocci, Ph.D.
Montclair, Virginia
June 2008
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xv

First of all, it is difficult to separate leadership from leaders. Their meanings
are intertwined; and by describing one, we automatically and mentally con-
sider the other. This makes it difficult to talk about leadership without talking
about leaders. When we do, we often consider the concept of leadership in
terms of persons who demonstrate examples of leadership. So it is essential
to any discussion of leadership and leaders to include a discussion of the qual-
ities of leadership, the characteristics displayed by respected leaders, and the
attributes of leaders.

But here is a complication. New leaders emerge every day, and as new ex-
amples of leadership come to our attention, our definitions of what makes a
leader and what exactly leadership is are also changing. This is what makes a
study of leaders and leadership so exciting and challenging. Can anyone deny
that Rudy Giuliani displayed extraordinary leadership qualities during the
911 crisis? Can anyone deny that Jack Welch was a leader of General Elec-
tric Corporation over the years he served as its CEO?1 Or that Bill Gates was
the leader of Microsoft over the years he served as its CEO? What about
“Chainsaw” Al Dunlap of Sunbeam?2 Or even Captain James T. Kirk from the
Starship Enterprise? Or General Colin Powell? You can insert your own ex-
ample here as well: leaders from your workplace; leaders from your place of
religious worship; leaders from your community. Based on the evidence, I
find—and I hope you do, too,—that leadership theory is dynamic. What we
once thought of as the “absolute” definition of leadership continues to give
way to new definitions just as our examples of leaders evolve.

But consider the opposite—what I call “non-leaders.” You know them:
they can’t make decisions; they ponder over things endlessly; they can’t seem
to see the big picture; they have difficulty making up their mind on a course
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of action; and generally get lost in the minutia. When they finally come to a
decision, it’s too late or their decisions are flawed. They don’t seem to have
a solid vision of what needs to be done; how it is going to be accomplished;
and what everybody’s role is in getting it done. More importantly, they can’t
get followers to willingly reach high levels of performance or achieve lofty
goals. These “non-leaders” engage in endless meetings with no decisions
forthcoming; their followers have no clue as to what is going on; and the per-
son in charge seems lost by unfolding events. Floundering describes the situ-
ation best.

Leaders, on the other hand, seem to know exactly what has to be done;
specifically how it is going to be accomplished; who is going to do what;
what the end result will be and why it is important. Leaders seem to have an
innate ability to see the big picture; to be able to delegate the work; to em-
power followers to achieve great and lofty goals; and magnetically attract
people to want to get their part of the task done efficiently and effectively.

Leaders know where they are; where they are going or what has to be done;
how they are going to get there (or how they are going to get the task done).
They have a unique ability to get others to follow them. Importantly in this
context, leaders can communicate their vision: this is where we are; this is
where we want to go; and this is how we are going to get there. Leaders have
the ability to present a clear path for followers to take and followers willingly
follow them—whether the path leads to wartime combat, a business venture,
or cleaning up one of the largest cities in the world.

Every group to which you belong—family, sports, social, study, work—
probably includes one person you consider to be more influential than the
others. When this person speaks, others listen; when this person suggests or
directs action to be taken, others take that action. Consider the example of
Michael Corleone (portrayed by Al Pacino) in the movie The Godfather.
When Michael’s father was shot, Michael calmly sat in the chair and laid out
the plan his older brothers were unable to formulate. In spite of being the
youngest, Michael displayed the leadership to take whatever action was
needed or scripted. He seemed to know what had to be done, how it was to
be done, and communicated the plan clearly and logically, getting his broth-
ers to follow his plan of action. This example is from a movie based on novel
about organized crime figures, but the character serves as an example of a few
of the capabilities that also distinguish legitimate leaders: Real leaders just
seem to be able to visualize what is needed and how to accomplish it.

Indeed, we often take for granted the importance of leaders for the effec-
tiveness of work undertaken by groups of individuals who alone could not ac-
complish their legitimate intended purposes. Because of the importance of
leadership in organizations, leaders have been the subjects of countless stud-
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ies, novels, stories, and trade publications, all attempting to say something
about what leaders do, what leadership is, and even how to be a leader.3

Generally speaking, we can say that leaders are individuals who motivate
or influence other individuals to do what they might not do in the absence of
the leader’s influence. However, in the example of leadership influence
demonstrated by Michael Corleone in The Godfather, certain organizational
norms related to organized crime come into play. Thus, it is important to qual-
ify and measure the type of leadership influence. Typically, a leader’s effec-
tiveness is measured by the accomplishment of a legitimate shared goal, or a
combination of goals, by individuals who can choose to follow (or not follow)
a given leader’s influence. But how does one measure the type of coercive in-
fluence practiced by members of street gangs, organized crime, prostitution
rings, drug cartels, terrorist organizations or other illegal or illegitimate ac-
tivities in which followers may not have the freedom to willingly choose to
follow a given “leader”? Individuals may view the leader as effective or in-
effective according to the satisfactions they derive from the total experience.
In fact, acceptance of a leader’s directives or requests rests largely on the fol-
lowers’ expectations that a favorable response can lead to an attractive out-
come for the individual follower, not necessarily the group or organization.

In our study of leadership in legitimate organizations, we are concerned
with how a leader can make a difference in measures of organizational effec-
tiveness: production, efficiency, quality, flexibility, satisfaction, competitive-
ness and development. Yet, in spite of numerous studies, scholars and practi-
tioners of leadership still cannot completely and accurately measure the
degree of difference that leaders can and do make in any organization. Gib-
son, Ivancevich, and Donnelly note three important reasons why:4

• First, organizations tend to select their leaders from those with similar back-
grounds, experiences, and qualifications as the previous leader. The similarity
of selected individuals reduces the range of characteristics exhibited by lead-
ers. The similarity of leaders also can produce a self-selection bias wherein
leaders select individuals similar to themselves to succeed them.

• Second, leaders at even the highest levels do not have unilateral control
over resources that they need to accomplish their task. Followers whom
they depend upon as well as financial resources are sometimes just not un-
der their control, so leaders become dependent on others to support their
ventures. Major decisions require approval, review, and suggested modifi-
cation by others.

• Third, leaders cannot control or modify many important factors in a situa-
tion. Labor markets, environmental factors, and policies are often outside a
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leader’s direct control. External factors may be overwhelming and uncon-
trollable, no matter how astute, insightful, and influential a leader may be
in a situation.

So where does this leave us? In an organizational context, some leaders
chosen to fit a certain profile may not, after all, be leaders; instead, they are,
in effect, managers. Thus, this book approaches the subject of leadership in
organizations by considering the differences between leaders and managers.
We will also explore some of the numerous ways scholars attempt to explain,
define, and examine leadership and what constitutes a leader.

In Part one, we consider how scholars have tried to identify characteris-
tics that define a leader. Gibson, Ivancevich, and Donnelly found certain per-
sonality characteristics to describe leaders. Earlier study and research fo-
cused on identifying intellectual, emotional, physical and other personal
traits of effective leaders. This approach assumes that a finite number of
identifiable traits for certain leaders can be found. Later research suggests
that personality characteristics such as alertness, energy level, tolerance for
stress, emotional maturity, originality, personal integrity and self-confidence
are associated with effective leadership. Thus, to a significant extent, the
personnel testing component found in many organizations is based upon 
the trait theory of leadership.5

Gibson, Ivancevich, and Donnelly also cite studies conducted by Edwin
Ghiselli, who reported several personality traits associated with leader effec-
tiveness. Ghiselli studied leaders in organizations and was particularly inter-
ested in significant similarities among leaders at different levels in organiza-
tions. He contrasted supervisors, middle managers, and CEOs, and found
some differences in their personality traits. For example, he found that the
ability to initiate action decisively was related to the individual’s level in the
organization. The higher the person advanced in the organization, the more
important this trait became. CEOs were more decisive than middle managers,
who were more decisive than first-line supervisors. Ghiselli also found that
self-assurance was related to one’s hierarchical position in the organization.6

More recent studies conclude that achievement, motivation, ambition,
tenacity, initiative, and self-confidence are associated with leadership. Al-
though these characteristics do not identify actual or potential leaders in every
instance, they appear to have sufficient validity as predictors of leadership
ability. Lastly, leaders seem to exhibit a relatively high need for power, but
they act on that need in socially acceptable ways. Effective leaders work
within the system to accomplish socially desirable outcomes. This particular
orientation to use power for constructive purposes, termed socialized power
orientation, has been well-established as one of the motivations of leaders.
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This orientation also distinguishes our present study of leaders and leadership
in organizations from the coercive orientations involved in illegal or illegiti-
mate activities in which followers may not have the freedom to willingly
choose to follow a given “leader.”

Another motivation that sets leaders apart is a relatively high need for
achievement, particularly as reflected in the field of their interests. Lee Ia-
cocca, Sam Walton, Jack Welch, or Norman Schwarzkopf would certainly
rate very high on the need for achievement in their chosen fields. You can
name others. Some studies indicate that effective leaders have a relatively
weak need for affiliation, suggesting that they are more motivated by getting
a task completed than by interacting with other people. However, a weaker
need for affiliation does not preclude the effective leader from the applying
interpersonal skills to get followers to do what they need to do.

Turning to the ways scholars have tried to formulate the concept of leader-
ship, Part two of this book introduces several current theories of leadership.
Owing to the large volume of leadership theory published in countless books
and academic papers, our study will be limited to a review or executive sum-
mary of the following theories: the trait theory of leadership; personal behav-
ior theory; job-centered and employee-centered leadership; Fiedler’s contin-
gency theory; the Hersey-Blanchard situational leadership theory; the vertical
dyad-linkage theory; charismatic leadership; and transactional and transfor-
mation leadership theory. We will also look briefly at two leadership models:
the contingency model; and the path-goal model. This gives the student an
overview of the predominant leadership theories.

Next, leaders and leadership in organizations are often considered in terms
of the power relations within the organization, so it is appropriate that we give
some attention to the relationship between leadership and power within the
organization. Also, conflict and change within organizations is inevitable, and
there seems to be a significant difference in the way managers deal with con-
flict and change compared to the way leaders affect and deal with conflict and
change. Thus, Part three addresses leadership in relation to power, conflict
and change in organizational settings.

Finally, returning to the examples of leaders, the Additional Reading
Sources introduces three books by business leaders who emerged as real-
world examples of leadership in their organizations. Using the definitions of
leadership and leadership theory and principles covered in this book as a
foundation, we can compare and contrast their examples with the underlying
theories and use the results to reinforce or modify our own leadership style
and techniques. Their stories range from practical applications of leadership
principles and behavioral theory to the more colorful personality traits of
leaders.
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1. An autobiographical account of Jack Welch’s business career is found in Jack
Welch and John A. Byrne, Jack: Straight from the Gut (New York: Warner Business
Books, 2001).

2. Noted for his success in turning around companies that were on the downhill
slide, “Chainsaw” Al Dunlap describes his leadership techniques in Albert J. Dunlap
and Bob Andelman, Mean Business: How I Save Bad Companies & Make Good Com-
panies Great (New York: Random House, 1996).

3. See the Additional Reading Sources near the end of this book for three exam-
ples selected from the trade press.

4. James L. Gibson, John M. Ivancevich, and James H. Donnelly Jr., Organiza-
tions: Behavior, Structure, Processes, 9th ed. (Boston: Irwin McGraw Hill, 1997),
270–92.

5. Gibson, Organizations, 9th ed., 274–75.
6. Edwin E. Ghiselli, Explorations in Management Talent. Santa Monica, CA:

Goodyear, 1971; Edwin E. Ghiselli, “The Validity of Management Traits in Relation
to Occupational Level,” Personnel Psychology (Summer 1963): 109–13, cited by
James L. Gibson, John M. Ivancevich, and James H. Donnelly Jr., Organizations: Be-
havior, Structure, Processes, 10th ed. (Boston: Irwin McGraw Hill, 2000), 274.
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Part One

WHAT IS LEADERSHIP?





3

The subject of leadership requires us to consider the evolving nature of lead-
ership in organizations. According to Pearce and Robinson, the job of leading
a company has never been more demanding, and it will only become more
challenging amidst the global dynamism businesses face today.1 In today’s
global environment, organizations need to be increasingly receptive to
change, responsive, more flexible and less structured. While the CEO will
likely remain the ultimate authority, corporations will depend increasingly on
the skills of top leaders as well as a host of subordinate leaders to show the
way, coordinate, make decisions, and act quickly.

This perspective of the evolving nature of leadership in organizations that
are flexible and responsive reflects the needs of organizations that tend to be
more like virtual organizations, where employees live and work where the
jobs are. The growing surge towards more virtual organizations will require
all the more emphasis on able leadership and a strong culture to shape deci-
sions that must be made quickly, especially when the stakes are high. Thus,
in the future, every line manager will have to exercise leadership prerogatives
to an extent unthinkable twenty years ago.

John Kotter, a widely recognized leadership expert predicted this evolving
role of leadership in an organization when he distinguished between manage-
ment and leadership:2 Management has certain complex and often routine
functions relating to an organization. As we have seen, one of the most sig-
nificant developments of the twentieth century has been the emergence of
large organizations bringing with it even more complexity in the management
functions. Good management brings calmness and stability to an organization
and tries to eliminate what sometimes can be chaotic circumstances that
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threaten their very existence. Good management brings a degree of order and
consistency to the quality and profitability of products or services.

Leadership, by contrast, is about vision, big picture views, and coping with
change. Part of the reason leadership has become so important in recent years
is that the business world has become more global, more competitive and
more volatile. As a result, the old way of doing things just isn’t sufficient. Do-
ing what was done yesterday, or doing it five percent better, is no longer a for-
mula for success. Major changes in organizational design, structure and lead-
ership are becoming essential for survival in this new environment. Thus,
coping with organizational change demands effective leadership.3

Organizational leadership involves action on two key elements: 1) Guiding
the organization to deal with constant change. This requires leaders who em-
brace change; who do so by clarifying and communicating strategic intent or
vision; and who build their organization and shape its culture to fit with op-
portunities and challenges; and 2) Providing the management skill to deal
with change in the organization. This means identifying and staffing the or-
ganization with supporting managers prepared to provide operational leader-
ship and vision as never before. According to this perception of leadership,
organizational leadership involves creating a vision; seeing the big picture,
communicating that vision or path to the future, then guiding and shepherd-
ing the organization to move toward achieving that vision. Thus, creating a
vision for the organization is critically important step to providing leadership
in organizations.

Considering the manner in which organizations have traditionally gone
about selecting their top managers from within their organizations leads one
to question whether in the current changing environment the best leaders for
an organization are likely to emerge from within the organization, especially
if an organization’s particular brand of leadership may be skewed. This sce-
nario leads us to two questions: What is leadership? And what constitutes a
leader? Thus, we turn to definitions of leadership in the next chapter.

NOTES

1. John A. Pearce and Richard B. Robinson, Strategic Management. 10th ed. (New
York: McGraw Hill, 2007), 358–89.

2. John P. Kotter, “What Leaders Really Do,” in Managing People and Organiza-
tions, ed. John J. Gabarro (Boston: Harvard Business School Publications, 1992),
102–14.

3. Pearce, Strategic Management, 358–89.
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5

Leadership definitions can be found in many places, and we will attempt to
provide several noteworthy definitions in this chapter. As we noted in chap-
ter 1, our notions of leaders and leadership are evolving. There is a continual
search for leadership among our government leaders. Not a day goes by when
members of Congress and the President are not questioned with regard to
their leadership. High profile CEOs are also examined for their leadership
skills, especially if the company has been the target of some ethical issue or
if the company has not made a sizeable profit, has lost considerable business,
or has become the object of a merger and acquisition transaction.

There are many examples of good leadership and bad leadership in history
and in current news. All one has to do is read the daily papers or watch the
TV news for current examples. It seems that the concept of leadership is best
described by a series of associated behaviors, related functions, situational
considerations, and some similar personal characteristics. But none of these
accurately describe exactly what constitutes leadership or provides a clear
definition. However, each of them provides a glimpse of what is meant by
leadership and each tends to describe certain qualities of a leader. Thus, we
will consider several of the more noted definitions of leadership and attempt
to arrive at a consensus on what leadership involves based on a comparison
of their key elements.

First, Stogdill’s Handbook of Leadership, an authoritative source of lead-
ership theory, defines leadership as:

. . . an interaction between members or a group. Leaders are agents of change,
persons whose acts affect other people more than other people’s acts affect
them. Leadership occurs when one group member modifies the motivation or
competencies of others in the group.1

Chapter Two
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Thus, according to Stodgill’s definition, leadership involves the use of in-
fluence. It also implies that even impersonal relationships can involve lead-
ership. Stodgill’s definition stresses the importance of being a change agent—
being able to affect a follower’s behavior and performance.

Second, Gibson, Ivancevich and Donnelly define leadership as the process
by which one individual influences others to accomplish desired goals with-
out coercive types of influence. Leadership is:

. . . an attempt to use non coercive influence to motivate individuals to accom-
plish some goal.2

Third, Webster’s New World Dictionary defines leadership as “the position
or guidance of a leader or the ability to lead” the followers of a group.3

Fourth, an interesting definition of leaders and leadership comes from a
book by Jennifer M. George and Gareth R. Jones, who define leadership as
the exercise of influence by one member of a group or organization over other
members to help the group achieve its goals. Thus, a leader is the individual
who exerts such influence. They also distinguish between formal and infor-
mal leaders: formal leaders have authority over followers in an organization
by virtue of their position in the organization. Informal leaders lack formal
authority but exercise influence over followers by their talent, skills, or
friendship.4

Finally, in describing some of the characteristics found in leaders, Shelly
Kirkpatrick and Edwin Locke describe a model of leadership comprised of
five characteristics found in leaders:5

• Achievement: A leader’s need to achieve is essential to complete difficult
projects, obtain work and educational experiences, and to start and finish
projects.

• Ambition: A leader’s ambition drives learners to set challenging goals to
achieve.

• Energy: A leader focuses energy on successfully handling an intense and
demanding project.

• Tenacity: A leader demonstrates staying power in completing difficult proj-
ects and overcoming sizeable obstacles.

• Initiative: A leader is proactive rather than reactive, seizing opportunities
and not hesitating to initiate action to correct identified problems.

Note that none of these characteristics of leaders or the any of the defini-
tions above has anything to do with making a profit. Instead, all of the defi-
nitions given above (and possibly many others one can think of) include the
concepts such as the following:
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• Leaders are agents of change, persons whose acts affect other people more
than other people’s acts affect them.

• Leaders modify the motivation of others in the group.
• Leaders use a non-coercive form of influence used to motivate a group to

accomplish goals.

To summarize, these definitions tell us that leadership involves some form
of influence. An important element of leadership involves being a change
agent—being able to affect the behavior and performance of other people.
Leaders just seem to get groups of people (followers) to do things they nor-
mally wouldn’t do. Lastly, each definition focuses on the accomplishment of
some goal by which we can measure a leader’s effectiveness.6

These definitions of leadership lead us to the following working definition:
From my perspective, leadership is the combination of characteristics or per-
sonality traits in an individual that compels that person to inspire others to
achieve goals that, without the leader’s motivation, would not normally be ac-
complished. In an organizational setting, leaders have a clear mental picture
of where the organization is; where the organization needs to go; and how the
organization is going to get there. Leaders present a clear path for followers
to take to accomplish a task or goal. Thus, leaders instinctively seem to know
what needs to be done, when it needs to be done, and how it is going to be ac-
complished; and they get followers to work together to complete the tasks
necessary to accomplish the goal.

Although leadership is important and has been studied by behavioral sci-
entists for decades, it still remains something of a mystery. We still lack con-
sensus on exactly what leadership is, how it should be analyzed, what makes
leaders different or unique from non-leaders. Yet experts agree that leaders
are somehow different from non-leaders.

Where we find consensus among researchers, it centers around the follow-
ing issues: leadership is distinguishable from management; leadership is com-
plex; leadership attributes can be developed through experience, training, and
analysis; and leadership effectiveness depends on the relationships among
leaders, followers, and the circumstances involved. Thus, we explore these is-
sues in the next chapter.

NOTES

1. Ralph M. Stogdill, Handbook of Leadership. (New York: Free Press, 1974), 43–44.
2. James L. Gibson, John M. Ivancevich, and James H. Donnelly Jr., Organiza-

tions: Behavior, Structure, Processes, 10th ed. (Boston: Irwin McGraw Hill, 2000),
272.

Definitions of Leadership 7



3. ———. Webster’s New World Dictionary. (New York: Prentice Hall Press, 1986).
4. Jennifer M. George and Jones, Gareth, Understanding and Managing Organi-

zational Behavior, 4th ed. (Upper Saddle River, NJ: Prentice Hall, 2005), 357, 398.
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6. Gibson, Organizations, 10th ed., 274–75.
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Some leaders are very good managers and some managers are very good
leaders. However, management typically reflect different functions in an or-
ganization. A manager in a formal organization is responsible for functions
such as planning, organizing, controlling, budgeting, staffing, problem solv-
ing, and other fundamental tasks necessary to run the business, whereas a
leader typically does not function well in the management functions and in-
stead provides a vision of what needs to be done and how it is going to be ac-
complished that drives the performance of the organization in accomplishing
its goals.

COMPARING LEADERS AND MANAGERS

In comparing differences between leadership and management functions, Dr.
David Kozak notes that successful organizations need both management and
leadership, although it is commonly accepted that managers deal with sys-
tems, processes, budgets, equipment, and “things,” while leaders deal with vi-
sions and people.1 In addition, anyone in at any level can play a leadership
role and need not be in a top management position to make a leadership con-
tribution. However, and this is a major point, for an organization to thrive,
there must be leadership at the top. A comparison of leaders and managers
compiled by Dr. Kozak is presented in table 3.1.

Another difference is that a leader’s effectiveness is typically measured by
the accomplishment of one or a combination of goals, whereas a manager’s
effectiveness is typically measured by profit margins. Individuals may view a
leader as effective or ineffective according to the satisfaction they derive from

Chapter Three
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the total work experience in accomplishing goals. In fact, acceptance of a
leader’s directives or requests rests largely on their followers’ expectations
that a favorable response can lead to an attractive outcome.2

As we noted in the definitions of leadership in chapter 2, a significant as-
pect of leadership is the ability of followers to freely choose whether to fol-
low the leader or not. Unless followers have some choice to follow or not fol-
low, leaders cannot lead. Leadership results when a person influences
followers freely and willingly to accept requests without any apparent exer-
tion of power. Through an ability to influence, the leader creates and uses the
power and authority received from the followers.

