CHAPTER 2
· Trait approach = first systematic attempts to study leadership
· mid 20th century – trait approach challenged 
· “great man” theories (characteristics possessed by social, political, military leaders_
· Stogdill – an individual does not become a leader solely based on traits Process must be relevant to situations in which leader is functioning (no consistent set of traits differentiated leaders)
· Survey 1: intelligence, alertness, insight, responsibility, initiative, persistence, self-confidence, sociability
· Survey 2: drive, persistence in pursuit of goals, risk taking, willingness to accept consequences, willingness to tolerate frustration, ability to influence other people’s behaviour (all from the situation)
· Charismatic leaders: self-monitoring, engagement in impression management, motivation to attain power and self-actualization
· MANN: certain traits can be used to distinguish leaders from non leaders 
· 6 traits: intelligence, masculinity, adjustment, dominance, extraversion, and conservatism
· LORD ET. AL: reassessed MANNs findings using meta-analysis, and found that intelligence, masculinity, and dominance were related to how individuals perceived leaders
· KIRK PATRICK AND LOCKE: leaders differ from non-leaders on 6 traits: drive, motivation, integrity, confidence, cognitive ability, and task knowledge
· 90s: researchers began to investigate the traits associated with social intelligence (ability to understand ones own and others feelings, behaviour and thoughts to act appropriately)
· ZACCARO: defined social intelligence as having capacities of social awareness, self-monitoring and the ability to select and enact the best response given the contingencies of the situation and social environment

TRAITS CITED MOSE OFTEN IN RESEARCH: 
· Determination – desire to get job done – includes characteristics like initiative, persistence, dominance, proactive and drive; example: Dr. Paul Farmer – tuberculosis in Haiti and becoming a dr at same time
· Intelligence – strong verbal ability, perceptual ability, and reasoning appears to make one a better leader
· ZACCARO found that leaders tend to have higher intelligence than non
· Positively related to leadership
· Integrity – the quality of honesty and trustworthiness – opposite of politicians loyal, dependable)
· Sociability – leader’s inclination to seek out pleasant social relationships (friendly, outgoing, tactful, diplomatic, sensitive to other’s needs, show concern for their well-being, good interpersonal skills)
	
· Self confidence – ability to be certain about one’s competencies and skills (self-esteem, self-assurance, one can make a difference)


BIG FIVE PERSONALITY MODEL 
OCEAN 
· Openness: tendency to be informed, creative, insightful and curious
· Conscientiousness: tendency to be thorough, organized, controlled, dependable, and decisive
· Extraversion: tendency to be sociable and assertive and to have positive energy
· Agreeableness: tendency to be accepting, conforming, trusting and nurturing
· Neuroticism: tendency to be depressed, anxious, insecure, vulnerable and hostile

· Extraversion (most strongly associated w leadership), conscientiousness, openness, and low neuroticism = effective leaders


· Emotional intelligence: has to do with our emotions (affective domain) and thinking (cognitive domain) and the interplay between the two 
· Consists of personal competencies: GOLEMAN
· Self-awareness, confidence, self-regulation, conscientiousness, and motivation
· Consists of social competencies: GOLEMAN
· Communication, conflict management 
· Measured on MSCEIT scale as a set of mental abilities (perceive, facilitate, understand, and manage emotions)
· SHANKMAN AND ALLEN: developed a practice oriented model that suggests that leaders must be conscious of 3 facets (context, self, others)
· people who are more sensitive to their emotions and the impact of their emotions on others will be leaders who are more effective. 
HOW DOES TRAIT APPROACH WORK:
· focuses exclusively on leader, not on followers or situation
· concerned with what traits leaders exhibit and who has these traits
· emphasizes a leader w certain traits is crucial to having effective leadership
· used for personal awareness and development

STRENGTHS OF TRAIT APPROACH:
1. Intuitively appealing: fits clearly w notion that leaders are the individuals who are out front and leading the way in society
2. Has a century of research to back it up
3. Highlights the leader component in the leadership process
4. Given us some benchmarks for what we need to look for if we want to be leaders

CRITICISMS OF TRAIT APPROACH
· Several weaknesses:
1. Failure to delimit a definitive list of leadership traits 
2. Fails to take situations into account
3. Resulted in highly subjective determinations of the most important leadership traits (people may identify different things as crucial to leadership)
4. Failure to look at traits in relationship to leadership outcomes (does not address how leadership traits affect group members)
5. Not a useful approach for training and development for leadership

APPLICATION
· Can be applied by all individuals at all levels in all types of organization
· Provides direction on good traits to have


CHAPTER 3
· Skills approach places emphasis on skills and abilities that can be learned and developed
· Also takes leader-centered perspective on leadership but shifts thinking from personality characteristics to emphasis on skills and abilities that can be learned and developed
· Suggests that knowledge and abilities are needed
· KATZ – skills of an effective administrator (attempt to transcend trait problem by assessing leadership as a set of developable skills)
· Skills are what people can accomplish, traits are who leaders are
· Skills approach is divided into 2 parts (Katz 3 basic admin skills, and recent work of Mumford that has resulted in a new skills based model)

THREE SKILL APPROACH (KATZ)
1. Technical: knowledge about and proficiency in a specific type of work or activity
· i.e. competencies in a specialized area, analytical ability, and the ability to use appropriate tools and techniques
· hand-on activity with a basic product or process in organization
· most important at lower and middle levels of management
2. Human: knowledge about and ability to work with people (aka people skills)
· Being aware of one’s own perspective and perspective of others
· Being sensitive to needs and motivations of others and using these when making decisions
· Capacity to get along with others as you go about your work
· Human skills are equally important at middle and upper levels
3. Conceptual: ability to work with ideas and concepts. 
· Comfortable talking about the ideas that shape an organization and the intricacies involved
· Central to creating a vision and strategic plan for an organization
· Good at putting company goals into words and can understand economic principles that affect the company
· Most important at top management levels (if they don’t have it they can jeopardize the whole organization)

