Chapter 10 – Leadership 

RECAP OF MOTIVATION THEORIES 
… what motivates people to put in lots of effort at their jobs? 
McClelland’s Need Theory: 
· Achievement, power, affiliation 
Job Characteristics theory: 
· Job characteristics  critical psychological states Work outcomes 
Expectancy theory 
· Motivation determined by expectancy-to-performance beliefs, performance-to-outcome beliefs, personal valence of outcomes
Self-determination theory
· Extrinsic vs. intrinsic motivation; continuum of motivation

LEADERSHIP 
Videos: Dead Poet’s Society & Martin Luther King Jr. 

WHAT IS LEADERSHIP? 
· Leadership as a social construction (ie – ask group members to define it) 
· Longitudinal study on charisma of leaders and organizational performance
· Sampled executives’ perceptions of CEO charisma, recorded organizational performance before and after survey
· Leaders seen as more charismatic if  
· Evaluations of leadership charisma

Leadership as emergence/influence:
“The influence that particular individuals exert on the goal achievement of others in an organizational context” 
· Involves  
· Elicits  
· Leads to purposeful and goal-directed behaviour

Leadership as effectiveness:
· Successful long-term performance of leader’s work group or subordinates
…contrast with …
· Abusive leadership: “when individuals in a formal leadership role act aggressively toward their employees” (p. 287)

LEADERSHIP: KEY INDIVIDUALS CAN MAKE A DIFFERENCE 
Effective Leadership: 
· Motivation 
· Creativity 
· Job Performance 
· Greater citizenship, less turnover 
· Better performance at group/team and organizational level 
· Occupational health and safety 

Abusive Leadership: 
· Physical (higher stress, lower cardiac regulation, heightened risk of cardiac death) 
· Psychological (anxiety/depression/helplessness, lower job and life satisfaction, more work-family conflict) 
· More perceived injustice, lower levels of commitment 
· Greater retaliation and aggression toward supervisors 
· Greater use of sick time 

WHAT MAKES A GOOD LEADER?!
Theories of leadership… 
· Great man theory 
· Trait theories 
· Behavioral theories 

… overarching theme: search for the major characteristics that distinguish effective leaders from others

Great Man/Woman Theory: 
· “great leaders are born, not made” 
· Understanding leadership =  
· No longer mainstream theory, but idea still resonates

Trait Theory 
· Focused on identifying physical or psychological characteristics associated with effective leaders
· Physical … E.g., height, attractiveness/appearance
· Skills/Competencies: 
· Intelligence, integrity and honesty 
· Newer research: some of these traits are more consistently related to 
· Big 5 personality 

Behavioral Theories:
Intent was to identify specific behaviours that characterized effective leadership
· Ohio State Leadership Studies: multiple surveys on thousands of leader behaviors, found 2 general categories 
· 1. Initiating structure: defining, organizing, structuring work situation 
· E.g., assigning specific tasks, meeting deadlines
· 2. Consideration: showing concern for feelings, attitudes, and needs of followers
· E.g., bolstering workers’ confidence, valuing their inputs & opinions
· Supper evidence from meta-analysis 
· Initiating structure strongly correlated w/ 
· Consideration more strongly correlated w/ 
· Limitations/Contradictory evidence: 
· Effective leadership does not depend on high levels of 
· Difficult to make firm predictions about leader behaviors and specific work outcomes in 

Contingency theories: 
… OVERARCHING THEME: different leadership styles may be more effective under different conditions 

FIEDLER’S CONTINGENCY THEORY 
· Task-motivated leaders expected to be most effective in extreme situations
· e.g., crises, natural disasters, chaotic situations with little structure
· Relationship-motivated leaders expected to be most effective in moderately favourable/stable situations

… Supportive evidence: 
· Good support for idea that different leadership styles 

… Limitations/contradictory evidence: 
· ??? style/situation combinations are most effective 
· some contingency theories (eg – path goal theory ) 

“relationship” theories… 
OVERARCHING THEME - illustrate how relationship between leader and target(s) affect outcomes

Leader-Member Exchange (LMX) Theory
· Key prediction: quality of leader-member relationships (liking, loyalty, support, trust) predict outcomes
· Sample items from LMX questionnaire:
· “How well does your leader (follower) understand your job problems and needs?”
· “Do you know where you stand with your leader (follower) . . . [and] do you usually know how satisfied your leader (follower) is with what you do?”