On the management side in a typical hierarchical organization structure,
the manager directs, instructs, or commands. The organizational structure it-
self places a manager over the followers or employees, so they have little or
no alternative but to comply with a manager’s orders and directives. If fol-
lowers risk punitive actions and truly have no choice, the situation becomes
one of domination and intimidation.
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Table 3.1. A Comparison of Leaders and Managers

Leaders: Managers:

Goal oriented Task oriented
Inspires / Empowers Directs
Thoughtful Industrious
Results oriented Action oriented
Effective Efficient
Long-term planner Short-term planner
Policy oriented Implementation oriented
Mission oriented Program oriented
Attracts talent Recruits talent
Works in the future Works in present
Studies the environment Observes operations
National / International perspective Agency perspective
Process oriented Product oriented
Consults Consulted
Decides Recommends
Utilizes staff work Provides staff work
Mediates Champions
Focuses on concepts Focuses on details
Looks outward Looks inward
Represents entire institution / unit/ agency Represents separate organizational

functions
Sees the whole Sees parts of the whole
Operates in internal and external politics Operates in internal politics
Delegates Oversees

Source: Data from David C. Kozak, “Leadership,” Gannon University Magazine, Winter 1998, 5.



Thus, one of the major differences between managers and leaders is not in
the leaders or the managers themselves, but in their followers. In the case of
leadership, followers are free to either follow the leader or not. In the case of
managers, normally employees do not necessarily have the same freedom if
they risk the loss of their jobs. Of course, one can argue this premise with nu-
merous cases of leadership in military situations where military members do
not have the freedom to follow the leaders or not; but based on this distinc-
tion, it is easy to understand why followers who are empowered to complete
a specific task tend to be more effective and efficient than followers who sim-
ply carry out a task under direct and close supervision.

In an article titled, “What Leaders Really Do,” John P. Kotter argues that
leadership is different from management for many and varied reasons and
not what most people think.3 He contends that leadership and management
are two completely different philosophies of action and that each has its
own unique functions and characteristics. According to Kotter, one of the
primary differences between management and leadership centers on their
basic and primary functions. Whereas management is about complexity in
personnel issues, organizational design and structure, budget preparation
and execution, staffing, control of input and output, and numerous Human
Resources issues, leadership is about vision, big picture issues, change and
the future.4 Part of the reason leadership has become so important in recent
years is that the business world has become more competitive and more
volatile owing to faster technological changes, greater international com-
petition, rise of the internet, deregulation of markets, and a host of other
changes that have taken place. Thus, they find most companies are “over-
managed” and “under-led” and need to develop their capacity to exercise
leadership.

As an example, Kotter uses a simple military analogy: a peacetime army
can survive with good administration and management both up and down the
chain of command, but a wartime army needs leadership at all levels. They
contend that no one has figured out a way to “manage” soldiers into battle;
they must be led. In a roundabout way, they have analyzed one of the major
problems plaguing the military service today. Military officers are often rec-
ognized and promoted during peacetime for their management skills, some
rising to top levels of each service; but when a war starts these senior officers,
who were recognized and promoted for their management skills, are not pre-
pared to be wartime leaders of an army at war and in battle. It seems true that
soldiers in combat cannot be “managed” into combat but must be led to face
the enemy.5

Another difference between leaders and managers is how they go about 
accomplishing or coping with their primary functions and responsibilities.
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Managers cope with complexity by planning and budgeting, setting goals, es-
tablishing steps for achieving those targets, then allocating resources to ac-
complish those plans. Managers function within an organizational structure
wherein everyone has a job and a clear reporting channel. Managers ensure
plan accomplishment by controlling and problem solving, by organizing and
staffing the plan, by formally and informally comparing results to the plan,
preparing reports, organizing meetings, and other methods to ensure plan ad-
herence. Leaders cope with change by setting a direction for the organization
as a whole, developing a vision of what has to be done and how it is to be
completed, setting an overall strategy, communicating the strategy to follow-
ers, getting the right people to do the work (called alignment rather than or-
ganizing and staffing), delegating responsibility or empowering people for
carrying out the strategy, and getting followers to want to complete their part
of the task.

These are significant differences. Managers tend to plan, organize, struc-
ture, and budget, whereas leaders tend to visualize what has to be done, men-
tally develop a clear path to accomplish the change in the situation, and com-
municate what has to be done to their followers. For example, setting a
direction with a clear vision of what has to be done is quite different than de-
veloping plans and budgets to accomplish the same goal. If the goal is to im-
prove performance in the organization by ten percent over the next year, man-
agers will accomplish that by developing a plan, developing a budget, staffing
a group to study the plan, and perhaps re-organize the organizational struc-
ture. Leaders, on the other hand, will have a clear vision of what has to be
done, can communicate their vision to followers, and empower those follow-
ers to play their role in the strategy. They generally know what has to be done,
how it is going to be accomplished and what is needed to accomplish that
task.

Leaders are able to generate highly energized behavior by communicating
to followers how they are part of the solution to the problem. Empowerment
tends to make followers believe they truly are an important part of the work
and their participation is crucial to accomplishment of the mission. Managers,
on the other hand, measure performance as compliance with the plan and
evaluate deviations to that plan as an ongoing action. Deviations are then
dealt with on a case by case basis.

Employees may or may not see the big picture even as they complete their
part of the overall plan. Consider the example of two workers with two dif-
ferent visions:6 Two auto workers performing the same repetitive operation in
different manufacturing plants were asked, “What are you doing?” The first
worker replied, “I’m welding door hinges on the door frame.” The second
worker, when asked, replied, “I’m helping to build transportation systems for
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the benefit of mankind.” Which of the two would inspire the highest quality
performance?

THE PROCESS OF LEADERSHIP

These differences between leaders and managers lead us to consider the
process of leadership. Jay Conger has proposed a four-stage model of the
process of leadership that embraces the qualities of leadership we have al-
ready noted:7

• Formulating a strategic vision;
• Communicating the vision to others;
• Building trust through technical expertise, personal risk-taking, self-sacrifice,

and unconventional behavior; and
• Demonstrating the means to achieve the vision through role modeling, em-

powerment, and unconventional tactics.

In formulating a strategic vision, leaders create a vision for the organiza-
tion by asking what the company is trying to do and what it wants to become.
Developing a carefully reasoned answer to these questions pushes leaders to
consider the company’s business character and to develop a clear picture of
where the company needs to be headed over the next five to ten years. A
leader’s vision of what the organization really is, what it does, and where it’s
going, helps establish a strong organizational identity. The strategic vision
represents what an organization must become in order to compete and survive
in the future and is the grand strategy that conceptually represents the evolu-
tion from the present to the future. A well-conceived strategic vision prepares
a company for the future, establishes long-term direction, and indicates the
company’s intent to stake out a particular business position.

To communicate the vision to others, Thompson and Strickland stress the
importance of establishing and communicating a vision of a future state, a
condition that does not presently exist and has never existed before. By com-
municating a vision, the leader provides an organization with an all-important
bridge from the present to the future. A vision cannot be established by edict
or coercion. It is more an act of persuasion, of creating enthusiastic and ded-
icated commitment to the visionary concept simply because it is right for the
times, right for the organization, and most importantly, right for the people
working toward it. By focusing attention on a vision, the leader operates on
the emotional and spiritual resources of the organization, on its values, com-
mitment, and aspirations.8
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A vision always refers to a future condition, a circumstance that does not
presently exist in the organization but is in the future. The vision should be
projected in time and space beyond the boundaries of ordinary planning activ-
ities, but should not be so far distant as to be beyond the ability of incumbents
in the organization to realize. A vision statement “pulls” rather than “pushes”
an organization into the future. A shared vision is a powerful, energizing force
in any organization. The vision pulls the organization in the desired direction;
it yields alignment toward a common future state. Thus, the power of a vision
is that individuals have a commitment to a common view of success for the or-
ganization. Table 3.2 recapitulates several points to remember about creating
and communicating a strategic vision for an organization.
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Table 3.2. Key Considerations in Creating a Strategic Vision

1. Performance management, quality, and productivity improvement require a vision
of what the organization is to be.

2. There is a systematic “grand strategy” that conceptually represents the evolution
from the present to the future.

3. Motives and incentives need to be established for people in your organization to
be active about performance improvement.

4. Underlying values and beliefs, stated in the form of guiding principles, need re-
examining and realignment.

5 Management processes and practices need to be redesigned and more effectively
implemented in order to successfully respond to challenges.

6. By focusing attention on a vision, the leader operates on the emotional and
spiritual resources of the organization, on its values, commitment, and aspirations.
The manager, by contrast, operates on the physical resources of the organization,
on its capital, human skills, raw material, and technology.

7. With a vision, the leader provides the all important bridge from the present to the
future of the organization.

8. A vision articulates a view of a realistic, credible, attractive future for the
organization, a condition that is better in some important ways than what now
exists.

9. The vision grabs and pulls people toward it and provides a unified purpose.
10. A vision always refers to a future state, a condition that does not presently exist.
11. The vision animates, inspirits, and transforms purpose into action.
12. To choose a direction, a leader must first have developed a mental image of a

possible and desirable future state for the organization.
13. The vision should be projected in time and space beyond the boundaries of

ordinary planning activities, but should not be so far distant as to be beyond the
ability of incumbents in the organization to realize.

Sources: Adapted from Gibson, Organizations, 9th ed.; Gibson, Organizations, 10th ed.; George, Under-
standing and Managing Organizational Behavior, 4th ed.; Gabarro, ed., Managing People and Organiza-
tions; Thompson, Strategic Management Concepts and Cases, 9th ed.; Thompson, Strategic Management
Concepts and Cases, 12th ed.



Although strategic planning merits a separate study from that of leadership,
three aspects of forming a well-conceived strategic vision and expressing it in
a mission statement overlap with strategic planning in an organization:9

• Understanding what business the company is in. A company’s business is
defined by what needs it is trying to satisfy, by which customer groups it is
targeting, by the technologies it will use, and the functions it will perform
in serving the target market.

• Communicating the vision and mission in ways that are clear, concise, ex-
citing and inspiring.

• Deciding when to alter the company strategic course and change its busi-
ness mission.

Thus, with regard to building trust and demonstrating the means to achieve
the vision, Pearce and Robinson note the importance of setting forth the
strategic intent of the organization and directing the inevitable changes that
must occur if the organization is to thrive in a global economy.10 Tradition-
ally, the concept of vision has been a description or picture of what the or-
ganization could be that accommodates the needs of all of its stakeholders.
The intensely competitive, rapidly changing global marketplace leads us to
refine this concept to better reflect what an organization must become to es-
tablish and sustain its position in a global setting. Leaders do this by concen-
trating simultaneously and very clearly on vision and performance. Relative
to performance, a key element of organizational leadership is to make clear
the performance expectations a leader has for the organization and the man-
agers in it, as they move toward a strategic vision.

STRATEGIC ISSUES

It follows then that leaders spend considerable time shaping and refining their
organizational structure and making it function effectively to accomplish
strategic intent. Because leaders are attempting to embrace change, they are
often rebuilding or remaking their organization to align it with the ever-
changing environment and needs of a new strategy. And because embracing
change often involves overcoming resistance to change, leaders find them-
selves addressing strategic issues as they attempt to build or rebuild their or-
ganization. Examples of these overlapping issues include the following:11

• Ensuring a common understanding about organizational priorities.
• Clarifying responsibilities among managers and organizational units.
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• Empowering newer managers and pushing authority lower in the organization.
• Uncovering and remedying problems in coordination and communication

across the organization and across boundaries inside and outside the organ-
ization.

• Gaining the personal commitment to a shared vision from managers
throughout the organization.

• Keeping closely connected with what’s going on inside and outside the or-
ganization and with its customers.

SUMMARY

In this chapter, we began by considering some of the characteristics that dis-
tinguish leaders and managers. Key differences between leaders and man-
agers are summarized in table 3.1. Next we reviewed four stages in the
process of leadership. To complete the picture, we examined how leaders for-
mulate a strategic vision for an organization and guide the organization to em-
brace it. Key points to remember concerning the formulation of the vision
statement are summarized in table 3.2.

In summary, creation of an initial vision statement is the role of the orga-
nization’s top management. It is the creation of a compelling vision that dis-
tinguishes leaders from managers. The successful leader is one who has the
practicality to convert the vision into reality. This conversion is accomplished
through the strategic planning process.
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Chapter Four

Personality Characteristics or 
Traits of Leaders

In addition to the functional characteristics that distinguish leaders and man-
agers which we considered in chapter 3, we encounter another type of dis-
tinction based on the personality traits of leaders and managers. Abraham Za-
leznik, a professor at Harvard Business School, found that leaders can tolerate
chaos and lack of structure and seem to be more goal-oriented than man-
agers.1 Zaleznik indicates managers, on the other hand, seek order, discipline,
and control in the organization and are driven to disposing of problems even
before they understand their significance. Thus, Zaleznik depicts leaders as
having more in common with artists, scientists, and other creative thinkers
than they do with managers. Because it is hard to resist thinking about lead-
ership apart from persons in positions of leadership or individuals who
demonstrate leadership, we turn first to theories of personality characteristics
or traits of leaders.

THE EMERGENCE OF TRAIT THEORIES

Theories of personality traits of leadership are relatively recent, dating back
to just after World War II. They were preceded by what we call the genetic
theory of leadership, which is not based on scientific study but is used to de-
scribe historical traditions or customs dating back to early medieval days or
perhaps even to biblical times. Sons of kings were expected to rise to the
throne when the father died. The belief that leadership ability was transmitted
“genetically” from father to son was called the divine right of kings and oth-
ers of “royal” blood. Genetic theories dominated ideas about leadership until
World War I, when the war decimated most of the royal houses in Europe.



The strength of the genetic approach is that it explains the origins of lead-
ership from the beginnings of time. If you were a leader, it was because your
parents were leaders and you inherited the leadership ability from your par-
ents and had a “right” to that position. Ultimately, the genetic theory was su-
perseded because the world changed as a result of World War I and the rise of
an industrial leadership in the 18th and 19th centuries as men and women of
humble origins who were not of the “royal” lineage rose to positions of
power, influence, and leadership by growing industrial giants, some of which
are still in existence today. Genetic theory could not explain how and why
these “non-royal” persons rose to positions of leadership and power.

In contrast to genetic theory, the trait theory essentially says that leaders are
born with certain traits or characteristics that make them leaders. Importantly,
the traits need not come from royalty but can come from non-royal parents.
What we call the trait theory is really a collective grouping of theories that at-
tempt to explain or describe leadership through a series of similar personality
characteristics or traits. This theory attempts to identify specific physical,
mental and personality characteristics associated with leadership success and
relates those traits to certain success criteria.

According to trait theory, individuals who possess certain identifiable traits
would be natural born leaders, and the trait theory would appear to be a clear
and concise view of the origins and nature of leadership. Trait theory assumes
a finite number of individual traits of effective leadership can be identified
and measured by studying proven leaders. Thus, there are probably as many
different traits as there are leaders studied. Notwithstanding this assumption,
trait theory and the examination of traits are worthy of study simply because
it is one attempt to predict leadership effectiveness from physical, sociologi-
cal and psychological characteristics of leaders.

THE SEARCH FOR TRAITS

The search for traits has led to numerous studies that considered such factors
as height, weight, intelligence and personality. The traits typically associated
with the trait theory are intelligence, personality, communicative skills, phys-
ical characteristics and supervisory ability. For example, Stogdill found that
leaders were indeed more intelligent than followers.2 Other studies suggest
that personality traits such as alertness, originality, personal integrity, and
self-confidence can be associated with effective leadership.

Ghiselli reported several other personality traits that are associated with
one’s position in an organization, such as the ability to initiate action inde-
pendently. This ability was directly related to the individual’s position in the
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organization: the higher the person’s position in the organization, the more
important this trait became. Ghiselli also found that self-assurance was re-
lated to hierarchical positions in the organization: those persons who exhib-
ited individuality were the most effective leaders.3 Table 4.1 presents a sum-
mary of personality and character traits associated with leadership
effectiveness.

Another perspective of traits pertains to leadership qualities. Almost every
author considered in this book presents material relative to the meaning of
leadership as it applies to different people in different situations and in dif-
ferent environments. In effect, leadership means different things to different
people, and different people provide a different emphasis. However, data in
table 4.2 summarize most authorities’ perceptions of leadership.

Kirkpatrick and Locke found evidence to support the idea that effective
leaders are different from other people.4 Their review of the literature sug-
gests that drive, motivation, ambition, honesty, integrity, and self-confidence
are key leadership traits, which they call the “right stuff” concept: Leaders do
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Table 4.1. Leadership Traits

Intelligence Personality Abilities

Judgment Adaptability Ability to enlist cooperation
Decisiveness Alertness Co-cooperativeness
Knowledge Creativity Popularity and prestige
Fluency of speech Personal Integrity Sociability

Self-confidence Social participation
Emotional balance and control Tact, diplomacy
Independence (nonconformity)

Source: Data from David C. Kozak, “Leadership,” Gannon University Magazine, Winter 1998, 4.

Table 4.2. Perceptions of Leadership

Inspirational charisma Sense of direction
Intelligence Concentration on achieving goals and results
Learning / renewal Flexibility
World-mindedness / sense of history A sense of humor
Coalition building A scheme of priorities
Motivation / morale building Competence and credibility
Stamina, energy, tenacity, courage Transformational consequences
Character / integrity / honesty / morality Reasonableness
Risk-taking /entrepreneurship
Ability to persuade
Understanding of power

Source: Adapted from William E. Rosenbach and Robert L. Taylor. Contemporary Issues in Leadership, 3rd
ed. (Boulder, CO: Westview Press, 1993), cited by David C. Kozak, “Leadership,” Gannon University
Magazine, Winter 1998, 5.



not have to be great intellects to succeed, but the study suggests that they do
need to have the “right stuff” or traits to have a good chance to be effective.
The leaders they studied had the “right stuff” or the traits identified above.
Moreover, they found that the “right stuff” was present in leaders of any age,
religion, size, gender, or race.

Finally, some high-level leaders have their own answers to the question of
what traits are necessary for leadership survival and success today. Kozak iden-
tifies three traits necessary for effective leadership:5 global literacy; a welcom-
ing view of new technology where leaders are the masters not the servants; and
three hundred sixty degree communication skills for dealing with supervisors,
subordinates, peers, and customers. Table 4.3 presents several additional leader-
ship traits Kozak deems essential to determine effectiveness or success.

DEVELOPING LEADERSHIP SKILLS

The trait theory of leadership informs us some specific and very similar per-
sonality traits can indeed be found in many successful leaders. However, the
exact traits found in one individual leader are not necessarily found in other
leaders. What makes leaders different from others is still an unknown. And
there continues to be controversy as to whether these leadership traits can be
taught or are inborn in leaders. Those in academia would argue that leader-
ship can indeed be taught. Those not connected with academia are not so sure,
and there are numerous examples in both categories. Some of the most influ-
ential leaders have never had a leadership course, yet they are recognized as
“great leaders.” Others were recipients of leadership training from a number
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Table 4.3. Leadership Traits Deemed Essential for Effectiveness or Success

1. Knowing One’s Self: physical and personality skills.
2. Managing Stress: personal health and fitness.
3. Group Dynamics: learning styles, understanding and managing, excessive group

dynamics.
4. Leadership: functions and styles.
5. Thinking: critical and creative.
6. Effective Communication: speaking, listening, writing.
7. Negotiations: compromise, bargaining, advocacy to include media and legislative

relations.
8. Decision Making: environment, process and behavior.
9. Quantitative and Qualitative Analysis and Computers: executive level appreciation

for utility, strengths, weaknesses, and limitations.
10. Values: ethics and judgment.

Source: Adapted from David C. Kozak, “Leadership,” Gannon University Magazine, Winter 1998, 6.



of sources, yet are not recognized as great leaders. So where does this leave
us? Certainly, the traits recognized by most researchers are not found in some
catalogue or internet shopping website where one can go and order intelli-
gence, ability, skills, or any of the personality traits noted in this chapter.

Instead, Kozak finds that with a combination of academic preparation and
experimental activities, each of us have the opportunity to fashion our own
appropriate leadership approaches.6 He presents as an argument that there are
many ways an individual can pursue leadership. To reinforce that concept, he
relates that some practitioners of leadership embark on self-improvement pro-
grams by reading a variety of books or taking seminars on the subject in a
lifelong learning effort. Others engage in a fairly aggressive reading program
of the “great books of leadership,” approaching the literature with the devo-
tion of physicians to the New England Journal of Medicine, or attorneys to re-
cent legal case precedents. Another avenue to leadership development is to
join a community-based leadership development program that networks and
bonds together emerging community leaders. A final approach is to gather
and use a variety of helpful and useful quotes, methods, and procedures from
well-known and visionary leaders.

CRITICISMS OF TRAIT THEORY

How does trait theory explain many recognizable leaders who were not
“born” from generations of leaders? Maybe it’s the situation in which a per-
son finds his or herself that compels a person to become a leader. Because
traits denoting leadership in one study are not necessarily found in other 
studies, the sheer number of possible leadership traits further complicates the
situation.

According to Gibson, Ivancevich and Donnelly, some studies conclude that
some traits do indeed differentiate effective from ineffective leaders, but re-
search findings are still contradictory for a number of possible reasons.7 First,
the list of potentially important traits is endless. Every year, new traits, such
as the sign under which a person is born, handwriting styles, and order of
birth, are added to personality, physical characteristics, and intelligence. By
continually adding on additional and different traits, confusion results among
those interested in identifying true leadership traits. Second, trait test scores
are not consistently predictive of leader effectiveness. Leadership traits do not
operate singly to influence followers but act in combination. This interaction
influences the leader-follower relationship. Third, patterns of effective be-
havior depend largely on the situation: leadership behavior that is effective in
a bank may be ineffective in a laboratory or in a military situation. Finally,
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the trait approach fails to provide insight into what the effective leader does
on the job.