SKILL-BASED MODEL OF LEADERSHIP (MUMFORD AND COLLEAGUES)
· Characterized as a capability model because it examines the relationship between a leader’s knowledge and skills (i.e. capabilities) and the leader’s performance
· Unlike the ‘great man’ approach: this suggests that many people have the potential for leadership
· Has 5 components: competencies, individual attributes, leadership outcomes, career experiences, environmental influences
· If people are capable of learning from their experiences, they can acquire leadership (can be developed over time with education and experience)

COMPONENTS OF THE SKILLS MODEL
1. Individual Attributes
· General cognitive ability: person’s intelligence (linked to biology, not experience)
· Perceptual processing, info processing, general reasoning skills, creative and divergent thinking capacities, and memory skills
· Crystallized cognitive ability: intellectual ability that is learned or acquired over time
· Fairly stable over time (not diminished as people get older)
· Motivation: three aspects of motivation = essential for leadership skills:
· Willing to tackle complex organizational problems (a person wants to lead)
· Willing to express dominance to exert their influence 
· Committed to social good of the organization (take responsibility of trying to advance the overall human good and value of the organization)
· Personality: impacts the development of our leadership skills, any personality characteristic that helps people cope with complex situations probably is related to leader performance
· Openness, tolerance for ambiguity, curiosity affects leader’s motivation to solve problems
2. Competencies (heart of model)
· Problem-solving skills: creative ability to solve new and unusual, ill-defined organizational problems
· Define significant problems, gather problem information, formulate new understanding about the problem, generate prototype plans for problem solution
· Social judgment skills: capacity to understand people and social systems, people skills required to solve unique organizational problem (similar to Katz human skills)
· Being sensitive to how your ideas fit with others
· Perspective taking – understanding attitudes of others (being sensitive to others pov on different issues)
· Social perceptiveness – insight and awareness into how others function (understanding unique needs, goals and demands)
· Behavioral flexibility – capacity to change/adapt one’s behavior in light of an understanding of others’ perspectives
· Social performance – being able to communicate own vision to others (communicate vision to others, coach followers)
· Knowledge: related to the application and implementations of problem solving skills in organizations; directly influences leader’s capacity to define complex organizational problems and attempt to solve them
· Accumulation of info and mental structure used to organize that info
· Emerges from facts and organizational structure we apply to them
· Leaders know much about the product, tasks, people, organization, and all the different ways these elements are related to each other
3. Leadership Outcomes
· Effective problem solving– keystone in skills approach: involves creating solutions that are logical, effective, and unique, and go beyond given information
· Performance– how well the leader has done on their job: get merit raises, and recognized by superiors and followers as competent leaders
4. Career Experiences
· Impact on the characteristics and competencies of leaders
· Experiences influence knowledge and skills to solve complex problems
· Challenging job assignments, mentoring, appropriate training, and hands-on experience
· Leaders develop higher levels of conceptual capacity with more complex and long term problems
5. Environmental Influences
· Factors that lie outside the leader’s competencies, characteristics, and experiences
· Internal environmental influences: technology, facilities, expertise of subordinates and communication all affect leadership performance
· External environmental influences: economic, political and social issues, as well as natural disasters (beyond control of leader)

HOW DOES SKILLS APPROACH WORK?
· Primarily descriptive – describes leadership from a skills perspective
· Provides structure for understanding the nature of effective leadership
· Works by providing a map for how to reach effective leadership in an organization: leaders need to have problem solving skills, social judgment, and knowledge
·  It is the leader’s skills themselves that are most important in addressing organizational problems

STRENGTHS
· Leader-centred model that stresses the importance of developing particular leadership skills 
· Intuitively appealing – makes leadership available to everyone
· Provides an expansive view of leadership that incorporates a wide variety of components, including problem-solving skills, social judgment skills, knowledge, individual attributes, career experiences, and environmental influences 
· Provides a structure that is very consistent w the curricula of most leadership education programs
CRITICISMS
· Breadth of skills approach seems to extend beyond the boundaries of leadership (i.e. motivation, personality etc.) 
· Weak in predictive value; does not explain specifically how variations in social judgment skills and problem solving skills affect performance
· Can be criticized for claiming not to be a trait model when, in fact, a major component in the model includes individual attributes, which are trait-like. 
· May not be suitably or appropriately applied to other contexts of leadership. 
· Skills approach has not been widely used in applied leadership settings – i.e. no training packages designed specifically to teach people leadership skills from this approach
· Still offers valuable info about leadership 

CHAPTER 4
· Emphasizes behavior of the leader
· Distinguishes it from trait approach and skills approach
· Focuses exclusively on what leaders do and how they act
· Two general kinds of behaviors: task behaviors and relationship behaviors (how leaders influence followers in their effort to reach a goal)
· Task behaviors: facilitate goal accomplishments; help group members achieve their objectives
· Relationship behaviors: help followers feel comfortable with themselves, each other and situation in which they find themselves

OHIO STATE STUDIES
· Decided to analyze how individuals acted when they were leading group/organization (bc trait seemed fruitless)
· Leader Behavior Description Questionnaire (most widely used instrument in leadership research)
· Found two general types of leader behaviors: initiating structure and consideration
· Initiating structure: essentially task behaviors – i.e. organizing work, giving structure, defining role responsibilities
· Consideration: essentially relationship behaviors – i.e. building respect, trust and liking between leaders and followers
· Leaders provide structure for followers and they nurture them (you can be on a spectrum); degree to which a leader exhibits one behavior is not related to the degree in which he or she exhibits the other behavior

UNIVERSITY OF MICHIGAN STUDIES
· Identified two types of leadership behaviors: employee orientation and production orientation
· Employee orientation: behavior of leaders who approach subordinates with a strong human relations emphasis (similar to the clusters of behaviours identified from ohio)
· Production orientation: consists of leadership behaviors that stress the technical and production aspects of a job
· Production oriented = less employee oriented