Strengths: 
· Addresses relationship dynamics—leaders and supporters affect each other
Supportive evidence: 
· High-quality relationships associated with greater employee commitment, satisfaction, performance
· Low quality more likely to result in retaliation against leaders
Weaknesses: 
· Leaders and members disagree on 
· Little guidance on how to 

Contemporary Theories: 
· No overarching theme 
· Typically integrate aspects of trait, contingency, and relationship theories 

Transformational Leadership Theory
· Distinguishes between transactional and transformational leadership behaviours
· Transactional leadership: leader-member relationship is based on some sort of exchange or “transaction”
1. Laissez-faire 
· Non-responsive to followers; essentially “non-leadership”
2. Management by exception 
· correcting workers’ mistakes or failures in an active or passive manner
3. Contingent reward 
· set clear goals & provide both positive and negative feedback as needed

Effects of transactional leadership: 
Laissez-faire & management by exception:
· less job satisfaction, less positive ratings of leaders 
· lassiez-faire + positive management bu exception  detracted from workplace safety 
Contingent reward: 
· ? 
Transformational leadership: behaviours that go beyond level of transactions to result in higher levels of performance
· leader changes values, beliefs, and attitudes of followers that stimulates high performance activities


Four components of transformational leadership:
1. Idealized influence – creating shared mission based on what is right for followers and organization
2. Inspirational motivation – inspire followers to do more than they thought possible
3. Intellectual stimulation – encourage employees to think for themselves
4. Individualized consideration – pay attention to followers as individuals

· Perceptions of transformational leadership predict… 
· Better individual, team, and organizational performance 
· Greater satisfaction with jobs and leaders 
· Weaknesses/New directions of transformational leadership… 
· Potential risk: ? Can be alleviated by 
· Transformational behaviors may be more effective in some situations than others 


ARE LEADERS BORN OR MADE?!
Nature vs nurture 
Minnesota twin studies… 
· Compared characteristics of identical, non-identical twins raised in same household or different environments
· Identical twins share more genes than fraternal twins or siblings
… Results of twin studies: 
· Twins tended to hold 
· Leadership position was predicted by ? more so than ? 

Leadership and environmental factors: 
FAMILY EXPERIENCE: 
· loss of parent at early age can lead to taking responsibility, which can aid in successful leadership
· Parental warmth (positively) and control (negatively) associated w/ leadership 
Parents as models… 
· Leaders report modeling their behaviour after their parents
· athletes who reported their parents showed transformational leadership were themselves perceived as transformational leaders by others


CAN LEADERSHIP BE TAUGHT? 
… Leadership intervention studies 
Experimental group – participants who received training

Control group – who don’t receive/are wait-listed for training, matched controls 

… Typical results: 

HOW DO EMPLOYEES PREFER TO BE LED?

COMMON INFLUENCE TACTICS 
“Hard” tactics:
· Silent authority
· compliance because of the requester’s legitimate power as well as target person’s role expectations
Information control
· when people with centrality control/withhold information
Upward appeal
· when someone with higher authority/expertise is called on to support influencer’s position

Soft” tactics:
· Persuasion
· use of facts, logical arguments, or emotional appeals to change another person’s beliefs or attitudes
Exchange
· promise of benefits or resources in exchange for target person’s compliance with your request
Ingratiation 
· attempt to increase liking by flattering, or highlighting similarity with a target person 


… Generally, people prefer 
However, this may be influenced by 
· Participative leadership seen less in cultures with higher levels of power distance
· Ingratiation more present in Canada than Hong Kong
· Transformational leadership not necessarily universal

SUMMARY OF LEADERSHIP RESEARCH 
· What we have learned about effective leadership … 
· Involves a concern for 
· ? 
· exceptional leadership is more than 


LEARNING OBJECTIVES 
· What is “leadership”? Is “leadership” real? 
· Describe how “leadership” has been defined and measured. 
· Explain how effective leadership can affect organizational AND individual employee outcomes
 
· What is abusive leadership? How does it impact employees?
· Define abusive leadership. Distinguish this concept as a type of negative leadership.
· Explain the organizational consequences of abusive leadership
· Explain the physical and psychological consequences of abusive leadership on employees
 
· What makes a good leader?
· Accurately describe the relation between leader charisma and organizational performance
· Describe how each of these theories have described and predicted the processes of effective leadership:
· Great man theory
· Trait theories
· Behavioural theories
· Fiedler’s contingency theory 
· Path-goal theory
· Leader-member exchange theory
· Transformational leadership theory
· Evaluate the evidence for each of the above theories.
· How do employees prefer to be led?
· Describe the nature of common influence tactics used by leaders/co-workers
· Discuss research on the type of influence tactics that employees/subordinates prefer
· Are leaders born or made?
· Accurately describe the research findings from studies that have examined genetic and environmental influences on leadership
· Accurately describe the research findings from studies that have examined the impact of leadership interventions/training 
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