Other criticisms of the Trait Theory of Leadership include these issues:8 The
theory does not consider the possibility that leadership activity can influence a
leaders’s traits; the theory assumes the subjects classified as leaders possess
greater leadership characteristics than subjects classified as followers; the theory
neglects the question of what degree of a particular trait is optimal for effective
leadership; the theory ignores the relative importance of different traits in deter-
mining leadership effectiveness; and finally, the theory ignores the needs of fol-
lowers as an important factor in leadership. Thus, observations are needed that
describe the behavior of effective and ineffective leaders.

STRENGTHS OF TRAIT THEORY

Despite these criticisms of train theory, Stogdill concisely captures the value
of the trait approach:9

The view that leadership is entirely situational in origin and that no personal
characteristics are predictive of leadership . . . seems to overemphasize the situa-
tional and underemphasize the personal nature of leadership.

Consistent with this view of trait theory, Kozak offers several criteria of
leadership relative to the personal nature of leadership:10

• Leadership requires vision, contagious enthusiasm and self-confidence,
empowerment, action enabling of others, getting things done, making
things happen.

• People skills—not position—make for leadership.
• Excellence, quality, performance and productivity are the results of leadership.
• Participatory, collegial, consultative decision structures are most productive.
• Success in making things happen or come true requires objectives and

goals, strategies, leadership, and resources.

IDENTIFYING LEADERS

After many years of study and research on leadership traits, there still is not
a unified position of the characteristics necessary to predict leadership abili-
ties. How then do we identify leaders? Are there some unique characteristics
that all leaders possess?
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George and Jones identify eight characteristics or personal traits that help
to identify leaders:11

• Intelligence—helps a leader solve complex problems.
• Task-relevant knowledge—ensures that a leader knows what has to be

done, how is should be done and what resources are required for a group
organization to achieve its goals.

• Dominance—an individual’s need to exert influence and control over oth-
ers helps a leader channel follower’s efforts and abilities toward achieving
group and organizational goals.

• Self-confidence—helps a leader influence followers and motivates them to
persevere in the face of obstacles or difficulties.

• Energy—helps a leader deal with the many demands they face on a day to
day basis.

• Tolerance for stress—helps a leader deal with the uncertainty inherent in
any leadership role.

• Integrity and honesty—help to ensure a leader behaves ethically and is wor-
thy of followers’ trust and confidence.

• Emotional maturity—helps to ensure a leader is not overly self-centered,
can control their feelings, and can accept criticism.

SUMMARY

In summary, the body of research indicates that certain personality traits can
describe leaders and can be distinguishing traits that separate leaders from
others. Three types of characteristics are commonly found in leaders include
the following:

• Abilities and skills that enable them to do their job.

These abilities stem from several characteristics: intelligence; interpersonal
skills such as persuasiveness; tact and diplomacy; and knowledge.12 The studies
reviewed found that intelligence traits were distinguishing characteristics of
leaders and that leaders are more intelligent than followers. The studies also
found that leaders needed to have a great deal of persuasiveness, tact, diplomacy
and knowledge about the task at hand. Although these traits vary from situation
to situation, these traits were needed to accomplish the work.

• Personality Traits.
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Ghiselli found that personality traits such as alertness, energy level, toler-
ance for stress, emotional maturity, originality, personal integrity, and self-
confidence are associated with effective leadership.Ghiselli also found that
the higher an individual’s position in an organization, the more important
these traits became. More recent reviews and studies concluded that motiva-
tion, tenacity, initiative, and self-assurance could be added to the list of per-
sonality traits found in leaders.13

• Motivation.

By motivation, we are referring here to what motivates leaders themselves.
Why do they do what they do? Almost all studies agree that leaders seem to
exhibit a high need for power but act on that need in socially acceptable ways.
It appears that leaders know that to get tasks accomplished they must have the
constructive power to bring together the resources needed to get the job done.
Power then seems to be a driving force. Another motivating force seems to be
the drive for achievement. In several studies, most leaders demonstrated a
need to achieve particularly in their field of endeavor and were motivated by
getting a task completed.14

The key to remember is that most studies agree that leaders are different
from other people. Leaders have generally demonstrated certain personality
traits and motivating forces to a higher degree than followers seem to exhibit.
How and why this occurs is exactly what makes the study of leadership so ex-
citing and always relevant to whatever period in history the studies take place.
It also leads us to consider other theories and principles of leadership.
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Personal behavior theories of leadership date back to the late 1940s and set
forth the hypothesis that, rather than a person’s DNA or personality charac-
teristics or traits, it is how a person acts in a particular situation that deter-
mines that person’s leadership effectiveness. Instead of searching for traits to
explain leadership and leader effectiveness, researchers turned to an exami-
nation of the behavior of leaders and the resulting effects on the performance
and satisfaction of their followers. Thus, personal behavior theories of lead-
ership are based on the premise that leadership behavior can be determined
by studying what leaders do in relation to accomplishing tasks and maintain-
ing the efforts of people performing the task. Going back to the forces that
motivate leaders discussed in chapter 4, leaders must accomplish a task and
they must do so through the efforts of those they lead.

THE RESEARCH BASES

The behavioral approaches to leadership came out of the human relations
movement in management theory, which focused on the individual and not
the task, and stressed that leadership can be studied and learned. The research
supporting behavioral theories of leadership was developed from two promi-
nent studies: the job-centered and employee-centered leadership study led by
Rensis Likert at the University of Michigan in 1947; and the initiating struc-
ture and consideration study conducted by the Bureau of Educational Re-
search at Ohio State University after World War II.1 Now, these were not the
only studies done in Behavioral Leadership but they were the first to lead re-
searchers beyond the Trait Theory and into the next evolution.

Chapter Five

Personal Behavior Theories 
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Job-Centered and Employee-Centered Leadership

The purpose of the Likert/University of Michigan study was to discover the
principles and methods of effective leadership in a wide variety of organiza-
tions and industries: chemical; electronics; food; heavy machinery; insurance;
petroleum; public utilities; hospitals; banks; and government agencies. Data
were obtained from thousands of employees doing different tasks, ranging
from unskilled work to highly skilled research and development work. The
effectiveness criteria used in many of the studies included the following:2

1. Productivity per work hour, or other similar measures of the organization’s
success in achieving its production goals;

2. Job satisfaction of members of the organization;
3. Turnover, absenteeism, and grievance rates;
4. Costs;
5. Scrap loss; and
6. Employee and managerial motivation.

Through interviewing leaders and followers, researchers identified two 
distinct styles of leadership, referred to as job-centered leadership and 
employee-centered leadership:3

Likert suggested that a job-centered leader is a leader who closely super-
vises and directs the work of others. The leader focuses on completing the
task and uses close supervision so that subordinates perform their tasks using
specified procedures dictated by the leader or manager. This leader relies on
coercion, reward, and legitimate power to influence the behavior and per-
formance of followers. Leaders exhibiting this leadership style seem to view
concern for people an important luxury which they cannot always afford. In
some respects, this is a perception that the job must be accomplished and peo-
ple are expendable as long as the job gets done. There were many examples
of this style in industries in the 1940s and 1950s and in wartime military 
operations. More recently, leaders of this stripe are commonly known as 
“micro-managers.”

Likert also described an employee-centered leader as one who generally
supervises the work of others more loosely and permits them to work au-
tonomously. The leader focuses on the people doing the work and delegates
decision making to followers, thus empowering them with the power and re-
sources to complete the job. Leaders satisfy the needs of the people who per-
form the work by creating a supportive work environment. Employee-
centered leaders concern themselves with followers’ personal advancement,
growth, and achievement. Such leaders emphasize individual and group 



development with the expectation that effective work performance would natu-
rally follow. In later studies, Dr. W. Edwards Deming called this “participative
followership,” wherein followers are empowered and given not only the re-
sponsibility but also the decision making authority to go with the responsibility.4

Gibson, Ivancevich and Donnelly credit the University of Michigan job-
centered and employee-centered leadership study with making a very strong
case for the relative advantage of employee-centered leadership over job-
centered leadership. However, the studies also suggest that a leader must 
be either one or the other: an individual cannot be both job-centered and 
employee-centered at the same time. The seeming inability to be both job-
centered and person-centered and be an effective leader led researchers to test
that conclusion in further studies.5

Initiating Structure and Consideration

Among the several large leadership research programs that developed after
World War II, one of the most significant was undertaken at Ohio State Uni-
versity. This program resulted in the development of a two-factor theory 
of leadership that indicated leaders could in fact be both “job-centered and
employee-centered.” Based on a series of studies, the Ohio State researchers
isolated two leadership behaviors referred to as initiating structure and con-
sideration:6

Initiating structure (or job-centered in Likert’s terms) is defined as lead-
ership that implies the rigid structuring of job tasks as well as follower re-
sponsibilities. It involves behavior in which the leader organizes and defines
the relationships in the group, tends to establish well-defined patterns and
channels of communication, and spells out ways of getting the job done. The
leader with a high initiating structure tendency focuses on goals and results.

Consideration (or employee-centered in Likert’s terms) is defined as lead-
ership that shows supportive concern for followers. It involves behavior indi-
cating friendship, mutual trust, respect, warmth, and rapport between the
leader and the followers. The leader with a high consideration tendency sup-
ports open communication and participation.

The Ohio State researchers also measured leaders’ tendencies to practice
these two leadership behaviors in different combinations. The original prem-
ise was that a high degree of consideration and a high degree of initiating
structure (“High-High”) was the most effective of the four possible combina-
tions. There have been numerous studies of the relationship between these
two leadership dimensions and various effectiveness criteria. In an early
study at International Harvester, researchers began to find more complicated
interactions of the two dimensions. Supervisors who scored high on initiating
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structure not only had high proficiency ratings from superiors but also had
more employee grievances. A high consideration score was related to lower
proficiency ratings and lower absences.

Other studies have examined how men and women leaders utilize initiat-
ing structure and consideration. A review of the literature found that men and
women leaders exhibit equal amounts of initiating structure and consideration
and have equally satisfied followers. Thus, these leadership styles are not as-
sumed to be gender-biased.

A COMPARISON OF RESEARCH APPROACHES

These two personal behavior theories share several common themes, methods
and limitations. Each study attempts to proscribe broad dimensions of lead-
ership behavior that results in a simplistic view of a complex problem. For ex-
ample, the Ohio State studies have been criticized for being over-simplified
because they used only two dimensions of leadership; because it did not reach
a general consensus; and because it relied upon questionnaire responses to
measure leadership effectiveness. Each study was conducted in different or-
ganizational settings. Yet the linkage between leadership and important per-
formance indicators, such as production, efficiency, and satisfaction, has not
been conclusively resolved by either of these personal behavior theories of
leadership. Instead, these personal behavior approaches suggest that leaders
should seriously consider situational variables, such as the followers’ expec-
tations, skills, role clarity, and previous experiences. That is to say, leaders
need to examine the many variables prior to exhibiting a particular leadership
style; and unless a leader can properly modify these variables or change their
style of leadership to adapt to them, their effectiveness in improving per-
formance will be limited.

Despite these limitations, these studies made considerable headway in our
understanding of effective leadership behavior. In particular, they broke from
the traditional thinking that a leader must focus either on tasks or on people.
The researchers found that leaders could behave in ways that gave equal at-
tention to both factors in any and all leadership situations: that is, the task to
be done; and the people to perform the task.7

Finally, Montana summarizes the University of Michigan Study and the
Ohio State Study as follows:8

1. Leadership has at least two dimensions and is more complex than that
demonstrated by either a genetic theory of leadership or a personality trait
or personal characteristic approach.
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2. Leadership styles are flexible; managers can change the mix of task ori-
entation and employee orientation as the situation requires.

3. Leadership styles are not innate; they can be learned.
4. There is no one right style of leadership.

SUMMARY

Although the personality trait and personal behavior theories of leadership
differ from one another, both theories contribute to our understanding of lead-
ership by indicating what leaders tend to be like and what they do to achieve
effective performance. Yet, neither completely describes leaders and leader-
ship because they do not consider the situation in which leadership is applied.
The trait theory focuses on personal characteristics to describe leaders and
leadership, whereas the behavioral approach seeks to identify the behavior re-
sponsible for effective leadership. The latter assumes that certain leadership
behaviors will result in a high degree of satisfaction and performance by fol-
lowers, not withstanding the particular situation. Some of the criticisms of the
personal behavior theory include:9 the theory does not consider that follow-
ers can influence a leader’s behavior; it neglects the possibility that a leader’s
behavior differs among followers; and a disagreement as the importance of
the leader-subordinate scores. Based on these strengths and limitations, the
trait and personal behavioral theories gave way to the development of several
new theories, collectively called the situational approaches, which we con-
sider next.
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When the search for the “best” set of personality traits or personal behavior
patterns did not produce an accurate and complete explanation of effective
leadership or leadership styles, the importance of the particular leadership sit-
uation or environment was studied more closely. Researchers hypothesized
that an individual’s leadership style depended upon the particular situation
and could be modified depending on each situation. In other words, leader-
ship behavior needed to enhance performance depends in part on the circum-
stances, and effective leadership in one situation may not be considered ef-
fective in a different situation. Thus, situational theories of leadership
proposed leadership effectiveness depends on the fit among personality, the
task to be accomplished, power, attitudes, and perceptions—in other words,
the situation at hand. In some cases and studies, the situational theories are
also called “contingency theories” because the theory is contingent or depen-
dent upon the needs or circumstances of the situation.1

As the importance of situational factors and a leader’s assessment of forces
at play became recognized, leadership research became more systematic, and
situational theories and contingency models of leadership began to appear in
the organizational behavior and management literature. Each theory or model
has its advocates, and each theory attempts to identify the behaviors most ap-
propriate for a series of leadership situations. Also, each theory attempts to
identify the leader-situation patterns important for effective leadership.2 We
consider four: Two of the earlier theories are Fiedler’s contingency theory and
the Path-Goal theory. Again, these are not the only theories in this category
but are four of the more famous theories and provide a introspection on what
is called Situational Theories. Both theories present approaches to under-
standing leadership that go beyond personality traits and behavior patters of
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leaders and explain that in order to influence or motivate followers using an
appropriate leadership style, leaders must first understand their own behavior,
the behavior of their subordinates, and the situation at hand. These two ap-
proaches investigate and describe effective leadership based on a situational
logic for applying leadership styles or motivating people to accomplish goals.

The two later theories we consider are the Hersey-Blanchard theory and the
Vertical Dyad-Linkage theory, which is also known as the Leader-Member
Exchange theory. The Hersey-Blanchard theory requires the leader to have 
diagnostic skills in human behavior as well as the ability to turn on and turn
off a particular leadership style as the situation requires. The Vertical Dyad-
Linkage theory describes how a leader’s perceptions influence his or her be-
havior toward followers and can reinforce the latter’s behavior.3

SITUATIONAL FACTORS

Collectively, the situational theories contend that four factors can influence
leadership effectiveness and performance in a given setting and that situa-
tional leadership can be understood along four dimensions: the personal char-
acteristics of the leader; the nature of the job; the nature of the organization;
and the nature of the people who follow.4 The first dimension involves the
personal characteristics of the leader. This is where the personal traits or per-
sonal characteristics come into play: the leader’s drive; technical skills and
abilities; personal motivation to achieve; past experiences and expertise; and
the vision of the task to be accomplished, of what work has to be done and
the path to accomplish the task.

The second dimension requires that the nature of the job or the task must
be well defined so the leader knows what must be done and not lack direction
and focus. Typically, work that is more complex can often be accomplished
with better performance than routine tasks when followers are motivated to
want to perform tasks that challenge and excite them.

The third dimension concerns the nature of the organization, including the
corporate culture, organizational rules and politics, the time and resources
available, and the organizational expectations. All of these may affect the
leader’s performance and effectiveness. For example, policies and procedures
that control or limit certain types of action by a leader may detract from ex-
pected performance goals. This relates to the amount of control that a leader
has over resources to accomplish a task within an organization.

The fourth dimension is the nature of the followers: their personalities and
values, needs, motivations, and past experience and expertise. Their mix may
also impact the leader’s effectiveness.
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Before examining four of the more widely known and researched situa-
tional theories of leadership, it may be useful to consider examples of situa-
tional and non-situational leaders in practice, in terms of these four dimen-
sions: Can you think of examples of leaders who have developed diagnostic
skills in human behavior as well as the ability to turn on and off a particular
leadership style as the situation dictates? Can you name a leader who was ca-
pable of analyzing the behavior of their followers and was able to change his
or her leadership style in order to reach a goal or solve a problem? Alterna-
tively, can you think of examples of leaders who think only about what has to
be done and getting others to follow? Or leaders who give little thought to
changing or adapting their style based on the situation at hand? How effective
are they? If any assessment of the situation and people takes place, is it after
the fact, or before charging into action? Finally, how many leaders have you
known who have skills in diagnosing human behavior and the ability to adapt
his or her style according to the situation but who are unable to overcome or-
ganizational obstacles in accomplishing a vision?

As you come up with examples, you may find that you are already think-
ing in terms of situational theories and have moved beyond the descriptive
theories of personality traits and behavior patterns. Turning to the situational
theories themselves, let us examine how closely the theories relate to the real
world.

FIEDLER’S CONTINGENCY THEORY

Fiedler’s contingency theory presumes that performance (or effectiveness) of
leaders depends on the interaction between the leadership style and the par-
ticular organizational situation. Fiedler viewed leadership as a relationship
based on power and influence, and was interested in examining leadership ef-
fectiveness as a function of variables in this relationship: To what degree did
the situation provide the leader with the power and influence needed to be ef-
fective? To what extent could the leader predict the effects of leadership style
on follower’s behavior and performance?5

Fiedler hypothesized that a leader’s effectiveness is contingent on the
leader-follower relationship and the task at hand. He gathered data from man-
agers in numerous studies relative to how a leader interacted with a worker in
terms efficiency and effectiveness, and derived a score that measured the
leader’s success. Studies by Fiedler and others hypothesized that leaders
whose personality favored task accomplishment and achievement would be
task-oriented, whereas leaders whose personality favored warm, supportive
relationships with others would likely be categorized as relationship-oriented
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leaders. Fiedler’s assumed that a leader cannot be both task-oriented and 
relationship-oriented and leaders would settle on one style or the other. This
assumption was consistent with early personal behavior studies such as Ren-
sis Likert’s job-centered and employee-centered leadership styles.

Fiedler used something called the Least Preferred Co-Worker (“LPC”) as a
variable in assessing leadership style. He hypothesized that a low LPC score
indicated a low degree of acceptance of the worker by the leader and would
identify the leader as task-oriented and not relationship-oriented. Conversely,
a high LPC score indicated a high degree of worker-leader acceptance and
would classify the leader as relationship-oriented.

Fiedler used several variables to describe and predict leadership behavior:
task structure; leader-member relations; and leader position power. Task
structure focused on the nature of the task itself. In Fiedler’s studies, the task
was either structured or unstructured, meaning simple and routine tasks were
structured whereas complex, non- routine tasks were unstructured.

Leader-member relations focused on the relationship that existed between
leaders and followers. The elements of this variable were particularly difficult
to quantify and consisted of the confidence workers had in leaders; trust be-
tween leaders and followers; and the respect that existed between leaders and
followers. A higher score indicated followers had a high degree of trust, re-
spect and confidence in the leader. Conversely, a lower score indicated a
leader would have to do something different or special in order to get the
same efficiency and effectiveness as those with high scores.

Leader position power focused on the actual power of the leader within the
organization. Scores ranged from high to low and were dependent on the dif-
ferent types of power within the organization: namely, legitimate power; re-
ward power; coercive power; expert power; referent power; charismatic
power; and information power.

A major outcome of Fiedler’s contingency approach was the finding that
based on whether the scores for the situational variables identified the task as
either task-oriented or relationship-oriented, different leadership styles would
be appropriate. A leader’s style in that situation would be an indicator of how
effective a leader would be in certain situations. For example, if scores indi-
cated a task-oriented situation, the leader would be more efficient and effec-
tive if the leader tended to be task-oriented and not employee-oriented. The
same logic would apply if the situation was clearly relationship-oriented and
the leader had high scores in relationship orientation. In that situation, a rela-
tionship-oriented leader would be more effective and efficient than a task-
oriented leader.

Fiedler’s research has been used in many studies leading to new insights on
effective leadership styles. Through the development of measures or scores
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attributed to the situational variables and the integration of those variables
into a total assessment equation, Fiedler’s research was groundbreaking and
innovative.

Although Fiedler’s contingency model has been criticized on the basis of
the measurement tools he used and the reliability and validity of the data used
to construct the model, Fiedler made significant contributions to the study and
application of leadership principles. His view of leadership stimulated nu-
merous research studies and generated debate among scholars regarding the
dynamics of leadership in organizations.

Criticisms surrounding Fiedler’s Theory include: the LPC measure has a
low reliability and its meaning is unclear; measures of situation favorability
ignore the follower’s perceptions; the theory ignores middle LPC individuals;
and the theory contends that leadership style is one dimensional and un-
changeable.6

PATH-GOAL THEORY

The path-goal theory of leadership, developed by Martin Evans and Robert
House,7 attempts to predict leadership effectiveness based on a leader’s pos-
itive influence on a follower’s motivation, ability to perform, and job or task
satisfaction. The path-goal theory has its basis in the expectancy motivation
theory that asserts that leaders become effective by making rewards available
to subordinates and by making those rewards contingent on the subordinates’
accomplishment of specific goals. One of the major functions of the leader
then is to clarify or define for subordinates the behavior most likely to result
in goal or reward accomplishment.8 Show the follower the goal as well as the
path to that goal and the rewards available to the follower along that path is
the essence of this theory.

Accordingly, this theory makes certain assumptions about leaders and work-
ers. It assumes that a leader must influence a follower’s perception of work
goals, self development goals, and paths to goal attainment. With regard to
workers, it assumes, that the worker believes that the job can be accomplished;
that the rewards offered to the worker are suitable for the desired task accom-
plishment; and that the rewards are meaningful to the individual. To some, this
would mean, “I know what you want done, now what’s in it for me?”

The main contribution of the path-goal theory of leadership is its more
complex view of the leader’s interaction with followers through different sit-
uations and circumstances. It is complex in that it is the leader’s job to influ-
ence performance of a goal by associating the goal with the needs of work-
ers; by communicating the path necessary to achieve the goals; and then
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rewarding excellent performance. The path-goal theory also implies that lead-
ers can influence more effective performance and satisfaction of needs by us-
ing positive reinforcement than by negative reinforcement.

The path-goal theory has also led to the development of two important
propositions concerning leadership behavior:9

1. Leader behavior is effective to the extent that subordinates perceive such
behavior as a source of immediate satisfaction or as instrumental to future
satisfaction.