BLAKE AND MOUTON’S MANAGERIAL (LEADERSHIP) GRID
· used in training and development
· early 1960s been refined and revised several times
· designed to explain how leaders help organizations to reach their purposes through 2 factors:
1. concern for production: how leader is concerned with achieving organizational tasks
· attention to policy decisions, product development, process issues, workload, sales volume
2. concern for people: how leader attends to people in the organization who are trying to achieve its goals
· building organization commitment and trust, promoting personal worth of followers, providing good working conditions, maintaining a fair salary structure, promoting good social relations
· Authority Compliance (9,1)
· Places heavy emphasis on task and job requirements and less emphasis on people, except to the extent that people are tools for getting the job done
· Result driven, people are tools
· Seen as controlling, demanding, hard driving and over powering
· Country-Club Management (1,9)
· Low concern for task accomplishment coupled with a high concern for interpersonal relationships
· Stresses the attitudes and feelings of people (makes sure personal and social needs of followers are met)
· Create a positive climate by being agreeable, eager to help, comforting and uncontroversial
· Impoverished Management (1,1)
· Leader is unconcerned with both task and interpersonal relationships
· Uninvolved and withdrawn
· Little contact with followers and could be described as indifferent, noncommittal, resigned, and apathetic 
· Middle of the Road Management (5,5)
· Describes leaders who are compromisers, who have intermediate concern for the task and an intermediate concern for the people who do the task
· Avoids conflict and emphasizes moderate levels of production and interpersonal relationships
· Balance between taking people into account and still emphasizing work requirements
· Described as expedient, prefers the middle ground, soft pedals disagreement, and swallows convictions in the interest of “progress”
· Team Management (9,9)
· Places a strong emphasis on both tasks and interpersonal relationships
· Promotes a high degree of participation and teamwork in the organization and satisfies a basic need in employees to be involved and committed to their work
· Stimulates participation, acts determined, gets issues into the open, makes priorities clear, follows through, behaves open-mindedly, and enjoys working
· 2 other behaviours that incorporate multiple aspects of the grid:
· Paternalism/Maternalism 
· Refers to a leader who uses both 1,9 and 9,1 styles but does not integrate the two 
· Benevolent dictator: acts graciously but for the purpose of goal accomplishment
· Motherly or fatherly: organization is a family
· reward loyalty and obedience while punishing noncompliance
· Opportunism
· Refers to a leader who uses any combination of the 5 basic styles for the purpose of personal advancement 
· Opportunistic leader will adapt and shift his/her leadership behavior to gain personal advantage, putting self-interest ahead of other priorities
· Performance and effort are personal gains
· Blake and Mouton indicated that people usually have a dominant grid style and a backup style
· Backup style is what the leader reverts to when under pressure, when the usual way of accomplishing things does not work

HOW DOES THE BEHAVIORAL APPROACH WORK?
· provides a framework for assessing leadership in a broad way, as behavior with a task and relationship dimension
· doesn’t tell leaders how to behave, but by describing the major components of their behaviour (reminds leaders that their actions toward others occur on a task and relationship level)
· In some situations, leaders need to be more task oriented, whereas in others they need to be more relationship oriented (reminds leaders that their impact on others occurs through the tasks they perform as well as the relationships they create)
STRENGTHS
1. Marked a major shift in the general focus of leadership research (now includes what leaders do and how they act)
2. Wide range of studies on leadership behavior validates and gives credibility to the basic tenets of the approach 
3. On a conceptual level, researchers of the behavioral approach have ascertained that a leader’s style consists primarily of two major types of behaviors: task and relationship 
4. Behavioral approach is heuristic. It provides us with a broad conceptual map that is worthwhile to use in our attempts to understand the complexities of leadership 
CRITICISMS
· Research on the behavioral approach has not adequately shown how leaders’ behaviors are associated with performance outcomes 
· Failed to find a universal style of leadership that could be effective in almost every situation 
· Implies that the most effective leadership style is the high–high style (may not be the case in all situations)
APPLICATION
· Applied easily in ongoing leadership settings
· Applied for training and development programs
· Uses assessments to improve overall leadership behaviour (need to change behaviours?)

CHAPTER 5
· One of the more widely recognized approaches to leadership is situational (refined and revised several times)
· Developed by Hersey and Blanchard, based on Reddin’s 3-D management style theory
· Situational approach: focused on leadership in situations (different situations demand different kinds of leadership)
· Stresses that leadership is composed of directive and supportive dimension and that each has to be applied appropriately in a given situation (leaders must change degree of directive or supportive to meet changing needs of followers)
· Leader must evaluate followers and assess how competent and committed they are to perform a goal
· Comprised of two major dimensions: leadership style and development level of followers
1. Leadership style: consists of behavior pattern of a person who attempts to influence others 
· Includes directive and supportive– 
· Directive behaviors: help group members accomplish goals by giving directions, establishing goals and methods of evaluation, setting timelines, defining roles, and showing how the goals are to be achieved (one-way communication)
· Supportive behaviors: help group members feel comfortable about themselves and coworkers, and the situation (two-way communication and responses that show social and emotional support to others) *mostly job related
· Four distinct categories of directive and supportive behaviors:
1. (S1): High-directive low supportive style (directing style): leader focuses communication on goal achievement, and spends a smaller amount of time using supportive behaviors
· leader gives instructions about what and how goals are to be achieved and then supervises them
2. (S2): High-directive high supportive (Coaching style): leader focuses communication on both achieving goals and meeting followers’ socioemotional needs
· leader involves himself with followers by giving encouragement and using follower input (then leader makes final decision)
3. [bookmark: _GoBack](S3): High supportive low directive (Supporting style): leader does not focus exclusively on goals but uses supportive behaviors that bring out followers’ skills around the goal to be accomplished 
· listening, praising, asking for input, and giving feedback
· quick to give recognition and social support to followers
4. (S4): Low supportive-low directive (delegating style): leader offers less goal input and social support, facilitating followers’ confidence and motivation in reference to the goal, and let’s followers take responsibility to getting the job done the way they see fit 
· leader lessens involvement in planning, control of details, and goal clarification
· A second major part of the model concerns the development level of followers (degree to which followers have the competence and commitment necessary to accomplish a given goal or activity)
· High development= interested and confident in their work and know how to achieve the goal
· Developing level= little skill for goal but believe that they have the motivation or confidence to get the job done
· Indicated whether a person has mastered the skills to achieve a specific goal and whether a person has developed a positive attitude regarding the goal 
1. D1– low competence, high commitment: new to goal but excited for challenges
2. D2– some competence, low commitment: started to learn job, lost initial motivation about job
3. D3– moderate to high competence, variable commitment: developed skills for job but uncertain if they can accomplish the goal by themselves
4. D4– high competence, high commitment: skills and motivation to get job done
· D1–––– D4= developing to developed