2. Leader behavior is motivational to the extent that it makes the satisfaction
of subordinates’ needs contingent on effective performance and that it
complements the environment of subordinates by providing the guidance,
clarity of direction, and rewards necessary for effective performance.

Thus, Evans and House classified leader behavior into four classes:10

1. Instrumental behavior or the managerial functions of planning, budgeting,
task assignment, controlling and, generally, the normally thought of man-
agerial functions.

2. Supportive behavior which is similar to the relationship-oriented variable
defined by Fiedler, and includes such elements as in interest in, concern
for and support of workers.

3. Participative behavior which includes workers’ freedom to participate in
activities such as sharing of information and seeking worker suggestions
and ideas.

4. Achievement-oriented behavior which includes such functions as setting
challenges for workers as part of the motivational techniques.

Similarly, but from a different theoretical perspective, George and Jones
note four types of behaviors or actions by leaders to motivate followers:11

1. Directive behavior lets subordinates know what tasks need to be per-
formed and how they should be performed.

2. Supportive behavior lets followers know that their leader cares about their
well-being and is looking out for them.

3. Participative behavior enables followers to be involved in making deci-
sions that affect them.

4. Achievement-oriented behavior provides followers to do their best and in-
cludes setting difficult goals for followers, expecting high performance,
and expressing confidence in their capabilities.
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A critique of the path-goal theory suggests that subordinate performance
might be the cause of changes in leader behavior instead of leader behav-
ior causing changes in subordinate performance. Further, research has con-
sistently shown that the higher the task structure of subordinate jobs (that
is, the more complex, the more difficult, and the more challenging a jobs
is), the stronger the relationship between supportive leader behavior and
subordinate satisfaction. On the positive side, it is recognized by leader-
ship researchers that the path-goal theory is an improvement over the trait
and personal behavior theories because it attempts to indicate which fac-
tors affect motivation to perform. In addition, the path-goal approach in-
troduces both situational factors and individual differences when examin-
ing leader behavior and outcomes, such as satisfaction and performance,
and attempts to explain why a particular style of leadership works best in
a given situation.

THE HERSEY-BLANCHARD THEORY

Paul Hersey and Kenneth Blanchard developed a situational leadership the-
ory that focuses on organizational activity and operational environment. Their
approach is one that leaders apply on the job or in the office and emphasizes
followers and their willingness to do a job. In this approach, the leader must
properly judge or intuitively know the maturity (or developmental) level of
followers and apply a leadership style that fits that level. For example, the
leadership style applied to a follower with high skill and experience levels
and the ability to perform the job without close and continuous supervision
differs from the leadership style applied to a follower with lower skill and ex-
perience levels requiring constant supervision and direction.12

Hersey and Blanchard used the Ohio State studies (discussed in chapter 5)
to further develop four leadership styles available to managers and later re-
vised the terms to better describe the leadership styles.

1. Telling or Directing: the leader defines the roles needed to do the job and
tells followers what, where, how and when to do the tasks.

2. Selling or Coaching: the leader provides followers with structured in-
structions, but is also supportive.

3. Participating or Supporting: the leader and followers share in decisions
about how best to complete a high-quality job.

4. Delegating: the leader provides little specific, close direction or personal
support to followers.
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According to this scheme, telling or directing is the most dictatorial leader-
ship style, whereas delegating is a form of empowerment of employees.

These four leadership styles parallel the classes of leadership behavior
noted by Evans and House and by George and Jones. In applying them, the
Hersey-Blanchard approach parallels contingency theory in that the leader
would apply the style appropriate to the maturity or developmental level of
the follower. As we will see in chapter 8, the Hersey-Blanchard theory is also
a forerunner of transactional leadership and is closely aligned with what is
called “management by exception.”

One problem with this theory is that, in practice, some leaders, no matter
how hard they try, are unable or unwilling to change from style to style. Those
who excel in a telling or directing style may not be able to automatically
change to a delegating style. Nor is there research that would indicate that
leaders can be as adaptable to various styles as needed by different follower
groups. Critics of the model also argue that there is no real evidence the
model really works because the originators have failed to provide evidence
that predictions can be made and which style is best.13

THE VERTICAL DYAD-LINKAGE THEORY/LEADER-MEMBER
EXCHANGE THEORY

The vertical dyad-linkage (“VDL”) theory presents a situational theory in
which leaders consciously or unconsciously classify subordinates into in-
group members and out-group members. In-group members share a common
bond and value system, and interact with the leader; out-group members have
less in common with the leader and do not share much with the leader. Fur-
ther, in-group members are likely to receive more challenging assignments
and more meaningful rewards; be more positive about the organizational cul-
ture; and have higher job performance and satisfaction than out-group mem-
bers. Out-group members are likely to receive less challenging assignments
and little positive attention; become bored with the job; and quit. The VDL
approach assumes that the leader’s perception of followers influences the
leader’s behavior, which in turn influences the follower’s behavior. Thus, it is
also referred to as the leader-member exchange theory.14

Accordingly, the leader’s perception of the follower influences the leaders
attitude toward the follower; leading to a positive or negative perception of
the leader by the follower; causing further reinforcement of the leader’s pos-
itive or negative perception of the follower; and so on. Thus, one of the main
criticisms of the VDL approach is that its view of leadership assumes there is
no consistent leadership behavior with subordinates. Each one-on-one rela-
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tionship is unique and a leader can behave in different ways with different 
followers.

SUMMARY

Situational theories of leadership emphasize the interactions among leaders,
subordinates, and forces within the organization. Unlike personality traits or
behavioral patterns, effective situational leadership is based upon a diagnosis
of the forces in a particular organization and a leadership style that fits the
particular situation. A particular challenge of situational leadership is that, in
practice, leaders who are aware of the forces in operation in a given situation
must also be able to modify their leadership style to cope with changes in the
work environment.

The four situational models of leadership considered in this chapter are
similar in that they focus on the dynamics of leadership rather than traits or
behavior; they have stimulated further research and inquiry on leadership;
and they remain controversial because of limitations in testing and measuring
leadership behavior and effectiveness. Their major differences pertain to the
outcome or measurement criteria for assessing successful leadership behav-
ior.15 Thus, situational theories may be better at broadening our view of lead-
ership than predicting leadership behavior in a situation.

Fiedler’s Contingency Theory reflects that leaders are task or relation-
ship oriented and does best in work situations that are engineered to fit that
style. Further Fiedler contends that followers prefer different leadership
styles depending on the structure of the task, the relationship with the
leader, and the leader’s power position in the organization. The leader’s ef-
fectiveness is determined by the interaction of the situation and various
personality factors.16

The Path-Goal Model of Leadership indicates that leaders can increase
their effectiveness by applying task-reward techniques and that each follower
has different motivational needs that must be considered by the leader to cor-
rectly use the model. The path-goal also indicates that effective leaders
clearly and directly communicate the paths or the behavior best suited for 
the organization and what actions must be completed in order to receive the
rewards.17

The Hersey-Blanchard theory reflects that leaders must adapt their style of
leadership to fit the particular task and the relationship with the followers.
Further, a follower’s ability to take responsibility influences the leadership
style of the leader by considering the maturity and skills of each follower and
that effective leaders are able to adapt directing, coaching, supporting and
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delegating styles of leadership to fit a follower’s maturity level, skills and 
experience.18

The Vertical-Dyad Linkage or Leader-Member Exchange Theory, like the
Hersey-Blanchard theory, indicates that leaders must be adaptive and not con-
sistent with all followers. In this theory, followers are classified as “in group”
or “out group” wherein “in group” followers share a common bond and val-
ues with the leader and “out group” members have less in common with the
leader and the most effective leader is one who is able to adapt the leadership
style to fit a follower’s needs and group situation.19

NOTES

1. Gibson, Organizations, 10th ed., 280; Montana, Management, 265.
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scribing a clear communication leadership trait he uses when talking to subordinates
and superiors alike: “Say what you mean and mean what you say” and “set your stan-
dards high and expect subordinates to achieve the goals.” See Frank Pacetta and
Roger Gittines, Don’t Fire Them, Fire Them Up: A Maverick’s Guide to Motivating
Yourself and Your Team (New York: Simon & Schuster, 1994), 35.
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19. Gibson, Organizations, 9th ed., 291.
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Charisma is a Greek word meaning “gift.” In historical times, powers that
could not be clearly explained by logical means were called “charismatic.”
Although we have not found a definitive answer to what constitutes charis-
matic leadership behavior, one idea that comes close is as follows: charis-
matic leaders are those who have charismatic effects on their followers to an
unusually high degree. Followers want to follow them, followers want to be
near them, and followers want to be recognized by them, and so on.

Webster’s New World Dictionary defines charisma as “a personal magic of
leadership arousing special popular loyalty or enthusiasm for a statesman or
military commander.”1 Webster’s definition makes it clear that charisma is
not a learned characteristic. Montana and Charnov define charisma as the
power of one individual to influence another by force of character,2 whereas
George and Jones define charismatic leadership as a self confident, enthusi-
astic leader able to win followers’ respect and support for his or her vision of
how good things could be.3

Most researchers who study charisma agree it is a collection of personal
characteristics, not a single trait. It is probably tied to a person’s potential for
risk taking; their ability to tolerate ambiguity and dissonance; their personal
appearance; and other qualities. Researchers also agree charisma is not some-
thing you can learn by taking courses or through experience. Researchers
have described charisma as the magical essence of leadership, and it is an in-
gredient that few possess. Some have tried to explain charisma as similar to
magnetism where followers are “attracted” to the leader.

Charisma has also been defined as the ability to influence followers based
on a sort of supernatural gift and attractive powers. Followers enjoy being
with a charismatic leader because they feel inspired, correct, and important.4

Chapter Seven
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STAGES OF CHARISMATIC LEADERSHIP

Jay Conger and Rabindra Kanungo have proposed a model that describes
charismatic leadership according to four stages.5 In the first stage, the leader
assesses the environment for unexploited opportunities; remains sensitive to
followers needs; and adapts and formulates a vision. In the second stage, the
leader communicates his or her vision to followers by distinguishing the sta-
tus quo as unacceptable and the vision as the most acceptable alternative. In
the third stage, the leader solidifies trust and commitment to the followers
through expertise, risk-taking, self-sacrifice and unconventional behavior.
Last, in the fourth stage, the charismatic leader serves as a role model and mo-
tivator and convinces the followers that they can achieve the vision. Table 7.1
summarizes this model of the four stages of charismatic leadership.

CHARISMA AND VISION

Most discussions of charismatic leadership focus on the vision aspect of lead-
ership. Most agree charismatic leaders have the uncanny ability to share the
vision of what can be and what should be with their followers. Vision-based
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Table 7.1. Four Stages of Charismatic Leadership

Stage One Stage Two Stage Three Stage Four

1. Detecting 1. Communicating 1. Building trust 1. Demonstrating
unexploited the vision. through technical the means to
opportunities expertise, personal achieve the
and deficiencies risk-taking, vision through
in the present self-sacrifice, and role modeling,
situation. unconventional empowerment,

behavior. and 
unconventional
tactics.

2. Being sensitive 2. Articulating the
to constituents’ status quo as
needs.  unacceptable and

the vision as the
most attractive
alternative.

3. Formulating 3. Articulating
an idealized motivation to
strategic vision. lead followers.

Source: Adapted from Jay A. Conger and Rabindra Kanungo, “Toward a Behavioral Theory of Charismatic
Leadership in Organizational Settings,” Academy of Management Review (October 1967): 637–47.



charismatic leadership then encourages (some would say “seduces”) follow-
ers to perform acts without regard for personal safety, consequences, or re-
sults. There are numerous examples of military leaders who have led follow-
ers into battle and performed acts of heroism as vision-based charismatic
leaders.

On the negative side, vision-based charismatic leaders such as Josef Stalin,
Adolf Hitler, and Jim Jones secured great commitment to failing, personally
demeaning, and tragic goals. In the business world, John DeLorean was able
to raise hundreds of millions of dollars for his failed automobile venture be-
cause of his powers of persuasion and impression management: he promoted
himself as an innovative genius. As management scholar and writer Peter
Drucker notes, “charisma sometimes becomes the undoing of leaders.”6

Thus, charisma itself is value-neutral: it does not distinguish between
moral, immoral, or amoral intentions. Some charismatic leadership can lead
to fanatical behavior of followers when used by the wrong person. On the
other hand, it can also lead to heroic self-sacrifice by followers when used for
entirely different purposes and in different circumstances.

CHARISMATIC LEADERSHIP IN CRISES

Another form of charismatic leadership is crisis-based or situational. Crisis-
based charismatic leaders can have an impact when the circumstances dic-
tate that existing knowledge, resources, and procedures are not adequate.
The crisis-based leader is empowered to do what is necessary to correct the
situation or to solve the problem and communicates to the followers clearly
what actions need to be taken and what their consequences will be. The cri-
sis permits the characteristic leader to promote non-traditional actions by
the followers, some of which may be disorderly, chaotic, and outside the
normal bounds of actions. Through it all, the charismatic leader encourages,
supports, and, in return, receives the desired action by the followers.7 An
example of crisis-based charismatic leadership is former New York Mayor
Rudy Guiliani’s response to the September 11, 2001 attack on the World
Trade Center.

EXAMPLES OF CHARISMATIC LEADERS

The study of charismatic leaders indicates they are not limited by age or sit-
uation. A small sample of charismatic leaders described by Gibson, Ivance-
vich and Donnelly illustrate this point.8
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Individuals such as John F. Kennedy, Winston Churchill, Mikhail Gor-
bachev, and Walt Disney possessed exceptional qualities and an attractiveness
that enabled them to play a vital role in creating change in their respective
countries or fields of endeavor.

Sam Walton is considered by many to have possessed charismatic quali-
ties. He worked hard to explain his vision of retailing and serving the cus-
tomer. He would visit Wal-Mart stores to continually inform his associates
(the employees) that customer service is the first, second, and third priority
that must be accomplished in order for the company to become the top re-
tailer. As people responded to his vision and goals, Walton kept up a fast
pace to meet people and express his viewpoint. He paid attention to his em-
ployees and his customers-the human assets of business. Walton had a “gift”
for making other people “feel” good about working for him and buying his
products and service.

Steven Jobs, cofounder of Apple Computer, provides another example of
how charisma inspires others. Jobs’s impact, attraction, and inspiration when
he was with the firm were described as follows by John Scully following a
tour of Apple Computers with Steven Jobs:9

When I walked through the Macintosh building with Steve, it became clear that
he wasn’t just another general manager bringing a visitor along to meet another
group of employees. He and many of Apple’s leaders weren’t managers at all;
they were impresarios. . . . Not unlike the director of an opera company, the im-
presario must cleverly deal with the creative temperaments of artists. . . . His gift
is to merge powerful ideas with the performance of his artists.

SUMMARY

There remains considerable ambiguity relative to charisma and charismatic
leadership, which suggests that more research and study is needed in areas
such as charismatic authority, how charismatic leadership evolves, and the
specific characteristics found in a charismatic leader. A number of empirical
studies have examined behavior and personal attributes of various charis-
matic leaders, including traits such as articulation ability, affection from fol-
lowers, ability to inspire, dominating personality, and the need for influence.
Situational approaches describe a form of charismatic leadership that is 
crisis-based. However, the knowledge base is still based largely on examples
and cases. Charisma remains a relatively abstract and difficult concept to 
define, except with regard to one characteristic: it is thought charisma cannot
be taught or learned.

46 Chapter Seven



Moreover, it is difficult to explain the difference between charismatic lead-
ership that is considered acceptable by all standards, and similar behavior con-
sidered unacceptable by those same standards. Charismatic leaders certainly
have a type of magical quality that attracts followers to perform in levels above
the normal. Yet the same qualities can, and have, convinced followers to per-
form unspeakable acts. More research is certainly needed to comprehend how
charismatic leaders can bring people to carry out such visions.

Given the ambiguities and unanswered questions about charismatic leader-
ship, what, if anything, does charismatic leadership have to do with situa-
tional theories of leadership? Can charismatic leadership play a role in defin-
ing legitimate leadership styles if it cannot be taught or learned? To what
extent can the evolution of leadership theory take into account the magnetism
and powers of attraction of charismatic leaders and their ability to form a vi-
sion? To explore connections between charismatic leadership and the devel-
opment of leadership theories, we consider two additional theories of leader-
ship that have roots in situational theory and charismatic leadership behavior:
transactional leadership; and transformational leadership.
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As the needs of organizations have changed and the challenges of coping with
change have evolved, two widely-held theories of leadership have emerged:
transactional leadership; and transformational leadership. Both theories build
upon some of the features of situational theories, particularly with regard to 
relationship-oriented leadership styles and path-goal leadership behaviors that
motivate performance. Transformational leadership also has roots in charismatic
leadership behavior.

Transactional leadership is defined by Gibson, Ivancevich and Donnelly as a
type of leadership where the leader identifies what types of rewards followers
want and helps them achieve a level of performance that results in rewards that
are based on their performance.1 Transformational leaders have the ability to in-
spire and motivate followers to achieve results greater than originally planned
through internal rewards rather than external rewards. They motivate followers to
work for longer-term and more substantial goals than short-term self-interests.
Both theories focus on rewards to the follower, but do so through different means
and in different forms.2 For example, transactional leaders communicate to fol-
lowers what has to be done and what they need to do to achieve what they (the
followers) want in terms of external rewards, such as more pay, better conditions,
or some lucrative goal; transformational leaders motivate or inspire their follow-
ers to accomplish a vision or goals through intrinsic rewards that are internally re-
warding to followers, such as self-satisfaction or being part of the team.

TRANSACTIONAL LEADERSHIP

Sometimes referred to as “management by exception,” the transactional
leader helps followers identify what must be done to accomplish the desired

Chapter Eight
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results, taking into account the person’s self-concept and esteem needs. The
leader frames the rewards for the expected performance and then utilizes
path-goal concepts to clearly show the follower how to achieve the rewards.
The leader then steps aside and does not intervene unless the goals are not be-
ing achieved; hence, it is called management by exception.3

George and Jones define transactional leadership as leadership that moti-
vates followers by exchanging rewards for high performance and noticing
and reprimanding subordinates for mistakes and substandard performance.4

In using transactional leadership, the leader relies on contingent rewards—r
ewards that depend on the follower doing what needs to be done in order to
get the rewards. For example, followers may need to increase sales to get bet-
ter salaries; to lower costs to get bigger bonuses; or to increase the workload
to obtain promotions. The transactional leader uses path-goal concepts as a
framework; but the leader will also adjust goals, directions, and missions of
the organization in order to achieve effectiveness. Flexibility is paramount in
the leader as well as the followers.

TRANSFORMATIONAL LEADERSHIP

Transformational leaders have the ability to inspire and motivate followers to
achieve results that exceed expectations. This ability is generally based on
three personality characteristics—charisma; individual attention; and intel-
lectual stimulation—which are described as follows:5

1. Charisma: The leader is able to instill a sense of value, respect, and pride,
and to articulate a vision.

2. Individual attention: The leader pays attention to followers’ needs and as-
signs meaningful projects so followers grow personally and profession-
ally.

3. Intellectual stimulation: The leader helps followers rethink rational ways
to examine a situation and encourages followers to be creative.

Transformational leadership theory is based on ten functions that define
how leaders achieve a vision by working through others to bring about
change. These functions are summarized in table 8.1., and are described as
follows:6

First, the transformational leader searches for opportunities: whether lead-
ing a small workgroup, division, or an organization, a transformational leader
continually searches for performance improvement and innovation opportu-
nities for the group which he or she leads.
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Second, the transformational leader experiments and takes risks: experi-
mentation involves challenging the status quo and creating a work environ-
ment that encourages subordinates to do the same. The leader encourages in-
novative ideas; makes sure that the rewards of success are greater than the
penalties for failure; and encourages a positive attitude and approach to chal-
lenge and change.

Third, the transformational leader develops a vision: the leader develops a
high performance vision which tells followers what and where the unit wants
to be and provides a common purpose and common ground for the group.

Fourth, the transformational leader enlists others: the leader enlists others
to obtain their acceptance of the vision or plan of action by emphasizing the
vision’s common purpose; by communicating the vision well; by demon-
strating his or her belief in the vision; and by showing faith in followers.

Fifth, the transformational leader fosters collaboration: collaboration in-
volves bringing people together to work toward the vision’s often challeng-
ing goals. Collaboration requires the leader to promote cooperation rather
than conflict; to create mechanisms of interaction for subordinates; to build
trust (that is, by trusting individuals until one sees evidence that an individ-
ual cannot be trusted); and to use group problem-solving.

Sixth, the transformational leader strengthens others: the leader
strengthens employees’ capacity to achieve the vision’s goals by giving
them the tools, knowledge, and resources to do the job. Empowerment of
employees is a must; employees are provided with autonomy and decision-
making authority on the job. Followers must be given needed information,
and the leader works to eliminate obstacles in their paths, such as red tape
and bureaucracy.

Seventh, the transformational leader sets an example: the leader is a model
of the behaviors and beliefs that are required for accomplishing the vision.

Eighth, the transformational leader plans small wins: the leader sets up a
series of small goals that contribute to the vision’s overarching goals. In ac-
complishing these small goals, employees can see evidence of progress
through small wins. The series of small wins builds a base of confidence and
a winning attitude toward the overall vision.

Ninth, the transformational leader links rewards to performance: a leader
makes expectations known; makes sure performance is measurable; provides
rewards that people value; removes obstacles toward achieving task goals and
receiving rewards; and is consistent in rewarding performers.

Tenth, the transformational leader celebrates accomplishments: the trans-
formational leader is a cheerleader of sorts, recognizing performance
achievements and celebrating the unit’s achievements in a way that is public
and visible.
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The development of transformational leadership evolved from a study by
Bernard M. Bass, entitled, Leadership Performance Beyond Expectations, in
which Bass described three functions that characterize transformational leaders:7

1. Transformational leaders increase subordinates’ awareness of the impor-
tance of their tasks and the importance of performing well.

2. Transformational leaders make subordinates aware of their needs for per-
sonal growth, development, and accomplishment.

3. Transformational leaders motivate their subordinates to work for the good
of the organization rather than exclusively for their own personal gain or
benefit.