HOW DOES THE SITUATIONAL APPROACH WORK?
· Constructed around the idea that followers move forward and backward along the developmental continuum, which represents the relative competence and commitment of followers 
· Effective leaders: determining where followers are on developmental continuum and adapt leadership styles so they directly match their style to that development level
· First task of leader is to determine nature of situation
· Second task of leader is to adapt his style to style from the model
· One-to-one relationship between leader styles and development of followers (S & D)

STRENGTHS
1. Has a history of usefulness in the marketplace (well known and frequently used for training leaders)
2. Practicality – easy to understand, intuitively sensible, and easily applied in a variety of settings (work, school, family)
3. Prescriptive value – tells you what you should and should not do in a variety of contexts (guidelines that can facilitate and enhance leadership)
4. Leader flexibility – leaders need to find out about their followers needs and adapt style (leaders cannot use single style, must change style to meet situation requirements)
5. Reminds us to treat each follower differently based on the goal at hand and to seek opportunities to help followers learn new skills and become more confident in their work 
CRITICISMS
1. Only a few research studies have been conducted to justify assumptions and propositions set forth by the approach (most have not been published and raises questions)
2. Ambiguous conceptualization in the model of followers’ development levels – how is commitment combined with competence to form four distinct levels of development?
3. Concern with how commitment itself is conceptualized in the model 
4. How the model matches leader style with follower development levels—the prescriptions of the model studies failed to find strong evidence to support the basic prescriptions suggested in the situational approach. 
5. Fails to account for how certain demographic characteristics (e.g., education, experience, age, and gender) influence the leader–follower prescriptions of the model 
6. The questionnaires are constructed to force respondents to describe leadership style in terms of four specific parameters 
CHAPTER 6
· Path-goal theory: how leaders motivate followers to accomplish designated goals 
· Goal to enhance follower performance and satisfaction by focusing on their motivation
· Emphasizes relationship between leader’s style and characteristics of followers and organizational setting (use style that best suits follower’s motivational needs)
· Motivation conceptualized from the perspective of expectancy theory of motivation
· Expectancy theory: followers will be motivated if they think they are capable of performing their work, if they believe their efforts will result in a certain outcome, and if they believe that the payoffs for doing the work are worthwhile 
· Goals that followers choose and how leaders help and reward them for meeting those goals
· HOUSE AND MITCHELL– leadership generates motivation when it increases the number and kinds of payoffs that followers receive from their work

MAJOR COMPONENTS OF PATH GOAL THEORY:
1. Leader Behaviors
· Directive: gives followers instructions about their task, including what is expected of them, how it is to be done, and the timeline for when it should be completed
· ‘Initiating structure’ concept
· leader sets clear standards of performance and makes the rules and regulations clear to follow
· Supportive: being friendly and approachable as a leader and includes attending to the well-being and human needs of followers
· Treats followers as equals and gives them respect for their status
· Participative: inviting followers to share in the decision making
· Consult with followers, obtain their ideas, integrate their suggestions into decisions
· Achievement oriented: challenges followers to perform work at the highest level possible 
· Leader expects a lot from followers and shows high degree of confidence in them
2. Follower Characteristics: determine how a leader’s behavior is interpreted by followers in a given work context
· Focuses on followers need for affiliation, preferences for structure, desire for control, and self-perceived level of task ability
· Followers with strong need for affiliation= prefer supportive leadership
· Followers with internal locus of control= believe they are in charge of events that occur in their life (participative leadership)
· Followers with external locus of control= believe that chance, fate, or outside forces determine life events (directive leadership)
· Followers who are dogmatic and authoritarian = directive provides structure and task clarity 
· As follower’s perceptions of their abilities goes up, the need for directive leadership goes down
3. Task Characteristics
· Major impact on the way a leader’s behavior influences follower’s motivation
· Includes design of follower’s task, formal authority system is organization, and primary work group of followers
· Sometimes calls for leadership involvement
· When authority is weak, leadership becomes a tool that helps followers by making rules and work requirements clear
· When group norms are weak, leadership builds cohesiveness and role responsibility
· Special focus of path goal theory is helping followers overcome obstacles
· Obstacles create excessive uncertainties, frustrations, or threats for followers
· It is leader’s responsibility to help followers by removing obstacles or helping them around them
· This new theory adds work facilitation, group oriented decision process, work group representation and networking, and value based leadership behavior

LEADERSHIP BEHAVIORS
1. Directive
2. Supportive
3. Participative
4. Achievement oriented
5. Work facilitation
6. Group oriented decision process
7. Work group representation and networking
8. Value based leadership behavior 


HOW DOES PATH-GOAL THEORY WORK?
· Provides a set of assumptions about how various leadership styles interact with characteristics of followers and the work setting to affect the motivation of followers 
· Theoretically complex and pragmatic
· Leader should help followers to define their goals and the paths they want to take in reaching those goals. 
· Leaders should choose a style that best fits the need of followers and the work they are doing
· When obstacles arise, the leader needs to help followers confront them. This may mean helping the follower around the obstacle, or it may mean removing the obstacle. 
· For tasks that are structured, unsatisfying, or frustrating, path-goal theory suggests that leaders should use supportive style

STRENGTHS
1. Provides a useful theoretical framework for understanding how various leadership behaviors affect followers’ satisfaction and work performance
· First contingency theory of leadership to explain how task and follower characteristics affect the impact of leadership on follower performance
· Informs leaders about how to choose an appropriate leadership style based on the various demands of the task and the type of followers being asked to do the task
2. Attempts to integrate the motivation principles of expectancy theory into a theory of leadership
· Unique because no other leadership approach deals directly with motivation this way
3. Practical – the model underscores and highlights the important ways leaders help followers
· Underscores and highlights the important ways leaders help followers
· Shouts out for leaders to clarify paths to goals and remove obstacles
· Reminds leaders that the purpose of leadership is to guide and coach followers as they move along the path to achieve a goal