Transformational leaders are often confused with charismatic leaders be-
cause, in addition to being able to articulate a vision and being sensitive to the
needs of followers, transformational leaders often have charisma. Charisma is
often a defining quality among transformational leaders together with rational
approaches to creative problem-solving and meaningful attention and re-
wards. Thus, in contrast to charismatic leadership, transformational leader-
ship theory attempts to provide a rational, if not empirical, approach to lead-
ership theory by observing how leaders actually motivate and reward
followers to achieve a vision and by measuring leadership in real terms.

SUMMARY

Transactional leadership is commonly referred to as “management by excep-
tion” because the leader focuses on the goals to be accomplished and provides
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Table 8.1. What a Transformational Leader Does

1. Search for opportunities.
2. Experiment and take risks.
3. Develop a vision.
4. Enlist others.
5. Foster collaboration.
6. Strengthen others.
7. Set an example.
8. Plan small wins.
9. Link rewards to performance.

10. Celebrate accomplishments.

Source: Adapted Gibson, Ivancevich and Donnelly, Instructor’s Manual and Lecture Resource Guide to Or-
ganizations Behavior, Structures, Process, 10th ed., Boston: Irwin McGraw Hill, 2000, LRG 12-306 and
LRG 12-307.  (Original was from James M. Kouzes and Barry Z. Posner, The Leadership Challenge, San
Francisco: Jossey-Bass, 1987.)
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rewards that are tied to performance but does not intervene unless the goals
are not being met. Transformational leadership focuses on achieving a vision
and exceeding goals through intrinsic motivation and rewards. Both theories
reflect some of the features of situational theories with regard to relationship-
oriented leadership styles and leadership behaviors that motivate perform-
ance. Transformational leadership also incorporates charismatic leadership
behavior. Traces of transactional leadership and transformational leadership
can be found in various organizational settings.

NOTES
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In the preceding chapters, we traced the development of leadership theories be-
ginning with genetic and trait theories of leadership through transformational
leadership theory. As we saw, the earlier theories often contributed to the devel-
opment of newer approaches to thinking about leadership in organizations, while
subsequent theories attempted to overcome the shortcomings of earlier theories.
Before turning to a critical review of the research underlying some of the major
theories that we have considered, we will briefly summarize their key points.

TRAIT THEORY

According to the trait theory of leadership, leaders tend to have certain iden-
tifiable characteristics or personality traits, such as intelligence, dominance,
self-confidence, energy, honesty, maturity, and skills in addition to being able
to withstand stress.

Gibson, Ivancevich and Donnelly1 researched the theory and present a
clear summary of the trait theory characteristics as follows:

1. Leaders are found to be somewhat more intelligent than followers but not
substantially so—and not always.

2. Alertness, energy level, tolerance for stress, emotional maturity, originality,
personal integrity, and self-confidence were seen as early predictors of effec-
tive leadership. But, not everyone possessing these characteristics will be or
can be leaders and some leaders do not have all these characteristics.

3. The list of potential important traits could be endless and as more leaders
emerge in modern times, different traits surface compared to leaders of past
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times. More recent studies conclude that achievement, motivation, ambition,
tenacity, initiative, and self-confidence are associated with leadership.

Some of the main criticisms of trait theory are summarized in table 9.1 and
discussed below:2

First, this theory implies that certain traits produce effective leadership in
a cause and effect relationship. This assumption neglects the possibility that
leadership activity and outcomes can influence individual traits and charac-
teristics. For example, success as a leader can instill an individual with even
more self-confidence. Further it does not consider that followers can influ-
ence a leader’s behavior. The theory also does not consider that a leader’s be-
havior may differ from follower to follower.

Second, much of the research is limited by the way it tests the trait theo-
ries; that is, by comparing the traits of leaders to those of followers. This ap-
proach assumes that subjects classified as leaders possess greater leadership
characteristics than do subjects who are classified as followers, which may be
an inaccurate assumption. Thus, findings may be confounded by the catego-
rization of subjects and may not accurately reflect the traits.

Third, the theory does not address the question of how much or what de-
gree of a trait is optimal for leader effectiveness. For example, is minimal
level of a trait necessary for leader effectiveness? How much of any one trait
is needed to declare that person is a “leader.” It is not clear that more of a trait
is better for effective leadership.

Fourth, trait theory does not address the relative importance of different
traits, such as age, height, weight, and appearance in achieving effective lead-
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Table 9.1. Summary of Leadership Theories and Principles

Theory: Underlying Assumptions and Principles:

Genetic Theory Leadership is inherited at birth. Royalty begets royalty and 
royal leaders come from royal parents.

Trait Theory Leaders possess certain identifiable characteristics or 
personality traits that contribute to leadership.

Behavioral Theory Specific behaviors distinguish leaders.
Fiedler’s Contingency Leaders are relationship-oriented or task-oriented and their

Theory effectiveness depends on the situation.
Path-Goal Theory Leaders can influence performance of goals through 

motivation and rewards.
Transformational Leaders can make profound changes in followers; charisma

and Charismatic is the dynamic characteristic that makes leaders effective 
Leadership in getting followers to achieve goals they would not 

necessarily achieve.

Source: Adapted from Jennifer M. George and Jones, Gareth, Understanding and Managing Organizational
Behavior, 4th ed. (Upper Saddle River, NJ: Prentice Hall, 2005), 398.



ership performance. Studies in this area achieved contradictory results and do
not conclusively support these traits as important to leadership qualities.

Fifth, trait theory ignores the needs of followers as an important factor in
achieving effective leadership.

Despite these criticisms, study of the Trait Theory is useful in researching
personal characteristics of known leaders. But they do not appear to be use-
ful in predicting leadership qualities.

BEHAVIORAL THEORY

Behavioral theory teaches that the behaviors that leaders demonstrate fall into
two categories: consideration; and initiating structure.3 Consideration in-
cludes leadership qualities such as trust, respect, and a good relationship with
followers. Initiating structure behaviors include leadership behaviors that
helps followers achieve their goals and perform at a high level.

Some of the main criticisms of behavioral theory are summarized in table
9.2 and discussed below:4

First, the theory assumes that leader’s behavior influences a subordinate’s
performance and outcomes. However, some research findings indicate that a
subordinate’s performance can also influence a leader’s behavior. For exam-
ple, a subordinate’s high performance can reduce a leader’s initiating struc-
ture behavior and increase consideration behavior, and low performance has
the opposite effect.

Second, the theory assumes that leaders exhibit the same behavior across
among subordinates. However, some research indicates that leader behavior
differs across subordinates.

Third, many studies have reported a low level of agreement between per-
ceptions of a leader’s style by leaders and subordinates. In such a situation,
which views should prevail in measuring the leader’s style?

FIEDLER’S CONTINGENCY THEORY

Fiedler’s Contingency Theory proposes that leader effectiveness depends 
on both the style of leadership as well as the situational characteristics, and
that leaders are either relationship-oriented or task-oriented. The situational
characteristics include the relationship between the leader and the follower; the
structure of the task to be accomplished; and the power or organizational posi-
tion of the individual. Relationship- oriented leaders favored closer relationships
with followers whereas task-oriented leaders favored situations where the task
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was complex and relationships with followers did not matter as much. Fiedler
also suggested that leaders cannot change their styles or their personal charac-
teristics, so situations should be changed to fit the leader or leaders should be as-
signed to situations in which they could be most effective.5

Some of the main criticisms of Fiedler’s Contingency Theory are discussed
below:6

First, two criticisms are commonly leveled at the Least Preferred Co-
Worker (“LPC”) measure of leadership style. First, the measure has low reli-
ability. In particular, research has shown that an individual’s score on the LPC
can change, especially when the individual has experienced meaningful ex-
periences in the period between the first and second administrations of the
scale. Thus, why engineer the situation to fit the leader’s style when the mea-
sure which identifies the style is not stable over time? Second, the meaning
or validity of the LPC measure is unclear. Fiedler has previously defined LPC
as a measure of personality; however, his attempts to correlate LPC with per-
sonality measures have not succeeded. Thus, the validity of this measure is
questionable.

Second, measures of the leader-employee relations, task structure, and po-
sition power variables are typically based upon the responses of the leader or
the leader’s superior. Thus, subordinate perceptions are ignored. Their per-
ceptions can be critical if they differ from leader perceptions.

Third, Fiedler’s theory neglects those who score as “middle-LPCs.” In
other words, the theory does not specify situations in which middle-LPCs are
effective or ineffective leaders. Limited research on this issue indicates that
middle-LPCs respond differently in leadership situations compared to high-
LPCs and low-LPCs.

Fourth, many theorists such as Path-Goal theorists disagree with Fiedler’s
contention that leadership style is one-dimensional and unalterable. It can be
argued that leader style can change over time as a result of environment. For
instance, good leader-employee relations (that is, close, trusting, and friendly
relationships with subordinates) that develop over time can facilitate a low-
LPC, task-oriented leader to become more concerned about the feelings and
needs of subordinates and, thus, adopt characteristics of a high-LPC leader.

PATH-GOAL THEORY

The Path-Goal Theory proposes that effective leaders motivate their follow-
ers by rewarding performance and the accomplishment of goals within time
frames set by the task. According to this theory, leaders must communicate
effectively to followers what the task is, how it is to be performed, and what
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rewards can be achieved. Followers must believe they can achieve the task
goals and be granted meaningful rewards. The leaders must assure followers
they will remove obstacles in their path and express confidence in the fol-
lower’s ability to complete the task on time and within the schedule. In this
theory, leaders must have the skill to adjust their behavior in relation to fol-
lowers and the complexity of the task to be accomplished.7

Some of the main criticisms of Path-Goal Theory include the following
points:8

First, measurement of leadership behaviors remains a problem. Typically,
the theory’s instrumental and supportive leader behaviors have been mea-
sured using the Ohio State Leadership questionnaires. The leadership styles
tapped by the questionnaire (initiating structure and consideration) are not the
same as those proposed by the theory. Measurement of participative and
achievement-oriented leader behaviors is also problematic and there disagree
on the measurements.

Second, because of the theory’s complexity, few studies have tested the
complete theory. In fact, some researchers believe that doing so effectively is
virtually impossible.

Third, much of the theory’s development is theoretical rather than 
research-based.

VERTICAL DYAD-LINKAGE THEORY

The Vertical Dyad-Linkage theory (or Leader Member Exchange Theory)
proposes that leader behavior across subordinates is not consistent and that
leaders do not treat their followers the same; rather leaders develop different
kinds of relationships with different kinds of followers. Some followers are
in what is called the “in-group” and other followers are in what is called the
“out-group.” Followers in the “in-group” have a more intensive relationship
with the leaders than followers in the “out-group.” Some research studies sug-
gest that followers in the “in-group” receive more rewards from the leader
whereas followers in the “out group” receive less. Likewise, some research
concludes that “in-group” members perform better and are more satisfied
compared to “out-group” members.

Some of the main criticisms of the Vertical Dyad or Leader Member The-
ory include the following points:9

First, research to date has been too limited to provide substantive support
(or lack of support) for the theory.

Second, the theory does not address issues such as the conditions under
which an employee reject the leader’s offer to become an in-group member.
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Nor does it address how a leader can effectively manage and lead both in-
group and out-group members.

Third, a valid, systematic, and reliable method for categorizing in-group
and out-group members and defining the leader-member exchange relation-
ship has yet to be developed.

TRANSACTIONAL LEADERSHIP THEORY

Transactional Leadership is based on several assumptions from changing-
minds.org:10 first, people are motivated by reward and punishment; second,
social systems work best with a clear chain of command; third, when people
have agreed to do a job, a part of the deal is that they cede all authority to their
manager; and fourth, the prime purpose of a subordinate is to do what their
manager tells them to do.

The transactional leader creates clear organizational and reporting channels
and communicates to subordinates what is required to complete the task
(achieve the goal) and the rewards that they get for following orders. Punish-
ments are not always mentioned, but they are also well-understood and for-
mal systems of discipline are usually in place. To begin, Transactional Lead-
ership starts with a contract either written or oral, whereby the subordinate is
given a salary and other benefits, and the company (and by implication the
subordinate’s manager) gets authority over the subordinate. When the Trans-
actional Leader allocates work to a subordinate, they are considered to be
fully responsible for it, whether or not they have the resources or capability
to carry it out. When things go wrong, the subordinate is considered to be per-
sonally at fault, and is punished for their failure (just as they are rewarded for
succeeding). The Transactional Leader often uses management by exception
principles, in that if everything is going well, there is no need for attention
and the manager’s attention is focused on those cases where things are not go-
ing according to plan. Whereas according to changingminds.org11, Transfor-
mational Leadership has more of a ‘selling’ style, Transactional Leadership,
once the contract is in place, takes a ‘telling’ style. Transactional leadership
is based on the contingency theory in that reward or punishment is contingent
upon performance.

Changingminds.org indicates the main criticism of Transactional Leader-
ship Theory is that the underlying principles are based on Behaviorism The-
ories of Pavlov and Skinner whose experiments were conducted in laboratory
conditions and didn’t have any emotional issues to detract from the experi-
ment.12 The theory assumes the subordinate is motivated by money and sim-
ple rewards that dictate their behavior. In practice, there is sufficient truth in
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Behaviorism to sustain Transactional approaches. This is reinforced by the
supply-and-demand situation of employment practices in industry today.
However, when the demand for a specific technical skill outstrips the supply,
then Transactional Leadership often is insufficient, and other approaches are
more effective. Despite much research that highlights its limitations, Trans-
actional Leadership is still a popular approach with many managers.

TRANSFORMATIONAL LEADERSHIP THEORY

Transformational Leadership Theory expands on ideas from the Path-Goal
and Vertical Dyad-Linkage theories. Transformational leaders are viewed as
charismatic and able to motivate followers to achieve goals that exceed ex-
pectations through vision and motivation. In contrast, transactional leaders
also reward followers for performance but do not intervene unless goals are
not being met.

Thus, the main challenges presented by transformational and transactional
leadership are similar to the problems of measuring leadership behaviors of
Path-Goal and Vertical Dyad-Linkage theories. In addition, the dynamics of
the charismatic element of transformational leadership are difficult to con-
ceptualize and measure. Charismatic leadership has been described by exam-
ples of charismatic leaders and in terms of the stages or process of charis-
matic leadership; but the dynamics between charismatic leaders and followers
require further clarification.13

Transformational leadership is based on the assumption that people will
“follow”—or work for or do great things for—a person who inspires them. A
person with vision and passion can achieve great things, and the way to get
things done is by instilling people with enthusiasm and energy.14

Transformational leadership starts with the development of a vision, a view
of the future that will excite potential followers. The next step, which in fact
never stops, is to constantly sell the vision. This takes energy and commit-
ment, as few people will immediately buy into a radical vision, and some will
join more slowly than others. The Transformational Leader thus takes every
opportunity and will use whatever works to convince others to join with
him/her in the quest to get the job done.

The main criticism of Transformational Leadership is that the passion and
confidence of the leader can easily be mistaken for truth and reality. It is true
that great things have been achieved through enthusiastic leadership, but it is
also true that many passionate people have led the charge right over the cliff
and into a bottomless chasm. Just because someone believes they are right, it
does not mean they are right.
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Paradoxically, the energy that gets people going can also cause them to
give up. Transformational Leaders often have large amounts of enthusiasm
which, if relentlessly applied, can wear out their followers. Another criticism
of Transformational Leadership is that Transformational Leaders tend to see
the big picture, but not the details, where the devil often lurks. If they do not
have people to take care of this level of information, then they are usually
doomed to fail.

Finally, Transformational Leaders, by definition, seek to transform. When
the organization does not need transforming and people are happy as they are,
then such a leader will be frustrated. Like wartime leaders, however, given the
right situation they come into their own and can be personally responsible for
saving entire companies.

SUMMARY

The data collected presents some of the weaknesses in the research under-
lying trait, behavioral, and contingency theories. In noting the weaknesses of
these theories as well as some of the limitations of path-goal theory, the ver-
tical dyad-linkage theory and transactional and transformational leadership
theories, we recognize that no single theory holds a definitive view of lead-
ership and that some of these weaknesses contributed to refining subsequent
research on leadership and broadening our theories of leadership. The theo-
ries appear to be beneficial in analyzing a leader’s effectiveness but appear to
have minimal or no benefit in predicting leadership.
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Part Three

LEADERSHIP: POWER, CONFLICT, 
AND CHANGE
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Chapter Ten

Leadership and Power

This chapter presents an introduction to leadership and power in organiza-
tions. Having examined theories and principles of leadership, we return to
our earlier discussion of the differences between leaders and managers by
examining how leaders and managers relate to power in organizations. We
will examine power in organizations in terms of the need for power; 
formal and informal leadership; the various types of power in organiza-
tions; and how leaders identify with the types of power in organizations
compared with how managers use the various types of power in an organ-
ization.

THE NEED FOR POWER

Throughout history, individuals have had a need for power. Historical
records discuss this need and even biblical references discuss individuals
with “power” over others. In studying the power that some individuals
have over others, David McClelland proposed that power can be reason-
ably sought and used.1 He found that the need for power is the desire to
have an impact on others. This can be shown in three ways: by strong ac-
tions that yield help or advice; by action that produces emotion in others;
and by a concern for reputation.

Thus, people with a high need for power prefer action situations. They
also rate highly in competitiveness and aggressiveness and are often inter-
ested in prestige possessions. In organizational settings, managers with a
high need for power often are more successful than those with a lower need
for power.
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FORMAL AND INFORMAL LEADERS

Leadership, according to a number of the definitions we have noted, entails a
process by which an individual influences others to accomplish desired goals.
Within business organizations, the leadership process works through a leader
or manager who influences subordinates to accomplish the goals defined by
top management. As noted in chapter 2, there may be two classes of leaders
in an organization: formal leaders who by virtue of their title or position are
identified in terms of the organizational structure as leaders; and informal
leaders who demonstrate certain characteristics that enable them to influence
others but who are not formally designated as leaders by virtue of their title
or position within the organization. We distinguish them for analytical pur-
poses and because, in practice, both types of leaders may exercise leadership
behaviors and influence others.2

A formal leader is someone officially invested with organizational author-
ity and power and generally given the title of manager, executive, or supervi-
sor.3 The amount of power is theoretically determined by the position he or
she occupies within the organization. Much like the traditions that supported
the genetic theory of leadership, it is presumed, but not always the case, that
people with the necessary technical and leadership skills occupy the positions
of power as formal leaders.

An informal leader may not have the official leadership designation but can,
nonetheless, exercise influence on others. Such individuals frequently lack for-
mal authority, assignment of a power position, or even responsibilities; but by
virtue of a personal attribute or superior performance, or perhaps charisma, they
play a leadership role by influencing others. Yet the influence of informal lead-
ers may differ from, and even conflict with, that of formal leaders.4

Thus, the distinction between formal and informal leaders leads us to ques-
tions about the relationship between power and influence in an organization:
How do the differences in power between formal and informal leaders affect the
ways in which each exercises influence in an organization? Do formal and in-
formal leaders exercise different types of influence? What sorts of power can
each possess? What is the relationship among leadership, influence, and power
in an organization? This distinction between formal and informal leaders is a key
to understanding power, conflict, and change in organizations. It leads us to ex-
amine the different types of power that leaders and managers may possess.

POWER IN ORGANIZATIONS

The study of power in organizations requires that we first define the terms
that are relevant to our discussion. George and Jones define power as the abil-
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ity of one person to cause another person to do something they otherwise
might not do.5 They define formal individual power as the power that origi-
nates from a person’s position in an organization.

Gibson, Ivancevich and Donnelly propose a third term: authority is the for-
mal power a person holds because of their position in the organizational hi-
erarchy.6 According to this definition, upper level supervisors would have au-
thority over lower level supervisors in their organizational structure.

Like the concept of formal leadership, these definitions convey the idea
that power in an organizational setting derives from one’s position in the or-
ganization. However, power that is derived from one’s position in an organi-
zation is also accompanied by an obligation; namely, to use that power in an
ethical manner for the accomplishment of organizational goals. Leadership in
organizations requires that leaders accept the responsibilities of a position and
the power that goes with the position; thus, they should be held accountable
for the manner in which they use the power inherent in their position for ac-
complishing organizational goals.

This leads us to consider various types of power within an organization and
how they are used by leaders and managers. John French and Bertram Raven
identify five interpersonal bases of power: legitimate; reward; coercive; expert;
and referent.7 In addition to these five types of power, Montana describes two
additional types of power used by managers: charisma; and information power.8

A discussion of each follows.

Legitimate Power

Legitimate power is the power assigned to a given position within an organi-
zational structure.9 The power comes with the position and is assigned to the
person who occupies a specific position within the organization. Should the
individual leave the position, the power remains with the position and does
not follow the individual. This power is legitimate because it is defined by the
organizational structure, and the individual occupying the position is vested
with the power. The assumption of power is generally signified by an official
title; and the relative degree of power is reflected on the organizational chart
by its situation relative to other positions within the organization.

Organizations sanction various levels of power. These levels of power
correspond to the hierarchical executive levels within the organization it-
self. A position that is higher in the organization will have more power
vested in it than a lower position; and a manager occupying the higher
level position will be able to exercise more power than someone occupy-
ing a lower position.

Thus, it would appear that legitimate power is more suited to a manager
than a leader, simply because leaders attract followers and get them to do
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what is needed without position or hierarchical level. Managers on the
other hand may need position over others to accomplish tasks and achieve
goals.

Reward Power

Reward power is also inherent within the organizational structure in that man-
agers are given administrative control over a range of rewards and resources.10

Employees can be influenced by the possibility of receiving rewards in exchange
for performing work. Organizational rewards are typically of monetary value;
but they may also be more subtle and intangible, such as managerial praise, sta-
tus, attention, scheduling, and promotion. Managers may offer a wide range of
rewards to motivate work performance. A manager possesses reward power over
an employee to the extent that there is managerial control over the reward po-
tential and to the extent that the employee values and seeks the available re-
wards. If a manager cannot deliver a desired reward, or if the available reward
is not desired by or meaningful to the employee, the reward power of the man-
ager will be greatly diminished.

To be meaningful, rewards need to be appropriate for the work performed.
If management wishes to motivate an employee to sell $100,000 more of a
product, giving the employee a new wristwatch or a $100 saving bond will
probably not be sufficient because it will not be perceived as proportionate to
the extra performance required. Thus, reward power is a tool by which man-
agers use organizational resources to influence and motivate genuine per-
formance.