CRITICISMS
1. Complex and confusing 
2. Received only partial support from the many empirical research studies that have been conducted to test its validity
3. Fails to adequately explain the relationship between leadership behavior and follower motivation
4. Treats leadership as a one-way event: leader affects the follower – could be counterproductive bc it could become dependent 

APPLICATION
· Does not help with training programs 
· General recommendations based on characteristics of followers and tasks for how leaders should act in situations to be effective
· Take directive with complex tasks, give support with dull tasks
· Leaders should be participative when followers need control, and achievement oriented when followers need to excel
· Generally, offers a road map to give directions on how to improve follower satisfaction and performance

CHAPTER 7
· Leader-member exchange theory (LMX): conceptualizes leadership as a process that is centered on the interactions between leaders and followers 
· Used to be VDL theory (vertical dyad linkage).
· In group and out group 
· Followers became a part of the in-group or the out-group based on how well they work with the leader and how well the leader works with them
· Personality and other personal characteristics are related to this process
· Vertical dyad: leader forms an individualized working relations w each of their followers– the exchanges between the leader and follower define their dyadic relationship
· In group = mutual trust, respect, liking and reciprocal influence; receive more information than out group
· Out group = formal communication based on job descriptions
· LMX – how quality of leader-member exchanges are related to positive outcome for leaders, followers, groups and the organization in general 
· Related to higher performance, less turnover, higher commitment, higher satisfaction
· One study found that perceived high-quality leader-member exchange was positively related to feelings of energy in employees, which, in turn, was related to greater involvement in creative work. LMX not directly associated w creativity, but it served as a mechanism to nurture people’s feelings which then enhanced their creativity
· Increased citizenship behaviors (employee behaviors that go beyond the prescribed role, job description or reward system)
· Leadership making: emphasizes that leaders should develop high-quality exchanges with all their followers rather than just a few
· Develops over time in three phases:
1. Stranger phase: interactions = generally rule bound. Scripted roles, one way influences, low quality exchanges, self interest.
2. Acquaintance phase: begins with an offer by the leader or the follower for improved career oriented social exchanges, which involve sharing more resources and personal or work related info. Testing period for both leader and follower to see if follower is interested in taking on more roles/responsibilities and see if leader is ready to provide new challenges for followers. Quality of exchanges = medium. Trust developing and less self-interest. Tested roles, mixed influences, medium quality exchanges, self and other interest. 
3. Mature partnership phase: high quality leader-member exchanges. High degree of mutual trust, respect and obligation toward each other. Negotiated roles, reciprocal influences, high quality exchanges, group interest. 

HOW DOES LMX THEORY WORK?
1. Describes leadership
2. Prescribes leadership
· LMX theory suggests that it is important to recognize the existence of in-groups and out-groups within a group or an organization
· Working with an in group allows a leader to accomplish more work in a more effective manner 
· In response to their extra effort and devotion, leaders give them more responsibilities and more opportunities. 
· Out-group members act quite differently than in-group members. Rather than trying to do extra work, out-group members operate strictly within their prescribed organizational roles. They do what is required of them but nothing more. 

STRENGTHS
1. Strong descriptive theory: makes sense to describe work units in terms of those who contribute more and those who contribute less 
2. Unique: only leadership approach that makes the concept of the dyadic relationship the centerpiece of the leadership process. 
3. Directs our attention to the importance of communication in leadership 
4. Warns leaders to avoid letting their conscious or unconscious biases influence who is invited into the in-group 
5. Large body of research substantiates how the practice of LMX theory is related to positive organizational outcomes. 

CRITICISMS
1. Leader–member exchange in its initial formulation (vertical dyad linkage theory) runs counter to the basic human value of fairness. 
2. Does not address other fairness issues, such as followers’ perceptions of the fairness of pay increases and promotion opportunities (distributive justice), decision-making rules (procedural justice), or communication of issues within the organization (interactional justice) 
3. The basic ideas of the theory are not fully developed
4. Researchers have not adequately explained the contextual factors that may have an impact on LMX relationships 
5. Questions have been raised about the measurement of leader–member exchanges in LMX theory 

APPLICATION
· Directs leaders to assess their leadership from a relationship perspective to sensitize them to how groups develop in their organization
· Suggests ways for leaders to improve their organization by building strong leader-member exchanges with followers
· Can be used by leaders at all levels in organization
· Can be used to explain how individuals created leadership networks throughout an organization to help them accomplish work more effectively
· Can be applied in different types of organizations
· Tells us to be aware of how we relate to our followers, sensitive to whether some receive special attention, be fair to all followers, allow them to be involved, and to build respecting and trusting relationships with followers

CHAPTER 8
· Transformational leadership gives more attention to the charismatic and affective elements of leadership
· Transformational leadership: process that changes and transforms people. Concerned with emotions, values, ethics, standards and long-term goals. 
· LOWE AND GARDNER– found that one third of the research was about transformational or charismatic leadership
· ANTONAKIS– found that the number of papers and citations in the field has grown at an increasing rate
· BASS AND RIGGIO– suggested that transformational leaderships popularity might be due to its emphasis on intrinsic motivation and follower development, which fits the needs of today’s work groups that want to be inspired to succeed in times of uncertainty
· BURNS– distinguished between two types of leadership:
1. Transactional: refers to the bulk of leadership models, which focus on the exchanges that occur between leaders and their followers
2. Transformational: process by which a person engages with others and creates a connection that raises the level of motivation and morality in both the leader and the follower
· Pseudotransformational leadership: refers to leaders who are self-consumed, exploitive, and power oriented, with warped moral values (hitler)
· has strong inspirational talent and appeal but is manipulative and dominates and directs followers toward his or her own values
· threatening to the welfare of followers because it ignores the common good
· Authentic transformational leadership: socialized leadership, which is concerned with the collective good (transcend their own interest for the sake of others)
· Zhu, Avoilio, Riggio, and Sosik proposed a theoretical model examining how this type of leadership positively affects followers moral identities and moral emotions, leading to moral decision making and moral action by followers
· This type of leadership is positively associated with group ethical climate, decision making, and moral acton

4 COMPONENTS OF TRANSFORMATIONAL LEADERSHIP (set by Christie, Barling and Turner)
· Helps clarify the meaning of pseudotransformational leadership: suggests that it is self-serving, unwilling to encourage independent thought in followers, and exhibits little general caring for others
1. Idealized influence
2. Inspirational motivation
3. Intellectual stimulation
4. Individualized consideration

TRANSFORMATIONAL LEADERSHIP AND CHARISMA
· HOUSE– published a theory of charismatic leadership 
· Charisma: special gift that certain individuals possess that gives them the capacity to do extraordinary things
· Charismatic leaders act in unique ways that have specific charismatic effects on their followers

CHARACTERISTICS OF A CHARISMATIC LEADER:
1. dominant 
2. strong desire to influence others 
3. self-confident 
4. strong sense of one’s own moral values

FIVE BEHAVIORS CHARISMATIC LEADERS DISPLAY
1. Strong role models for the beliefs and values that they want their followers to adopt (Gandhi)
2. Competent to followers
3. They articulate ideological goals that have moral overtones (Martin Luther King Jr.)
4. They communicate high expectations for followers, and they exhibit confidence in followers’ abilities to meet these expectations (increases followers sense of competence and self-efficacy, improving their performance)
5. They arouse task-relevant motives in followers that may include affiliation, power, or esteem (John F. Kennedy)
EFFECTS ON FOLLOWERS
· Trust in leader’s ideology
· Belief similarity 
· Unquestioning acceptance
· Affection toward leader
· Obedience
· Identification with leader
· Emotional involvement
· Heightened goals
· Increased confidence 
· SHAMIR, HOUSE, ARTHUR– charismatic leadership transforms followers’ self-concepts and tries to link the identity of followers to the collective identity of the organization
· BASS– focuses attention to followers rather than leaders needs and argued that transformational leadership motivates followers to do more than expected by:
· Raising followers’ levels of consciousness about the importance and value of specified and idealized goals
· Getting followers to transcend their own self-interest for the sake of the team or organization
· Moving followers to address higher-level needs
TRANSFORMATIONAL LEADERSHIP FACTORS
1. Idealized Influence/Charisma: emotional component. Leaders who act as strong role models for followers
a. Attributional: attributions of leaders made by followers based on perceptions they have of their leaders
b. Behavioral: followers’ observations of leader behavior
2. Inspirational Motivation: descriptive of leaders who communicate high expectations to followers, inspiring them through motivation to become committed to and part of the shared vision in the organization
3. Intellectual Stimulation: leadership that stimulates followers to be creative and innovative and to challenge their own beliefs and values as well as those of the leader and the organization
4. Individualized Consideration: provide a supportive climate in which they listen carefully to individual needs of followers. Leaders act as coaches and advisors while trying to assist followers in becoming fully actualized 
TRANSACTIONAL LEADERSHIP FACTORS
· Transactional leadership differs from transformational leadership in that the transactional leader does not individualize the needs of followers or focus on their personal development
5. Contingent reward: exchange process between leaders and followers in which effort by followers is exchanged for specified rewards
6. Management by Exception: involves corrective criticism, negative feedback, and negative reinforcement
a. Active: watches followers closely for mistakes or rule violations and then takes corrective action
b. Passive: intervenes only after standards have not been met or problems have arisen

7. Laissez-Faire: non-leadership factor
· Abdicates responsibility, delays decisions, gives no feedback, and makes little effort to help followers satisfy their needs
· No exchange with followers or attempt to help them grow (no meetings, no plans, little contact with employees)
OTHER TRANSFORMATIONAL PERSPECTIVES
· BENNIS AND NANUS– identified four common strategies used by leaders in transforming organizations:
1. Clear vision – of the future state of their organizations
2. Social architects – created a shape or form for shared meaning people maintained within their org’s 
3. Trust – make their own positions clearly known and standing by them
4. Creative development– of self through positive self-regard
· KOUZES AND POSNER – interviewed leaders: 5 fundamental practices that enable leaders to get extraordinary things accomplished:
1. Model the way– be clear about own values and philosophy (set personal example through promises and commitments)
2. Inspire a shared vision– guides people’s behavior (visualize positive outcomes, communicate them, listen to dreams of others)
3. Challenge the process– change status quo and step into the unknown (willing to innovate, grow, improve, and take risks)
4. Enable others to act– working with people by building trust and promoting collaboration (listen, treat others with respect, create good environments)
5. Encourage the heart– rewarding others for accomplishments (give praise and encouragement)
· Emphasizes behaviors and has a prescriptive quality: recommends what people need to do to become effective leaders
· Stresses that these 5 practices are available to everyone (not about personality, its about practice)
HOW DOES THE TRANSFORMATIONAL APPROACH WORK?
· Transformational leaders set out to empower followers and nurture them in change
· Strong role models with highly developed set of moral values and self-determined sense of identity
· How leaders can initiate, develop, and carryout significant changes in organizations
· Common for transformational leaders to create a vision for organizations identity
· Requires leaders to become social architects and good at working with people 

STRENGTHS
1. Widely researched from many different perspectives
2. Has intuitive appeal: people are attracted to it because it makes sense to them
3. Treats leadership as a process that occurs between followers and leaders
4. Provides a broader view of leadership that augments other leadership models
5. Places a strong emphasis on followers needs, values, and morals
6. Substantial evidence that it is an effective form of leadership

CRITICISMS
1. Lacks conceptual clarity – bc it covers a wide range of activities and characteristics
2. How transformational leadership is measured – validity of MLQ challenged
3. Transformational leadership treats leadership as a personality trait or personal predisposition rather than a behavior people can learn
4. Researchers have not established that transformational leaders are actually able to transform individuals and organizations
5. Elitist and antidemocratic– strong impression that leader is acting independently of followers or putting himself above followers needs
6. Suffers from heroic leadership bias– stresses that the leader moves followers to do exceptional things (followers can also influence leaders)
7. Has the potential to be abused