Thus, reward power seems to be more beneficial to managers than to lead-
ers. Leaders, as we have discovered earlier, often rely on more intrinsic re-
wards to energize followers, whereas managers seem to be more in line with
extrinsic rewards to motivate followers.

Coercive Power

Coercive power is based upon a leader’s ability potentially to punish or
dismiss an employee and is, in part, implied by a leader’s legitimate
power.11 Punishment is defined by a range of options, from a mild warning
to a suspension to termination of employment, all of which are assumed to
have negative consequences for the person being punished. Thus, in order
for coercive power to be effective, a particular punishment must be per-
ceived as having negative consequences by the person being punished, just
as rewards must be perceived as meaningful by recipients. For example,
for most people, losing one’s job is often perceived as having negative eco-
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nomic consequences for the individual; but the use of employment con-
tracts with termination clauses has had the effects of weakening the both
perception of punishment and the consequences for the individual when a
decision is made to terminate the contract regardless of the reason. Termi-
nation of employment may also be perceived as having minimal economic
consequences for an individual when it is accompanied by a generous sev-
erance package. Thus, the punishment must be tied to the perception of
negative consequences for coercive power to be operative. Often the po-
tential to apply coercive power is sufficient in itself to influence the de-
sired a change in an employee’s conduct or performance.

Coercive power may also have negative repercussions when it is associated
with conflict. A manager’s range of options in administering punishment to
workers may be constrained not only by employment contracts but also by la-
bor union contracts and employment discrimination laws. Threats of work
stoppages, lawsuits, and the negative publicity associated with them have led
to a trend away from the use of coercive power and toward more neutral
forms of punishment or conflict resolution.

Similar to the allocation of meaningful rewards, a range of punishments is
needed because the punishment applied should be appropriate or proportion-
ate to the offending behavior. Management, in having a range of punishments
from a mild warning to the more severe punishments, maintains a measure of
flexibility to assess what punishment is suitable to the behavior in question.

Coercive power is more useful to managers than leaders who achieve goals
and objectives without coercing followers with some threat of punishment.
Followers willingly do what they do out of respect for a leader, not in fear of
the leader.

Several guidelines relative to the application of punishment are noteworthy:12

• The punishment should be suitable to the offense.
• The punishment should follow as closely in time as possible to the offense

committed.
• The punishment should have educational value wherein the person pun-

ished should understand why they are being punished in order for the em-
ployee to change his or her behavior.

• The manager doing the punishing should not enjoy doing it.

Finally, a point to remember in connection with coercive power is that pun-
ishment, or the threat of punishment, does not promote desired employee per-
formance; it only discourages undesirable actions on the part of subordinates.
Even though punishment does not promote desired behavior, by serving to dis-
courage undesirable behavior, it is a powerful tool for influencing behavior.
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Expert Power

Expert power is complex and is associated with the particular qualifications
possessed by an individual, including specialized skills, knowledge, abilities,
or previous experience.13 Any of these qualifications may individual enable
the individual to exercise influence based on these qualifications, especially
when the organization needs and values the specialized skills, knowledge,
abilities, or experience; the skills are scarce; or the skills are highly special-
ized. Because expert power is often derived from specialized knowledge or
advanced education, it can be relatively unrelated to age, seniority, or time on
the job. This form of power allows someone who is relatively young or new
to the workforce to influence others within the organization. Expert power is
often associated with innovation and the power to influence change within an
organization.

This form of power may also change over a period of time. First, the value
placed upon a specific type of expertise within an organization may change
according to business decisions affecting what is needed and valued by an or-
ganization in order to achieve its goals. Second, specialized knowledge and
skills may become obsolete if the person who possesses them does not keep
up-to-date with newer advances. Third, specialized knowledge and skills may
be replaced by new forms of technical expertise.

Often, a leader (or managers with leadership skills) is viewed as having the
skills most admired by followers. Thus, expert power is most often associated
with leaders and managers who possess highly relevant and specialized qual-
ifications.

Referent Power and Charismatic Power

Referent power is the power of one individual to influence another by force
of character or personal charisma.14 An individual may be admired because of
a specific personal trait, and this admiration creates the opportunity for inter-
personal influence within a group or organization. Advertisers have long rec-
ognized referent power in making use of sports figures and other charismatic
persons for making product endorsements. An employee who is particularly
handsome or beautiful, talented, or just plain likable may be described by fel-
low employees as inspiring and motivating; thus, endowing the individual
with a potential to influence others as a result of these personal qualities.

An interesting feature of referent power is that it can be gained by associ-
ation. An individual’s power may derive, not from their personality, but from
their association, relative position or reporting relationship with another per-
son who is identified as possessing power within the organization. The titles
of assistant or deputy are often used to denote those persons associated with
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individuals who actually possess the organizational power. Even though these
assistants do not themselves have great power, they are often perceived as act-
ing in place of those who do. For example, an assistant who is temporarily
empowered to sign correspondence in place of a superior is perceived as hav-
ing greater power, when, in fact, it is their superior who holds the power. This
variant of referent power is also called “reflected power,” because the indi-
vidual who exercises the referent power is reflecting the power associated
with a position held by another person in the organization.

Referent power is most often associated with leaders who possess the
charismatic characteristics that followers admire. It is important to note that
some managers also have referent power and can use this to exhort followers
to accomplish tasks and achieve goals.

Charismatic power is defined as an intense form of referent power and
originates from an individual’s personality, physical characteristics or other
ability or characteristic that causes others to believe in and follow that per-
son.15 As we discussed in chapters 7 and 8, charismatic power is associated
with charismatic and transformational leaders.

Information Power

Information power is power that comes from access to and control over in-
formation within the organization.16 Information may be privileged informa-
tion; it may be classified information; or it may simply be information to
which subordinates do not have access. The more information a person has
within the organization, the more power that person has. Thus, information is
viewed as a valuable resource.

This is where a key difference between leaders and managers comes into
play: Leaders, in most cases, want their subordinates to know more informa-
tion, because it is easier to solicit the assistance of informed followers in
achieving goals and objectives. Managers, on the other hand, may be reluc-
tant to share information if they perceive it as power-sharing and believe that
their power to control subordinates and direct their behavior may be lost if
their subordinates know as much as they do. Thus, information sharing means
losing a measure of control over subordinates.

SUMMARY

Leadership in organizations involves the use of various types of power to in-
fluence performance and achieve goals. These may include legitimate power,
reward power, coercive power, expert power, referent power, charismatic
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power, and information power. Both formal and informal leaders exercise in-
fluence with an organization by some combination of these forms of power.

Formal leaders typically possess legitimate power by virtue of their position
within the organization. Their degree of control over organizational resources
enables them to use reward power to influence performance. They may also
possess coercive power to the extent they can discipline employees and affect
decisions to hire or terminate employees. Formal leaders in complex organi-
zations typically possess varying degrees of expert power, which enables them
to influence decisions across functional areas of an organization. Depending
on their position within an organization, formal leaders may also use varying
degrees of referent power to influence decisions or performance.

Informal leaders, by virtue of their position within an organization, are less
likely to possess legitimate power or coercive power. Instead, they are more
likely to rely upon a combination of expert power, reward power and referent
power to influence others. Informal leaders often use expert power to influ-
ence change or innovation because their expertise enables them to solve prob-
lems in new or creative ways and to develop new products or services. Infor-
mal leaders may not control organizational resources typically associated
with tangible or monetary rewards, but they may use intangible forms of re-
ward power such as attention to motivate and influence others. Informal lead-
ers may also use referent power to influence others by means of charismatic
qualities or reflected authority that is based upon their association with more
powerful individuals.

Thus, leadership, influence, and power within in organization can be
viewed in terms of formal and informal leaders who use legitimate power, re-
ward power, coercive power, expert power and referent power in different
combinations. Conflict and change can also be viewed in relation to certain
types of power: expert power is often associated with change and innovation,
while coercive power is more complex. The potential for using coercive
power within an organizational setting may be sufficient in itself to influence
performance; but the actual use of coercive power may, within a wider legal
context, have negative repercussions and become associated with organiza-
tional conflict. Thus, in the following chapters, we examine leadership and
conflict, and leadership and change.

NOTES

1. David C. McClelland, Power: The Inner Experience (New York: Irvington,
1975), 7; David C. McClelland and D. Burnham, “Power is the Great Motivator,”

72 Chapter Ten

08_691_Ch10.qxd  4/27/09  7:02 AM  Page 72



Harvard Business Review (January–February 1995): 126–39, cited by Gibson, Orga-
nizations, 9th ed., 252.

2. George, Understanding, 357, 398.
3. Montana, Management, 254.
4. Montana, Management, 254.
5. George, Understanding, 407.
6. Gibson, Organizations, 9th ed., 250.
7. John R. P. French and Bertram Raven, “The Basis of Social Power,” in Stud-

ies in Social Power, ed. D. Cartwright (Ann Arbor, MI: Institute for Social Research,
University of Michigan, 1959), 150–67, cited by Gibson, Organizations, 9th ed., 250.

8. Montana, Management, 259.
9. Montana, Management, 256; Gibson, Organizations, 10th ed., 250–51;

George, Understanding, 408–10.
10. Montana, Management, 256.
11. Montana, Management, 254–59; Gibson, Organizations, 10th ed., 248–52;

George, Understanding, 407–11.
12. Montana, Management, 257.
13. Montana, Management, 254–59; Gibson, Organizations, 10th ed., 248–52;

George, Understanding,407–11.
14. Montana, Management, 254–59; Gibson, Organizations, 10th ed., 248–52;

George, Understanding, 407–11.
15. George, Understanding, 411.
16. George, Understanding, 411.

Leadership and Power 73

08_691_Ch10.qxd  4/27/09  7:02 AM  Page 73



74

This chapter considers conflict in the organization and discusses the differ-
ences between managers and leaders in dealing with and resolving conflict.
Managers view conflict in the organization differently than leaders and this
chapter explores some of those differences. However, some basic information
regarding conflict is needed in order to create a foundation for comparing the
differences between leaders and managers relative to conflict in the organi-
zation. There are many excellent books written on conflict with individuals,
conflict in groups, and conflict in organizations, and it is not the intent of this
chapter to recreate that library of data or to present a tutorial on conflict. But
some basic knowledge is needed in order to create a level playing field for
students in the study of leadership and how leaders and managers react to
conflict.

WHAT IS CONFLICT?

Conflict among individuals and among groups seems to be as old as human-
ity itself. Students of ancient history can recollect accounts of conflicts
among the early biblical groups; the conflicts in early and later Egyptian his-
tory; the conflicts that involved the early Greeks (especially noteworthy was
the conflict between the Spartans and the Athenians—the Peloponnesian
wars); and the many conflicts involving the Romans and their quest for a Ro-
man Empire. Conflicts have existed throughout history right up to today’s
headlines.

Certainly, it is not within the scope of this book to cover conflicts of this
nature. This chapter limits our study of conflicts to conflict within an organi-
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zational situation and the approaches used by managers and leaders to resolve
conflict that impact on the organization.

Montana describes conflict in organizational settings as a disagreement be-
tween two or more parties or between two or more positions as to how to best
achieve the organization’s goals.1 George and Jones define conflict in the or-
ganization as a struggle that arises when the goal-directed behavior of one
person or group blocks the goal directed behavior of another person or
group.2

Gibson, Ivancevich and Donnelly provide the most useful definition of
conflict in the organization by separating conflict based on the effect that it
has on the organization. They hypothesize that some conflict is detrimental to
the organization and, therefore, is called dysfunctional conflict because the
confrontation between individuals, groups, or positions within the organiza-
tion hinders organizational performance.3 Dysfunctional conflict impedes
getting the job done. In these situations, conflicts between individuals may
prevent them from working together. In some cases, conflict can envelop en-
tire organizations, pitting one group against another. As long as the groups
have to work together, the larger business organization suffers. On the other
hand, there are actually conflicts that benefit the organization. Gibson,
Ivancevich and Donnelly refer to these as functional conflicts.4 These are the
types of conflicts that arise from discussion, disagreement, and even argu-
ments by members of the organization. Such conflict is considered to be func-
tional in that is often beneficial for identifying all options in response to busi-
ness problems or business opportunities; selecting and refining the best
option or course of action for many operational issues; resolving differences
in technological advances; and resolving many other opportunities or issues
where a consensus is necessary and multiple options are available. These def-
initions seem to conclude that conflict in an organizational situation appears
inevitable when there are two or more individuals with different ideas, dif-
ferent goals, and different objectives, and some conflict can be beneficial but
other types of conflict can be detrimental to the organization.

A totally different perspective on conflict is presented by David Whetten
and Kim Cameron in Developing Management Skills.5 Whetten and Cameron
suggest that one of the major causes for business failure is too much agree-
ment. They write that the natural evolution of top management in most cor-
porations comes from within the organization. This leads to managers fol-
lowing managers with the same mentality, the same agreement on issues, the
same basic training and experience, which means they tend to view condi-
tions the same way and pursue similar goals and objectives. They seem to 
be cut from the same mold and for many reasons do not enter into conflict
that may be detrimental to the organization in this new global marketplace.
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Whetten and Cameron also suggest that top managers may become so homo-
geneous that they are ill-equipped to adapt to changing global conditions or
so complacent that they see no need to improve the status quo.

DEALING WITH CONFLICT

Of the many challenges faced by leaders and managers, one of the most dif-
ficult is managing conflict. Conflict appears to represent exactly the opposite
of what most managers want—namely, a smooth-running, efficient organiza-
tion, performing at all levels in the most cost efficient manner. Conflict in the
organization seems to suggest that things are not quite right and, by implica-
tion, the group or organization is not as well-managed or led as it should be.
Managers don’t like conflict: it upsets the business process of the day to day
operations; it wastes time and precious resources; it can stifle innovation due
to distraction of others; and it interrupts the flow and effectiveness of organi-
zational performance. Leaders on the other hand may foster, even promote,
some conflict in the organization. Leaders may view some kinds of conflict
as useful and a sign of a healthy organization. (Recall the notion of functional
conflict discussed earlier.)

As the members of a growing, developing organization create new ideas to
make things better, their ideas will differ; and they will have to compete for re-
sources. It is prudent that all alternatives be surfaced and examined carefully be-
fore large sums of money are spent in pursuing false alternatives; and disagree-
ment may result. Leaders believe some conflict is good for the organization and
brings out the best ideas, the best courses of action, and puts everything on the
table where it can be dissected before implementation. Our thoughts here go
back to the early days of Microsoft when Bill Gates and his associates met in his
garage and discussed, even argued, about how to start the business; what was the
best technology; how to develop the best product; and how to find customers
who at the time did not even know they wanted or needed his product.

WHERE DOES CONFLICT COME FROM?

Conflict in an organization can arise from various sources: differences in
goals and objectives; jurisdictional ambiguities; communication barriers; per-
sonal characteristics of key group members; competition for resources in the
organization; misinterpretation of communications; disagreements over per-
formance standards; and the need for consensus. Our findings and conclu-
sions from the research are that “conflict is the clash of opposing attitudes,
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ideas, behaviors, goals, and needs.”6 Distinguishing between the sources of
conflict is helpful to understand how to manage conflict. Distinguishing and
separating personal and substantive elements of a conflict and then focusing
on the substantive issues is an important key to successful conflict resolution
by either a manager or a leader. As you will see, managers and leaders ap-
proach resolution of conflict differently simply because of their approach to
organizational operations. Managers will always be more pragmatic and lead-
ers will always be more visionary.

PONDY’S MODEL OF ORGANIZATIONAL CONFLICT

Louis Pondy developed one of the most widely accepted models of organiza-
tional conflict, consisting of five stages:7 the latent stage; the perceived con-
flict stage; the felt conflict stage; the manifest conflict stage; and the conflict
aftermath stage. The latent stage describes the organization while there is no
apparent conflict but the potential is present. The perceived conflict stage be-
gins when one party (an individual or group) discovers their goals may be hin-
dered by another party. As both parties try to discover the origins of the con-
flict, even more conflict arises; the conflict begins to escalate and each party
perceives the conflict differently. This leads to the felt conflict stage where
each party in the conflict develops negative feelings about the other.—You
know this stage.—Other individuals or groups in the organization begin to take
sides and the conflict escalates. Sides are chosen and the conflict rages on.

In the manifest conflict stage, one party decides to take retribution against
the other party. This may take the form of aggression or violence between in-
dividuals or groups but often includes open arguments, loud shouting (as each
group tries to take control over the other), or various forms of non-coopera-
tion. Some real-world examples of this include union-management labor
talks; prisoner-guard disputes; and even some congressional disputes. The
conflict aftermath stage occurs when the conflict is resolved one way or an-
other but, in its path, leaves irreconcilable feelings, lack of trust, and, in some
cases, pent-up revenge that can lead to future conflicts.

MANAGING PERSONAL CONFLICT OR CONFLICT 
AMONG INDIVIDUALS

As we have seen, personal conflict can exist between individuals or between
groups. A distinguishing characteristic of personal conflict is that it is based
largely on negative feelings about individuals or groups and less on substantive
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issues. The parties involved just do not like each other or are jealous of some-
thing the other has or something the other has done or has failed to do. Some
conflicts within a group may also exist because of personality differences or for
any number of other reasons. Conflict between individuals is as old as people on
this planet are. Some sources of personal conflict can be deep-rooted feelings,
differences in standards of conduct, values, business philosophies, or other in-
tangible factors.8 When personal conflict becomes unproductive for the organi-
zation or is in conflict with the mission or goals of the organization, it becomes
necessary to intervene and manage it.9

There are many courses of action available to both managers as well as
leaders for managing conflict among individuals. Significantly, the courses of
action taken by managers are not always the same courses that would be used
by leaders. One method for dealing with personal conflict calls for meeting
with the individuals involved: a simple meeting between the conflicting par-
ties to communicate to them that the ability to get along with others is a key
factor in determining continuing employment and future advancement. Sim-
ply by calling together two individuals involved in a personal conflict to dis-
cuss their conflict may encourage them to resolve their differences. If the two
agree to work together, allow them to work it out between one another, but
continue to monitor the situation. If they are unwilling to resolve their differ-
ences between themselves, there are several options. If it is important that the
two individuals continue to work on the same project, a manager may be able
to modify the workflow by using third person as a go-between or buffer.
Sometimes simply changing the office arrangement to separate the two will
help. If keeping them on the same project is not important, reassign one to a
different project.10 Leaders on the other hand may consider the same course
of action but approach it in an entirely different way.

Most of the time, personal conflicts arise between individuals; but some-
times personal conflicts occur between groups and can frequently be traced to
individuals who are, or were, in the group. Further strategies for managing
conflict are related to the differences between leaders and managers that we
discussed in chapter 3. Leaders may be more adept or effective in managing
differences between people than managers based on a leader’s ability to em-
power people through a vision that enables them to see how they are part of
the solution to a larger problem and to recognize their importance to accom-
plishing a mission. Managers, on the other hand, often want to formalize is-
sues, strategize a plan to deal with the issues, reorganize work to better con-
trol the issues, or prepare memoranda that define and describe the issues.
Leaders know that some differences between people are natural, and some
people want to feel they have been heard. While some personal conflicts are
inevitable, leaders by virtue of their vision have a way to get followers to put
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away their differences to achieve something greater than themselves. At
times, however, a simple solution may be all that is needed, and some man-
agers also can quickly and competently solve the problem.

MANAGING SUBSTANTIVE CONFLICT

Substantive conflict is conflict beyond the individual level and can include
conflict between groups and between positions in the organization. These or-
ganizational conflicts are based primarily on disagreements over specific is-
sues such as the allocation of resources, different organizational goals or ob-
jectives, control of personnel, changes in the organizational structure, or
different priorities. Like other types of conflict within an organization, sub-
stantive conflicts may have some personal overtones. Yet because substantive
conflicts are rooted in actual differences rather than personal issues, substan-
tive conflicts may be easier to resolve than personal conflicts because indi-
viduals are less likely to perceive such conflicts as personal challenges.11

In cases of substantive conflict, managers may be better equipped to re-
solve the conflict than leaders, because managers are more likely to be fa-
miliar with issues involving resources, operations, and time management.
Leaders, on the other hand, are typically not involved with the issues at the
same level of detail. Once the issues are identified by each individual, along
with their recommendations for resolution, managers may have an easier time
meeting with the individuals to resolve the conflict. The individuals may also
resolve the issues by themselves, with the manager acting more as a facilita-
tor than an arbitrator. This often occurs when it is the first time each party
hears the other party’s views. Another approach is for the manager to ask the
conflicting parties to try to reach a compromise on their own, with the un-
derstanding that the manger will become involved only if they cannot agree.
When successful, this technique has another advantage: it develops the abil-
ity to resolve conflicts without requiring a mediator.

In conflicts that involve a mixture of personal and substantive conflicts,
the manager must first separate the personal issues from the substantive
ones, and then deal with each separately. This may be difficult to do. People
tend to mask personal conflicts with substantive issues, and substantive is-
sues frequently lead to personal conflicts. In other words, if individuals or
groups have a personal conflict, they may easily find substantive issues
about which they can disagree. Thus, persistence in continuing the effort to
get at the root causes of conflict is necessary in a strategic sense. Again,
managers often have some advantages over leaders in doing so; but, when
conflict becomes unproductive, leaders can provide strong motivation to
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bring people to a resolution through a sense of empowerment by helping
them see “the big picture” or vision.

THE DYNAMICS OF CONFLICT ESCALATION

A dominant belief in American culture is that individualism and competition or
striving to outperform another group or individual is healthy and productive.
Competition boosts a competitor’s involvement in a task and motivates com-
petitors to perform at peak efficiency. Thus, some believe that the American way
of competing and winning against all odds should not be compromised.

Competition may also bring about conflict and change within an organiza-
tion. To meet competitive opportunities, companies reorganize to meet those
opportunities or, through mergers and acquisitions, absorb smaller compa-
nies. Either process brings about change within the organization. As organi-
zational changes occur, conflict generated by the new structures and relation-
ships are inevitable. Consequently, inter-group conflict may be a by-product
of change. Before discussing strategies to manage inter-group conflict, it is
important to note factors that may increase conflict. Kenneth Thomas has
identified several factors which are described below that tend to escalate 
inter-group conflict.12

Self-fulfilling Prophesies

Several studies have found that one group’s actions tend to be reciprocated by
an opposing group: for example, if one group acts coercively toward the
other, the other group will respond in kind with coercive acts. Thus, accord-
ing to Thomas, a group’s “orientation toward the other and [its] trust or dis-
trust toward the other have some tendency to be reinforced by generating the
predicted behavior in the other—regardless of the other’s original orienta-
tion.”13 In other words, if you distrust the other group, act accordingly and
your opinions will be confirmed regardless of whether they are valid or not.
Distrustful actions breed distrustful actions, which escalate conflict by stim-
ulating each group’s distrustful feelings about each other. This dynamic has
many similarities in the world situation today. One can also draw parallels
with the world situation on a global scale with conflict in organizations.