APPLICATION
· Requires leaders to be aware of how their behavior relates to the needs of followers and the changing dynamics within the organizations
· Can be taught to people at all levels to positively affect firms performance and improve team development, decision making groups, quality initiatives, and reorganizations
· Taking MLQ helps leaders pinpoint areas to improve their attributes
· Emphasizes the process of creating a vision in training programs
· Provides a general way of thinking about leadership that emphasizes ideals, inspiration, innovations, and individual concerns

CHAPTER 10 
· Servant leadership: emphasizes that leaders be attentive to the concerns of their followers, empathize with them and nurture them
· Servant leaders put follower’s first
· Demonstrates strong moral behavior towards followers, organization, and stakeholders
· Viewed as a behavior not trait
· Begins with the natural feeling that one wants to serve – servant leaders place the good of followers over their own self-interests and empathize follower development 
· GREENLEAF– coined the term servant leadership 
· He states that a servant leader has a social responsibility to be concerned about the have nots and those less privileged 
· If inequalities and social injustices exist, a servant leader tries to remove them

TEN CHARACTERISTICS OF A SERVANT LEADER
1. Listening: acknowledges viewpoint of followers and validates the perspectives
2. Empathy: seeing and understanding how follower feels (making them feel unique)
3. Healing: caring about followers well-being (2 way street, leaders also heal by helping)
4. Awareness: receptive to physical, social, and political environment (step aside and view themselves in greater context of the situation)
5. Persuasion: clear and persistent communication to convince others to change
6. Conceptualization: being visionary with goals and direction (leader responds to problems in creative ways)
7. Foresight: ability to predict what is coming based on what is occurring and past (ethical dimension bc leaders should be held accountable for failures to anticipate what could be foreseen and to act on that understanding)
8. Stewardship: taking responsibility for the leadership role in the organization
9. Commitment to the growth of people: helping each person grow personally and professionally (providing followers with opportunities)
10. Building community: provide a place where people can feel safe and connected with others but still allowed to express their individuality

MODEL OF SERVANT LEADERSHIP
1. Antecedent conditions
· Context and culture: leadership occurs within a given organization context and a particular culture
· Leader attributes: qualities and disposition of the leader influences the servant leadership process
· Follower receptivity: influences the impact of servant leadership on outcomes such as personal and organizational job performance. Do all followers show a desire for servant leadership? 
· Followers need to desire this type of leadership in order to have positive impact on performance
2. Servant leader behaviors
· Conceptualizing: refers to the servant leader’s thorough understanding of the organization—its purposes, complexities, and mission 
· Emotional Healing: involves being sensitive to the personal concerns and well-being of others
· Putting followers first: defining characteristics
· Helping followers grow and succeed: knowing followers’ professional or personal goals and helping them accomplish those aspirations 
· Behaving ethically: doing the right thing in the right way 
· Empowering: allowing followers the freedom to be independent, make decisions on their own, and be self-sufficient 
· Creating value for the community: consciously and intentionally giving back to the community 
3. Leader outcomes
· Follower performance and growth: helps them realize their human potential (self-actualization), effective at accomplishing jobs, followers can become servant leaders
· Organizational performance: teams function better, followers go beyond basic requirements
· Societal impact: Mother Teresa’s service brought new charities

HOW DOES SERVANT LEADERSHIP WORK?
· Begins when leaders commit themselves to putting their followers first, being honest with them, and treating them fairly. Servant leaders make it a priority to listen to their followers and develop strong long-term relationships with them. 
· Followers need to be open and receptive
· Leaders should be altruistic and have strong motivation in helping others
· In an ideal world, servant leadership results in community and societal change

STRENGTHS
1. Servant leadership is unique in the way it makes altruism the central component of the leadership process
2. Provides a counterintuitive and provocative approach to the use of influence, or power, in leadership (power and influence = bad)
3. Research on servant leadership has shown there are conditions under which servant leadership is not a preferred kind of leadership. 
4. Recent research has resulted in a sound measure of servant leadership 

CRITICISMS
1. Servant leadership = paradoxical and contradictory, diminishes its value
2. Debate among servant leadership scholars regarding the core dimensions of the process. 
3. A large segment of the writing on servant leadership has a prescriptive overtone that implies that good leaders “put others first.” 
4. Unclear why “conceptualizing” is included as one of the servant leadership behaviors in the model of servant leadership 

APPLICATION
· Can be applied at all levels of management and all types of organizations
· Training involves self assessment exercises, educational sessions, ands goal setting
· Content is straightforward and accessible to followers at every level
· Help leaders develop their emotional intelligence, ethical decision making, and skills for empowering others
· Taught at many schools around the world


CHAPTER 13
· One of the earliest writings that specifically focused on leadership ethics appeared as recently as 1996
· These scholars examined how leadership theory and practice could be used to build a more caring and just society
· Ethics is concerned with the kinds of values and morals an individual or society finds desirable or appropriate
· Concerned with virtuousness of individuals and their motives
· Concerned with what leaders do and who leaders are
· Leaders choices are influenced by their moral development
· Ethical theory: provides a system of rules or principles that guide us in making decisions about what is right or wrong and good or bad in a particular situation

KOHLBERG’S STAGES OF MORAL DEVELOPMENT
LEVEL 1: Pre-conventional Morality (reasoning based on self-interest, avoiding punishment, and rewards)
1. Obedience and Punishment: sees morality as external to self, rules are fixed and handed down by authority (I wont steal because I’ll go to jail)
2. Individualism and Exchange: moral decisions based on self-interest, action is right if it serves the individual, people do not identify with the values of the community but are willing to exchange favors (I’ll do a favor for you if you do one for me)
LEVEL 2: Conventional Morality (reasoning based on society’s views and expectations)
3. Interpersonal Accord Conformity: moral decisions based on trying to behave like a good person (I wont cheat because a good student doesn’t)
4. Maintaining the Social Order: moral decisions in ways that show concern for society as a whole (I wont run a traffic light because I should support traffic laws)
LEVEL 3: Post Conventional Morality (reasoning based on conscience and creating a just society)
5. Social Contract and Individual Rights: moral decisions based on a social contract and my views on what a good society should be like (if a boy is dying of cancer and parents don’t have money I will step in and pay)
6. Universal Principles: moral reasoning is based on principles of justice that apply to everyone, decisions should respect views of all parties involved, fairness is followed even if they conflict with laws (civil rights activist who believes a commitment to justice requires a willingness to disobey unjust laws)