Perceptual Biases

In characterizing personal conflict, we noted that it often involves negative
feelings either toward another individual or towards a group. Perceptual bi-



ases can escalate conflict by inciting negative feelings toward others. Percep-
tual biases are often based on group identification, rather than interaction and
communication between groups.

One factor that can lead to negative perceptions of a group is ignorance of
another group’s motives. One group often does not know another group’s true
motives or reasons for its actions. Thus, the group will tend to identify its own
actions as reasonable and merited, and the actions of an opposing group as ar-
bitrary and unwarranted.

A second factor that can generate negative perceptions is selective percep-
tion. In conflict, each group selectively perceives aspects of the opposing
group. If the group is suspicious of the other group, it will be sensitive to
signs of threat and hostility (and given this perceptual vigilance, will likely
find signs and inflate their existence). Two groups in conflict will often be
oversensitive to signs of negative qualities in the other, which tends to esca-
late conflict regardless of whether the signs are valid.

A third factor that tends to escalate conflict is cognitive simplification. In a
situation of conflict involving high stress and ego involvement, group per-
ceptions tend to become over-simplified. As with the two previous factors,
each group comes to identify and view itself as totally virtuous and the other
group as totally bad. Because these perceptions are incomplete and usually in-
accurate, they tend to escalate conflict and hinder efforts at conflict resolu-
tion. Perceptual biases also distort communications; each group eventually
stops believing or even listening to the other. After a time, the groups com-
municate only through their actions. Communication breakdowns further es-
calate conflict by reinforcing each group’s negative, simplified perceptions of
the other group. Increasing distrust and hostility will spur coercive acts by
each group against the other. An escalation of conflict occurs based on each
group’s tendency to reciprocate in kind in response to the act of an opposing
group. Blame for conflict is thus placed on the acts of the other group.

Communication Breakdown

Perceptual biases distort communications; each group eventually stops believing
or even listening to the other. After a time, groups communicate only through
their actions. Communication breakdowns further escalate conflict by reinforc-
ing each group’s negative, simplified perceptions of the other group.

Coercive Actions

Increasing distrust and hostility will spur coercive acts by each group against
the other. An escalation of conflict occurs based on each group’s tendency to
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reciprocate in kind in response to the act of an opposing group. Blame for
conflict is thus placed on the acts of the other group.

Winning for Winning’s Sake

Goal displacement within a group occurs when its initial objectives are taken
over by the objective of winning and beating another group, even if doing so
requires sacrificing some of the group’s objectives. In this situation, conflict
can also spread to other issues when a group perceives the issues as opportu-
nities for gaining an advantage.

STRATEGIES FOR MANAGING INTER-GROUP CONFLICT

When conflict occurs between two groups, the managers or leaders of
those groups should take steps to resolve the conflict by examining the
conflict from the perspective of each group. This will help to identify the
problems being experienced by each group and may lead to an intelligent
compromise. Strategies for managing inter-group conflict are discussed
below.14

Control the Issues

Controlling the issues provides several ways for leaders and managers to de-
personalize conflict while analyzing issues and identifying particular aspects
of a conflict that are amenable to change. Typically, this strategy involves
problem-solving and compromise approaches to resolving conflict.

The first step in controlling the issues is to define the parties to a dispute.
As we noted, inter-group conflicts may be based on a personal conflict be-
tween group leaders or individuals. Also, when individuals or groups have a
personal conflict, they may easily find substantive issues about which they
can disagree. Defining the parties to a dispute separates personal conflicts
from substantive conflicts and individual conflicts from group conflicts. This
strategy refocuses the substantive conflict away from personal conflict and
often reduces inter-group conflict that may have become infused with issues
of personal conflict.

The second step in controlling the issues is to separate the issues (fraction-
ing) into their smallest component by breaking them down, much like finding
the lowest common denominator of a fraction. Professor Robert Miles de-
scribes this step as follows:15
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Fractionating conflict issues involves separating issues into their smallest com-
ponents and dealing with them separately in an attempt to make it easier to re-
solve major disputes. This approach helps to avoid stalemates by making it pos-
sible for one party to concede on one issue without feeling that it has lost the
entire contest. Piecemeal settlements also recognize that everything cannot be
done at once and permits progress in certain areas while other integral issues in
the conflict are still being worked on.

The third step in controlling the issues is to limit the strength and scope of
precedents. This step is important in creating an atmosphere that supports
compromise. When the groups or individuals involved in a conflict believe
that resolution of the conflict will set a precedent affecting future decisions,
the groups become much more rigid and uncompromising in their positions.
Reducing the strength and scope of any precedent in reaching a resolution
tends to increase each group’s flexibility in negotiations.

Physically Separate the Groups

Separating the groups involved in inter-group conflict may be possible when
the groups are not closely interdependent and when the conflict must not be
resolved immediately. However, physical separation does not resolve the con-
flict and can intensify it if separation simply allows opportunities for group
members to reaffirm or intensify their attitudes. Thus, it is important that
mangers and leaders actively maintain communication with each group and
reaffirm support for each group independently. When carefully handled, 
this strategy may temporarily defuse conflict by limiting interaction between
the parties and give them time to identify and address core issues that may be
amenable to compromise.

Require Intense Interaction

The strategy of bringing two groups together to interact openly and intensely
with each other may provide opportunities for members to confront their dis-
agreements, bring them to an understanding of one another’s perspectives,
find common ground, and exhaust their differences. This strategy may in-
volve frequent meetings between the groups or structured group activities that
are led by skilled group process facilitators. This approach is most effective
when both parties to the conflict have an incentive to resolve the conflict and
are committed to reaching a resolution without further escalation of conflict.
This strategy also requires and managers and leaders to support the group
process.
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Structure the Meeting Context

The strategy of structuring the meeting context lends itself to group problem-
solving and compromise approaches to conflict resolution by creating a neu-
tral place and time for conflicting groups to meet. Developing a meeting con-
text in which the groups meet on neutral ground away from the site of
confrontation is designed to re-balance the power between the groups and
eliminate distractions from the problem-solving process. The meeting context
is further defined by a specific time limit for discussions that is communi-
cated in advance to both groups. The awareness of time restrictions or dead-
lines may make the groups more inclined to agree on specific issues before
they can reach a resolution.

Facilitate Inter-group Dialogue

Facilitating inter-group dialogue is a strategy for moving groups away from
personal issues toward problem-solving approaches and compromise. This
strategy requires managers to mediate between groups by restating the issues
from each group’s point of view; encouraging reactions from group members;
and providing observations. A neutral facilitator is a positive force for conflict
resolution. The manager must also be able to sense when the groups are ready
to meet and confront their differences. Premature confrontation can intensify
the conflict and a tardy confrontation is also problematic.

SUMMARY

There are times when the values placed on individualism and competing rather
than cooperating may become unproductive and undermine an organization’s
competitive position. In resolving conflict, there may be opportunities for indi-
viduals and groups to perform better when they are cooperating rather than com-
peting. Leaders and managers alike must address conflict in their organizations
and resolve conflicts in order to ensure effective performance within their or-
ganizations. When managed effectively, conflict in an organization can be very
positive in bringing about change; whereas the absence of conflict may indicate
a stagnant or decaying organization. In some cases managers who are familiar
with operations are better suited to take formal steps to resolving substantive
conflict. In instances of personal conflict that threatens to become dysfunctional
in an organization, leaders with vision and skills in empowerment and commu-
nication can be very effective in resolving personal conflict.

When managed effectively, conflict frequently brings to the surface the real
issues, which can lead to innovation, improved working relationships, and a
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more efficient organization. The key to successful conflict management is
recognizing the differences between personal conflicts and substantive con-
flicts and persistently working to peel the personal issues away from the sub-
stantive ones. When purely personal conflicts cannot be resolved, the use of
performance counseling, buffers, reassignment, or physical separation can of-
ten diminish interferences with work group output.
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Of the many challenges faced by leaders and managers, managing change is one
of the most difficult. As we noted in chapter 1, one of the reasons leadership has
become so important in recent years is that the business world has become more
competitive and more volatile; and changes in organizational design, structure
and leadership are needed for survival in this new environment. Companies re-
organize to eliminate unneeded and unwanted operations and absorb smaller
companies through mergers and acquisitions, leading to change within the or-
ganizations. As organizational changes are implemented, tensions generated by
the new relationships are inevitable. Thus, before we can assess how change in
organizations can be led, we must first consider several questions: What factors
affect change in organizations? What are the types of change within an organi-
zation? What are some strategies to manage change in an organization? How do
leaders and managers differ in dealing with change?

This chapter discusses the differences between managers and leaders in
dealing with and resolving change. Managers view change in the organization
differently than leaders and this chapter explores some of those differences.
There are many excellent books written on organizational change that present
the basic theory and underlying principles of change, and it is not the intent
of this chapter to recreate that library of data or to present a tutorial on change
in the organization. However, in order to discuss the differences between
managers and leaders relative to managing change in the organization, some
basic information is needed in order to create a foundation for comparing the
differences between leaders and managers in how they deal with change and
to create a level playing field of basic knowledge relative to change in the or-
ganization for students in their study of leadership and how leaders and man-
agers react to changes in the organization.

Chapter Twelve
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THE CHANGING ENVIRONMENT

Business has changed, is changing, and will change. Global competition,
worldwide markets, new technologies, and the significantly different global
workforce have forced companies to become more aware of who they are,
where they are in respect to their competition, where they want to go in the
marketplace, and how they are going to get there. Mergers, acquisitions,
global competition, foreign workforces, and demands for new worker bene-
fits are all very visible in today’s news.

In view of the evolving global economy and the new, aggressive way com-
panies are doing business, competition is simply too severe for organizations
to continue to operate without changing, and organizations must change to
stay competitive with other organizations that have already adapted to these
global conditions. This leads to changing an organization to one that can com-
pete globally, reduce costs, invigorate the workforce, and survive in today’s
merger and acquisition arena. Companies that were once thought to be im-
pregnable are no longer in existence, having been bought out by other com-
panies only to be merged or acquired by yet other companies. Organizations
come into existence only to disappear a few years later when a “new” organ-
ization is created by a merger or acquisition. This continual change is always
done in the name of increased efficiency, to ‘streamline’ or ‘improve’ the or-
ganization, or simply to eliminate unneeded and unwanted operations. Per-
sonnel billets to staff these organizations are passed from changed organiza-
tion to the new organization, and organizational codes disappear and
reappear, resulting in a new organization that is not much more efficient than
the old organization. Montana suggests that the more things change, the more
they stay the same, meaning no change is final and a static course of action is
almost impossible to achieve.1

Montana describes change in the organization as a process of transforming
the way in which an organization acts from one set of behaviors to another,
which may either be planned or may be implemented in a random manner.2

George and Jones describe organizational change as the movement of an or-
ganization away from its present state toward some desired future state to in-
crease its effectiveness.3

The workplace, whether it is in industry, government, or non-profit organ-
izations is continually changing. Gibson, Ivancevich and Donnelly theorize
that the workplace will change dramatically in the next few years.4 Accord-
ing to their research, the average company grew in size up to the 1990s, and
some companies continue to grow even today; however, many companies
have become smaller, especially in manufacturing or production industries
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through mergers, acquisitions, downsizing, reengineering and other stream-
lining processes.

Certainly, the global marketplace and the changes in the way companies do
business are factors. The constantly changing requirements of customers
looking for better, cheaper, faster goods or services are a factor, but the rise
in technological advancements is also a factor as technology has eliminated
many routine jobs. Businesses are also increasingly outsourcing to suppliers
and subcontractors many tasks once performed in-house. There are many rea-
sons companies change their organizational structure and the list provided
above hardly covers the entire spectrum. The point is that organizations are
changing all the time and these structural changes impact employees, man-
agers and corporate executives. Thus, leaders and managers need to have both
training and experience in implementing changes in an organization as well
as dealing and minimizing the impact of changes in the organizational struc-
ture for employees within the company.

REASONS FOR CHANGE

There are many reasons for change in organizations, some of them external to
the organization and some internal to the organization.5 External reasons for
change are the factors external to the organization that bring about the need
to change. They include the need for different goods and services; changes in
the laws or regulations pertaining to the business; different customer require-
ments; changes in pricing structures; new competition as a result of a merger
or acquisition; new business opportunities; or simply changes in the market-
place. External factors also include economic forces that are at play world-
wide, such as the North American Free Trade Agreement (NAFTA), the emer-
gence of the European Union, and political forces that are constantly evolving
both within this country as well as globally.

Internal forces that cause change within an organization include the need
for a different organizational structure to accommodate changes in the busi-
ness; realignment of lines of control; and different human resource require-
ments. Internal factors also include forces such as an increase in foreign and
women employees, creating a demand for benefits and perks not seen before,
and changes in ethical standards as a consequence of business scandals, such
as that which occurred in the case of Enron Corporation.

No longer can organizations look within the boundaries of the United
States for competition or for their product sales; the marketplace has changed
to a global marketplace. The increased diversity of the workforce with more
foreign-born workers and an increase in women workers has forced compa-
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nies to consider childcare facilities, elder care facilities, union demands, flex-
ible work schedules, and benefits not seen before.

Researcher Kurt Lewin developed the Force Field Theory about organiza-
tional change, which hypothesizes that organizational change occurs when
forces for change strengthen; resistance to change lessens; or both occur si-
multaneously.6 According to the Force Field Theory, there are always two sets
of forces in an organization: the force to change; and the force to remain as
is. If both forces are balanced, the organization is in a state of inertia and man-
agers must find a way to overcome this inertia if an organization is to change.

When we talk about change in an organization, we are talking about
changes that affect people, and how managers and leaders manage that
change. Some organizations resist the need to change and can never seem to
get out of the state of inertia; yet some organizations change almost con-
stantly, never achieving this state of inertia. In many cases, to compensate for
these dramatic changes in the marketplace, and in some cases as a knee-jerk
reaction, organizations modify their organizational structures; some downsize
their workforces; and many outsource their routine functions all in an effort
to be more competitive. Some of the more significant changes in the work-
place include: revising or eliminating traditional organizational structures; re-
ducing or eliminating middle layers of management; consolidating work-
forces; increasing interest in alliances, mergers, and acquisitions; globalizing
operations; and increasing emphasis on reducing operating costs by reducing
benefits and employee perks.

In the face of this rapidly changing internal and external environment, lead-
ers and managers of successful organizations understand several factors: first,
change in the organization is necessary to keep pace with the competition, to
streamline operations and to reduce operating costs; second, the marketplace
is becoming more global and the organization must adapt to these changing
conditions; third, the workforce has certain needs and wants that must be con-
sidered in any changes to the organization structure; and fourth, any change
in the organization requires careful and resolute planning, communication,
and implementation. More than ever, leaders and managers of successful
companies have a keen awareness of the importance of managing change in
the workplace.

TYPES OF ORGANIZATIONAL CHANGE

The types of organizational change fall into two categories: evolutionary
change; and revolutionary change.7 Evolutionary change is gradual, incre-
mental and narrowly focused with a specific purpose in mind. Evolutionary
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changes are focused to carefully adapt, adjust or strategically accommodate
changes taking place in an organizational environment.

In contrast, revolutionary change is rapid, dramatic and broadly focused
change that results in new organizational structures, new goals, and new ways
to do things. It has repercussions throughout the organization. Revolutionary
change shakes things up and sees where things fall. It is a drastic move.

Two examples of evolutionary change are socio-technical systems theory
and total quality management.8 Examples of revolutionary change include re-
engineering, restructuring, and innovative technology advancements.9

Socio-technical Systems Theory

Socio-technical systems theory includes: changes in the technical way of do-
ing business, such as the systematic processes within a company; technical
improvements that create or eliminate tasks within a company, such as the 
replacement of a data processing center with new computer systems; and the
relationship of technical personnel, such as a group of computer technicians
organized as group for reasons of economy. In most cases, these changes are
needed to improve organizational effectiveness. The theory looks to change
tasks and roles within the organization to accommodate new technology that
strives to improve the organizational performance. Thus, managers must be
aware that, while changing the technical systems within an organization, con-
sideration must also be given to the social systems, so that group norms,
group support systems, informal working arrangements, and group cohesive-
ness are not disrupted.

Total Quality Management

Total quality management (“TQM”) is an ongoing effort to find new ways to
improve the quality of an organization’s goods and services. Total quality
management includes both internal and external processes within an organi-
zation and is a slow, but steady, process of changing the organization to the
TQM state-of-mind. It becomes an evolutionary process of slowly changing
the organization to a different business model.

Re-engineering

Re-engineering involves the fundamental rethinking and radical redesign of
business processes to achieve dramatic improvements in critical contempo-
rary measures of performance such as cost, quality, service and speed. Re-
engineering an organization requires planners to go back to the beginning of
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the company and at the lowest levels of the company and dissect each step in
the work process with a desired end result of throwing out the bad and keep-
ing the good.

At times, reengineering may be the best solution and the only way a busi-
ness enterprise can jump start its organization to become effective once again.
On the other hand, reengineering can be detrimental to some organizations
and has been found to actually force companies into survivorship. Read, re-
search and report carefully on the impact of reengineering before deciding.
Reengineering is not a new concept and has been around for many years, and
there are six distinct steps in reengineering an organization:10

1. Organize around outcomes rather than tasks. This implies a broader look
at the systematic process within the organization, instead of a task-by-task
or function-by- function review, which seems to favor leaders who have a
grand vision of what the organization should look like and how to get
there.

2. People who are closest to a process should be part of the process. Again,
this seems to favor leaders who may be more inclined to accept a more
participative style of decision making.

3. Have those who produce the information also process it, rather than have
it handled by a separate information processing function. This tracks with
the element above and is part of the participative management process
wherein followers or the workforce are part of the planning process and
the change process.

4. Make sure your competitive strategy is the right one. In this case, both
managers and leaders appear to be equally beneficial to the change
process. Leaders seem to have the big picture, but managers know what
needs to be done and the mechanics of actually doing it.

5. Top management should lead the effort. This is where both leaders and
managers excel. Leaders are best suited to develop the overall vision of
where the organization is, where the organization needs to go, and how the
organization is going to get there in broad terms. A manager is best suited
to actually implement the changes. Managers do best in developing budg-
ets; planning the actions; and assigning resources.

6. Generate a sense of urgency. While managers communicate with the
workforce, leaders can excite the workforce and generate the support for
change needed in drastic reengineering efforts. Generally, leaders seem to
be able to communicate the urgency better than managers; but not always.

It is important to note that reengineering is a formal step-by-step process more
favored by managers than leaders. Leaders would be best suited to communicate
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the need, present the vision and solicit support from the followers, but managers
are best suited for the step-by-step process needed for reengineering.

Restructuring

Where re-engineering is a process begun at the base and worked up the cor-
porate organization ladder, restructuring begins at the top and is forced down
the organization. Restructuring is changing the organization to “adjust” to a
particular situation without the drastic reengineering process. In this case, or-
ganizations try to streamline the organization by eliminating certain groups,
departments or divisions, taking the work done by those groups and dividing
it among the surviving groups. In some cases, routine or administrative work
would be “outsourced” to other companies. Instead of doing the routine func-
tions “in house,” they are outsourced to other companies. In many cases, re-
structuring is called downsizing or rightsizing. This change can be drastic and
have a great impact on the workforce as well managers and leaders. Trying to
minimize the impact of downsizing can be difficult and even impossible.

Technology Innovation

Advances in technology have created other revolutionary changes in the or-
ganization. With the advent of technological improvements, some companies
are permitting employees to work at home and connect to the workplace
through the Internet, bringing an entirely new set of problems to the manager
or leader. What control measures can be enforced to insure productivity?
What benefits and perks are awarded to stay-at-home workers? What measure
can be enforced to ensure continued team play among workers? Advances in
technology have also permitted companies to restructure (or downsize) cor-
porate headquarters with the ability to communicate with and network with
remote satellite offices, both in the United States and abroad, almost as
though the satellite office is in the same building. Most research indicates the
business world has not seen the end of technological innovations, and more
advances in technology will create even more organizational changes, which
will require managers and leaders to be even more innovative.

CHANGE IN THE ORGANIZATION—TODAY

As companies change, the organizational structures have become flatter, re-
flecting a more horizontal division of labor based on employee knowledge
and expertise specialties, and replacing the more vertical division of labor.
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This follows the removal or elimination of layers of middle management seen
throughout industry today, no matter what the business specialty. Technology
has also enabled organizations to assume a network structure where an organi-
zation is linked to suppliers and customers via computers and telecommunica-
tions. In some newer organizational structures, the organization staff becomes
the network’s hub or center, outsourcing many activities to those who are a part
of the periphery of the network and the organization itself conducts only those
activities which constitute its core competencies. These changes may well ren-
der the traditional organization chart as a thing of the past.

Today, specialists with narrow expertise—such as engineers with special-
ties in certain fields, finance and accounting specialists, merger and acquisi-
tion specialists, and many staff functions—may well be the largest segment
of the workforce. Advances in technology and the exponential growth of sci-
entific knowledge are two of the reasons for the increase in the number of
highly specialized jobs. New technologies have also created brand new,
highly technical and very specialized jobs revolving around the rapid rise of
the computer technology. The growing numbers of specialists in organiza-
tions requires a new type of manager or leader: a coordinator of sorts who is
able to bring together specialists—who tend to be focused people who may
not be able to see the big picture perspective of a problem—and manage them
to work well together and solve problems. These changes in the organization
structure require managers with leadership skills in adapting organizational
structures to meet emerging requirements and business opportunities.11

CHANGES IN THE WORKPLACE—THE NEXT DECADE

As organizations continue to downsize, streamline, or restructure to meet
changing business opportunities, companies will probably shrink in size, em-
ploy fewer people with specialized skills and continue to outsource many rou-
tine and administrative functions. The marketplace has changed in the United
States with more service connected companies replacing hard manufacturing
companies. The primary steel industry is now based in Japan. That is not to
say there isn’t some steel production in the United States, but the predomi-
nance is now in Japan, leaving the United States to buy steel from Japan, in-
stead of producing the needed steel here. Further, technology is a major fac-
tor as computers have eliminated many routine jobs. For example, the use of
electronic databases has eliminated the need for data clerks, as managers can
now directly access the information and directly communicate with each
other via electronic mail. Businesses (or primes as they are called) are also 
increasingly outsourcing many routine tasks to suppliers and contract firms.
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There is also the sense that innovation and knowledge-type activities and em-
ployees seem to thrive in smaller firms, thus creating an incentive for new or-
ganizations to begin small and stay small. Companies have also discovered
that the high cost of layers of management cannot be justified in today’s econ-
omy. So layers of management are being eliminated, and the remaining man-
agers are being asked to do more with less. Work will become more team-
based. Companies are moving to team-based management. This means jobs
will be designed, and people will be managed, appraised and rewarded on the
basis of teams and teamwork—what the team has done or failed to do. This
will lead to another change in the type of manager required: one who is much
more adapt at understanding and managing work team dynamics.12

As the workplace changes, companies also change. Successful managers must
constantly be aware of the environment in which they operate and make appro-
priate change. To remain competitive in this complex environment, managers
must be able to adapt rapidly, recognize the need for change, communicate that
need to change to the workforce, and then implement the appropriate change. As
we have seen, many organizational redesign efforts in business today involve
making changes, refinements and adjustments to a structure that already exists:
eliminate a management layer and combine two departments here, conduct a re-
duction in force there, transfer one department to another division, and so on.
However, when that fails, organizations turn to more radical approaches to or-
ganizational redesign—approaches such as re-engineering that throw out the
current structure and evaluate or assesses how work is done and what organiza-
tion structure is needed to accomplish that specific work. Whatever the process,
change in the organization is inevitable and is going to take place whether we
like it or not. The trick here is how to manage change, to lessen its impact on the
resources of the organization and its employees.

RESISTANCE TO CHANGE

Change in organizations is difficult simply because employees become com-
fortable with the existing lines of responsibility and the process systems
within the organization and because change implies something different and
unknown. Change in the organization tends to create fear and resistance in the
workforce. The unknown is what scares employees and causes stressful situ-
ations sometimes impacting on performance and efficiency. Change implies
the future and the unknown resulting in a reaction within the workforce. A
law of nature is appropriate here: each action produces a reaction. In this case,
the action to change causes a reaction within the workforce. Whether that reac-
tion is good or bad depends on the leaders of the change.—How is change an-
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nounced? How is the change managed? How is the change communicated to
the workforce?—Most people favor the business as usual approach and change
becomes a threat to the status quo within the organization. It requires dynamic
leaders and managers to become agents of change in the organization.

People resist change for two basic reasons: change is perceived to be a threat;
and detailed knowledge about the change is frequently not made available.
Both of these reasons fuel uncertainties about the future. Change can be threat-
ening for many reasons. One of the most common is insecurity. Change, par-
ticularly if it is directed from above, often carries a subtle message.—‘Things
have not been right in this area, and that’s why we are changing the environ-
ment in which you must operate.’—That message can be quite threatening.

Change also threatens a person’s ability to control one’s environment, par-
ticularly when the change is directed from above. In most organizations, an
informal organization exists along with the formal organization. Subordi-
nates, not managers, control the informal organizations, and they will work
vigorously to maintain it. When a proposed change in the formal organization
also threatens the informal organization, subordinates naturally feel threat-
ened. When one realizes that most work gets done through the informal or-
ganization, the reasons to minimize perturbations to it are obvious.

A feeling of insecurity often exacerbates the threatening aspects of change
and any proposed change threatens this equilibrium. Individuals in the or-
ganization who were doing good work prior to the change may also feel
threatened. If they had advanced as a result of a good relationship with an old
manager, the change to a new manager may make them wonder if they will
be `able to establish a similar relationship with the new manager. If the pro-
posed change is a change in operations, such as a change in the direction or
focus of marketing efforts, or a change in focus from engineering to services,
or vice versa, the individuals responsible in each of the affected departments
will feel threatened. Job security seems to be the bottom line.

One of the main reasons for resistance to organizational change is a lack of
knowledge concerning the need for change. In most cases, employees just
have not been told about the need to change and the organizational implica-
tions of not changing.

While the need for change may be considered essential to the survival of a
business, resistance to change is prevalent and is one of the toughest problems
faced by managers. People just seem to naturally resist change—and for good
reason. When change is poorly managed, it can cause irreversible damage, in-
cluding loss of productivity, morale, and motivation. Fortunately, effectively
managed change can also provide enormous benefits. One obvious benefit is
responsiveness to a shifting business environment. An important part of the
planning process is risk assessment. Many of the risks inherent to the change
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will have been identified by you and other affected parties, but there will
probably be other risks. There have been many proven methods for changing
the business operation. Well-managed change can also produce remarkable
productivity and morale improvements. While resistance to change can never
be completely eliminated, it can be effectively managed.

UNDERSTANDING CHANGE MANAGEMENT

How do managers and leaders approach change management? And what is
change management? Kurt Lewin warns that the resistance to change by the
workforce can sometimes force an organization quickly to revert back to the old
organization and old ways of doing business. Thus, Lewin describes managing
change as a three-step process: unfreezing the organization from its present
state; making the change; and refreezing the organization in its new state.13

George and Jones approach change management through a process they
call action research, which is a strategy to generate and acquire knowledge
that managers can use to define an organization’s desired future state and to
plan a change program that allows the organization to reach that state.14 Ac-
tion research is a five-step process: 1) diagnosing the organization; 2) deter-
mining the desired future state; 3) implementing the action; 4) evaluating the
action; and 5) institutionalizing action research. Our focus on the roles of
leaders and managers addresses the first three steps.

Diagnosing the Organization

Managing change in an organization is very similar to problem solving. Di-
agnosing the organization is in effect determining the scope of the problem.
In problem solving, the first step is to define the problem, understand all as-
pects of the problem, and examine the parameters of the problem. For before
we can begin solving the problem, one must understand the problem, define
the problem, thoroughly understand what the problem is and what it is not.
Look at the problem from all angles, and examine everything there is to know
about the problem. Change in the organization has similar steps. One must
first determine the scope of the problem: what is involved; who is involved;
what is the impact of this change; when is the best time to implement this
change; why are we changing? This first step separates the symptoms from
the problem and begins to assess desired outcomes. What are the symptoms
of the problem? What do we want to happen? What are the outcomes desired?
The more detailed this becomes the better the leader can thoroughly and com-
pletely understand the problem or the need for change and how to go about
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solving the problem. It is essential that managers know their organization
well enough to assess their organization’s capabilities compared with the
global marketplace and economic conditions. This implies a thorough and in-
depth understanding of the internal and external forces that impact the organ-
ization and its resources. Managers must also be aware of changing customer
requirements, increases in foreign competition, and mergers and acquisitions
of companies within the industry in order to know when to institute strategic
changes.

Determining the Desired Future State

The second step is to determine the future state of the organization. Some re-
searchers describe this as developing a list of alternatives. In today’s complex
business environment, simple solutions are usually not the answer. Organiza-
tional leaders often see the larger picture and can communicate the need for
change, the path to change and the end result of the change: here is where we
are, this is where we want to be, and this is how we are going to get there. By
getting followers to buy into the leaders’ conceptual ideas, the adverse reac-
tion to change can be minimized. Workers want to know: what am I supposed
to do? how does this affect me? what role do I play in the new organization?

Like problem solving, developing a list of meaningful alternatives and an-
alyzing each alternative by workforce participants ensures the workforce has
a “say” in the decision making process and makes the workers feel they have
contributed to the decision. Leaders instinctively understand the need to have
followers accept the decision to change and cannot only visualize the end re-
sult but can also communicate that state to followers.

Implementing the Action

Implementing the actions in order to achieve the desired future state requires
change agents: external change agents; and internal change agents. External
change agents are outside consultants who are experts in managing change
and assisting the organization with making the change: developing new orga-
nizational structures; diagnosing system process within the organization; and
realigning personnel billets are all functions of an external change agent. In-
ternal change agents are managers within the organization who are knowl-
edgeable about the situation to be changed. Managers with the background
and skills are “detailed” to work on the changes from within the organization.
Both types of change agents have various pros and cons. External change
agents can be viewed as not having enough knowledge about what the com-
pany does to make effective and efficient decisions, especially if your group
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is eliminated or merged with another group. Internal change agents can some-
times be viewed as politically motivated and they somehow end up with very
good jobs when the organization is changed and completed. You can imagine
many other pros and cons for each type of change agent.

In most cases, managers are far better suited than leaders to actually im-
plement changes. Managers routinely accomplish the numerous action items
necessary for change to occur: creating budgets; planning for resources to be
committed; and conducting planning meetings. Leaders tend to not become
mired in the details, whereas managers live in details.

MAKING CHANGE LESS THREATENING

According to Kotter and Schlesinger, most organizational change efforts tend
not to be completely successful.15 In the cases they studied, change efforts often
took longer than expected and desired; they sometimes killed morale of the
workers; often cost more than originally intended; and resulted in emotional up-
heaval of the workforce. Some organizations that badly needed change refused
to enter into organizational changes because of the fear of employee discontent
and upheaval. However, when leaders consider and correctly diagnose resistance
to change and deal with that resistance up front, change in the organization tends
to be more successful. Again, because leaders can visualize the impact, assess
the need, communicate the path, and include followers in the decision making
process seems to minimize resistance to change.

While there are different forms of change management, one approach to
implementing change that has been noted with consistency is to make the
need for change understood and, thus, making change less threatening. This
involves a six-step process:16

1. Identify the need for change;
2. Identify the parties affected;
3. Communicate the need for change;
4. Solicit comments;
5. Develop the plan for change; and
6. Monitor the change and adjust as required.

Identify the Need for Change

Change in the organization should only be initiated in response to inabilities
or inefficiencies in meeting organizational requirements. If the organization
is not meeting operational requirements, the people who are responsible for
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meeting them need to be made aware of that fact. Unnecessary change is
probably one of the more frustrating things managers and subordinates have
to deal with in the business environment. If the individuals affected by change
are unaware of the reasons why change is needed, it is easy to assume the
change is frivolous. The need for change has to be real, and it has to be known
to those it will affect. One of the best ways to identify the need for change 
and simultaneously get a head start in communicating information about 
the change is to enlist the assistance of the people who will be affected by the
change. In order to enlist this assistance, though, one needs to first determine
who will be affected.

Identify Affected Parties

Identifying the people who will be affected by change is perhaps the easiest
part of the change management process. Start with the reasons why change is
necessary. Often this is not as apparent as it seems. The real reason for non-
performance in an organization may be caused by inefficiency in a totally dif-
ferent organization that the first organization is dependent on. The primary
concern for the manager is to ensure the root of the problem has been dis-
covered, and not react to what is apparent on the surface. Once the manager
is confident that all the persons/organizations are identified, and then a plan
for change can be initiated.

Communicate the Need for Change

Once all parties potentially affected by the change are identified, a meeting to
discuss the need for change is in order. Some judgment will be required here,
particularly when dealing with larger groups. As a manager, though, you would
probably do well by convening all of the people in your group to discuss the
need for change. This need should be identified in clear and non-threatening lan-
guage. Explain the reasons why you believe change is required, but keep it non-
personal. Do not identify what the change will be; only that change is required
to better allow your group to meet its commitments.

At the same time you meet with people, it would be a good idea to ask them
who else might be affected. Initially, you may not want to meet with every-
one. For example, if it appears a termination might be a necessary part of the
change, you probably would not want to include the person likely to be ter-
minated. In most cases, though, you should meet with everyone, or represen-
tatives of everyone who will be affected. This is important because it greatly
enhances the probability that all objections to any proposed change will be-
come known; and if you know about the objections, you can take steps to 

Leadership and Change 99



alleviate them. This is an area in which leaders excel: communicating the
need for change; and getting the workforce to support the changes.

Solicit Comments

After the need for change has been decided, it is always wise to ask for com-
ments from representatives of the workforce. After all, who knows best about the
intricacies of the tasks than the people who actually perform the tasks? By ask-
ing for assistance in identifying what the change could be, and how it might be
effectively implemented, the workforce is brought into the change process and
some resistance to the change can be reduced. Making the affected people part
of the solution, instead of part of every problem, can establish a sense of own-
ership in the development of the change. The workforce and affected people may
more readily accept the change and find it to be less threatening.

Develop a Plan for the Change

After identifying a need for change and soliciting comments from the right
people, plan how best to implement the change. There are many things to con-
sider and an in-depth complex plan is needed. In this case, managers may be
best suited for this detailed work because there are many requirements to con-
sider, such as budgets needed to implement the change, resources that need to
be allocated to the change, and the aftermath of the change that involves
members of the workforce that may be let go as a result of the changes. The
management team needs to review the requirements for change and determine
if they can be satisfied while simultaneously incorporating the organization’s
goals and objectives.

Monitor Change and Adjust As Required

Once implementation of the change is underway, the management team needs
to closely monitor the progress against the plan. If unforeseen problems de-
velop, modify the plan accordingly.

SUMMARY

Change is difficult but organizations are going to change for many reasons:
to meet operational deficiencies, such as bloated middle management layers;
to compete in the global marketplace and adjust to changing social character-
istics of the workforce; and sometimes just to streamline the organization and
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improve efficiency and effectiveness. How these changes are introduced,
communicated and managed becomes a challenge for any leader or manager.
Most people and organizations become comfortable with the ways things
are—the status quo. Business as usual implies comfort, ease, and habitual
routines. Change is difficult and brings uneasiness to the organization. The
concept of change encompasses the unknown, the future, and something dif-
ferent. Thus, resistance to change occurs like a physical reaction, where one
force causes another force. The move to change can bring about a move to re-
sistance and eventual conflict in the organization.

The approach to change is the organization is handled differently by lead-
ers and managers. While managers may be more in tuned with the actual
mechanisms of change simply because of characteristics such as attention to
detail, comfort with numbers and figures, and organizational systematic
processes, leaders often have a more visionary sense of the organization and
are better at communicating the need for change, again, simply because of
their characteristics. Leaders can and do affect change in the organization. By
recognizing and diagnosing resistance to change, leaders can minimize the
fear that workers have when change in the organization is announced. By
managing fear of the unknown, communicating the need for change, enabling
workers to participate in the decision process, creating a smooth transition
path to the new organization structure, and reducing the fear of the unknown,
leaders can successfully manage change in the organization by communicat-
ing the vision, the path, and the end result to the people most affected by
change in the organization—the workforce.

NOTES

1. Montana, Management, 348.
2. Montana, Management, 348.
3. George, Understanding, 567.
4. Gibson, Organizations, 10th ed., 445.
5. George, Understanding, 567–70.
6. Kurt Lewin, Field Theory in Social Science, (New York: Harper & Row, 1951),

cited by George, Understanding, 573.
7. George, Understanding, 574–79.
8. George, Understanding, 574–75.
9. George, Understanding, 574–81.

10. George, Understanding, 577–81.
11. Gibson, Organizations, 9th ed., 472–73.
12. Montana, Management, 348–57; Gibson, Organizations, 9th ed., 452–72;

George, Understanding, 565–85.

Leadership and Change 101



13. Kurt Lewin, Field Theory in Social Science, (New York: Harper & Row, 1951),
172–74, cited by George, Understanding, 581.

14. George, Understanding, 581–83.
15. John P. Kotter and Leonard A. Schlesinger, “Choosing Strategies for Change,”

in Managing People and Organizations, ed. John J. Gabarro (Boston: Harvard Busi-
ness School Publications, 1992), 397.

16. Gibson, Organizations, 10th ed., Instructor’s Manual, Lecture Resource
Guide, eds. Courtney Hunt, Monty Lynn, and Terry Gaston, IM161, LRG 359.

102 Chapter Twelve



103

As you complete research in any line of work or study, it is appropriate to
document your findings and conclusions based on the data you have gathered.
Our study of leadership finds that concepts of leadership are continually
changing as new leaders emerge. Based on the research and material gathered
from various sources, the evolving nature of leadership is well documented.
Trying to define leaders and leadership and arrive at a neat package that de-
scribes all leaders is difficult for many reasons; but, most importantly, we find
that as the circumstances that define leadership change, so do the leaders who
emerge to meet new challenges. Thus, theories describing leaders and leader-
ship are evolving and no single theory occupies a definitive place or holds a
definitive view. Moreover, no single set of traits fully describes the people
who emerge as leaders, as leaders possess unique personality characteristics,
backgrounds, and education. Yet certain characteristics are prevalent among
leaders: energy; vision determination; ambition; and tenacity.

Thus, our study of leadership in organizations can be summarized in terms
of continuity and change in the concepts, definitions and theories of leader-
ship that are presented in this book. In this first of three books written prima-
rily for distance-learning students in online undergraduate and graduate pro-
grams, we note that the body of research supports two general findings: first,
leaders are different from followers; and second, leaders are also different
from managers.

As definitions of leadership have evolved, a consensus has emerged with
respect to criteria and concepts of leadership. The research on leadership sup-
ports three propositions: leadership involves some form of influence; some
leadership skills can be acquired through education, training and experience;
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and leadership is complex and involves relationships among leaders and fol-
lowers in a given situation.

Early theories of leadership attempted to identify the various traits that dis-
tinguish leaders in organizations, and to delineate the characteristics that at-
tract followers to some leaders while they choose not to follow others. Al-
though experts still disagree as to the characteristics and traits that distinguish
successful and popular leaders, one thing is clear: for leadership to exist, fol-
lowers must have the freedom to choose to follow the leader, freely and will-
ingly. Without this factor, there can be no leadership.

Subsequently, behavioral theories and situational theories attempted to de-
fine styles of leadership based on alternative approaches to managing tasks
and people. Yet trying to determine a leader’s response to various situations
based on a one-or-the-other leadership style or approach to leadership simply
did not adequately account for all of the complex factors that comprise lead-
ership and leadership approaches in the cases and organizations that were
studied. These earlier theories and the studies upon which they are based
were, nonetheless, formative in leading the way toward more complex theo-
ries of situational, transactional and transformational leadership.

In addition to these theories, charismatic leadership remains particularly
difficult to describe or study empirically. How or why some leaders have
charisma and others do not is still a mystery. Moreover, it remains unan-
swered what it is that enables followers to perform over and above the ex-
pected when asked to perform by a charismatic leader. Charisma remains that
magnetic appeal that some leaders have that attracts followers to accomplish
what they would not otherwise be able to accomplish. Thus, the definitions of
charisma and theories of charismatic leadership are more nebulous than def-
initions and theories of behavioral, situational, transactional and transforma-
tional leadership.

Finally, most of the differences between leaders and managers stem from
their respective approaches to their primary functions within an organization.
Both leaders and managers have important roles in businesses, industry, and
government today. Some of the most successful companies need management
more than they need leadership. These organizations are successful because
of the functions performed by skilled managers who know how to plan,
schedule, budget, control, staff and operate the largest and most complex
companies in the world. On the other hand, in the current environment of
globalization and rapidly developing technologies, organizations increasingly
need leaders with vision and strategic insights in order to remain competitive
and achieve their goals. Based on the demands of this rapidly changing and
highly competitive global environment, leaders, by virtue of their character-
istic vision, are increasingly becoming agents of change within their organi-
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zations. Leaders also have particular strengths in redirecting conflict in situ-
ations where personal differences get in the way of seeing the big picture.

While the study of leadership is ongoing, the continually changing and
evolving nature of leaders and leadership makes it an exciting area of study.
Hence, our particular exploration of leadership in organizations will continue
as we examine the concepts and theories of strategic planning and organiza-
tional design in the two subsequent books in this series.
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In the course of my doctoral studies, I discovered a practical guide to every-
day leadership in organizations in Frank Pacetta and Roger Gittines, Don’t
Fire Them, Fire Them Up: A Maverick’s Guide to Motivating Yourself and
Your Team (New York: Simon & Schuster, 1994). Pacetta was the District
Manager of the Cleveland Sales Office of Xerox Corporation in 1988, when
his district was at the bottom of Xerox’s national organization in terms of
sales and performance. Within a year, Pacetta turned it around, making Cleve-
land first in the region and fourth nationally out of sixty-five sales districts.
Don’t Fire Them, Fire Them Up is an excellent source of leadership principles
and techniques and describes how to build a successful and winning business
team. It focuses on how to develop trust, create loyalty, generate enthusiasm
and excitement, and build an organization—skills that leaders need to culti-
vate. It is exciting to read and, more importantly, sets forth leadership princi-
ples based on examples taken from the practice of leadership in organizations.
The author’s practical approach has earned him a following among my stu-
dents in classes on leadership. I highly recommend the book for its practical
applications of leadership in organizations.

A book that speaks to my own management style is Jack: Straight from the
Gut, by Jack Welch, former CEO of General Electric Corporation, and John
A. Byrne, published by Warner Business Books in 2001. Jack: Straight from
the Gut is written in a casual and straightforward ‘tell-it-like-it-is’ style that
is part autobiographical and part leadership advice. Welch’s story relates his
family origins and his early career at General Electric Corporation, where 
he began his career as an engineer in the 1960s, to the implementation of
leadership philosophies such as “Six Sigma.” Along the way, the author dis-
cusses business situations from his tenure at the top of GE, mentioning both
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his successes (such as his e-business strategy) and his failures (such as his
purchase of the Kidder Peabody Company). Jack: Straight from the Gut is a
book that will fascinate business leaders as well as readers interested in the
General Electric story. Welch keeps the reader entertained with interesting
business stories, while also sharing many of his business practices that
worked for him over the years, including weeding out non-performers—a
practice too many non-leaders fail to do.

“Chainsaw” Al Dunlap (his nickname, not mine) was battle tested in the
military before transferring his skills to underperforming companies, turning
them around into world-class competitors. In Albert J. Dunlap and Bob An-
delman, Mean Business: How I Save Bad Companies & Make Good Compa-
nies Great (New York: Random House, 1996), “Chainsaw” Al presents his
colorful personal history and describes the leadership techniques that led to
his success in turning around companies that were on the downhill slide.
While you may or may not like “Chainsaw” Al’s methods, you have to give
him credit for major turnarounds in companies.
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