ETHICAL THEORIES
· Conduct: 
· Consequences (teleological theories): answering “what is right” by looking at results or outcomes
1. Ethical egoism: act so as to create the greatest good for her or himself
2. Utilitarianism: we should behave so as to create the greatest good for the greatest number
3. Altruism: actions are moral if their primary purpose is to promote the best interests of others 
· Duty (deontological theories): focuses on the actions of the leader and his or her moral obligations and responsibilities to do the right thing
· Character:
· Virtue-based theories: approaches ethic’s from the viewpoint of a leader’s character
· Virtues are rooted in the heart of the individual and in the individual’s disposition 
· Believed that virtues and moral abilities are not innate and can be acquired and learned through practice 
· Now – emphasis that more attention should be given to the development and training of moral values
· Virtues of an ethical person: courage, temperance, generosity, self-control, honesty, sociability, modesty, fairness, and justice
· Velasquez suggests managers develop virtues such as: perseverance, public-spiritedness, integrity, truthfulness, fidelity, benevolence, and humility

· In short, ethics is central to leadership because of the nature of the process of influence, the need to engage followers in accomplishing mutual goals, and the impact leaders have on the organization’s values. 

HEIFETZ’S PERSPECTIVE ON ETHICAL LEADERSHIP
· Emphasizes how leaders help followers to confront conflict and to address conflict by effecting changes
· Deals with values of workers, organizations and communities in which they work 
· Leaders must use authority to mobilize people to face tough issues

BURN’S PERSPECTIVE ON ETHICAL LEADERSHIP
· Argues that it is important for leaders to engage themselves with followers and help them in their personal struggles regarding conflicting values.
· The resulting connection raises the level of morality in both the leader and the follower 
· Views leadership as a morally uplifting process

DARK SIDE OF LEADERSHIP
· pseudotransformational leadership
· Toxic leaders are characterized by destructive behaviors i.e. leaving followers worse off than they found them, violating basic human rights of others, and playing their basest fears 

THE TOIXIC TRIANGLE:
At the top:
· Destructive leaders
· Charisma
· Personalized power
· Narcissism
· Negative life themes
· Ideology of hate
Left:
· Susceptible followers:
· Conformers:
· Unmet needs 
· Low core self-evaluations
· Low maturity
· Colluders: 
· ambition
· Similar world-view
· Bad values
· Conducive environments:
· Instability
· Perceived threat
· Cultural values
· Lack of checks and balances and ineffective institutions

PRINCIPLES OF ETHICAL LEADERSHIP
· Respect others
· Serves others
· Shows justice
· Manifests honesty  
· Builds community 

PRINCIPLES OF DISTRIBUTIVE JUSTICE
· An equal share or opportunity
· According to individual need
· According to that person’s rights
· According to individual effort 
· According to societal contribution
· According to merit or performance

STRENGTHS
1. Provides a body of timely research on ethical issues
2. Body of research suggests that ethics ought to be considered as an integral part of the broader domain of leadership
3. Body of research highlights several principles that are important to the development of ethical leadership

CRITICISMS
1. An area of research in its early stage of development, and therefore lacks a strong body of traditional research findings to substantiate it 
2. Leadership ethics today relies primarily on the writings of just a few people who have written essays and texts that are strongly influenced by their personal opinions about the nature of leadership ethics and their view of the world.

APPLICATION
· Applied to people at all levels of organizations and in all walks of life
· Leadership involves values and has moral dimensions so we must be aware of ethics
· Leaders can use ethical principles to benchmark their own behaviour

CHAPTER 14
· Team:  a type of organizational group that is composed of members who are interdependent, who share common goals, and who must coordinate their activities to accomplish these goals
· Effective organizational teams lead to many desirable outcomes such as:
· Greater productivity
· More effective use of resources
· Better decisions and problem solving
· Better quality products and services and
· Greater innovation and creativity
· For teams to be successful, the organizational culture needs to support member involvement
· Heterarchy: dynamic and fluid power shifting in teams
· Shared team leadership occurs when members of the team take on leadership behaviors to influence the team and to maximize team effectiveness
· Has been referred as team leadership capacity
· Involves risk and takes courage 
· Less conflict, more consensus, more trust and more cohesion than teams without

TEAM LEADERSHIP MODEL 
· Based on the functional claim that the leader’s job is to monitor the team and then take whatever action is necessary to ensure team effectiveness 
· Mental model: how the leader sees the situation that the team is experiencing 
· Reflects components of problem confronting the team and environmental and organizational contingencies that define the larger context of team action

HILL MODEL FOR TEAM LEADERSHIP
· Leadership Decisions
· Monitor or take action
· Task or relational
· Internal or external
· Internal Leadership Actions
· Task
· Goal focusing
· Structuring for results
· Facilitating decisions
· Training
· Maintaining standards
· Relational
· Coaching
· Collaborating
· Managing conflict
· Building commitment
· Satisfying needs
· Modeling principles
· External Leadership Actions
· Environmental
· Networking
· Advocating
· Negotiating support
· Buffering 
· Assessing 
· Sharing information
· Team Effectiveness
· Performance
· Development 

· Team effectiveness focuses on team excellence or the desired outcomes of team work
1. Performance = task accomplishment (refers to quality of the outcomes of the team’s work)
2. Development = team maintenance (refers to cohesiveness of the team and ability for team members to satisfy their own needs while working effectively with other team members)
· HACKMAN– posed six enabling conditions that lead to effective team functioning
1. Is it a real team?
2. Does it have a compelling purpose?
3. Does it have the right people?
4. Are the norms of conduct clear?
5. Is there support from the organizational context?
6. Is there team focused coaching?

EIGHT CHARACTERISTICS ASSOCIATED WITH TEAM EXCELLENCE
1. Clear, Elevating goal: must be very clear so that one can tell whether performance objectives have been realized
2. Results-Driven Structure: teams need to find the best structure for accomplishing their goals
3. Competent Team Members: should be composed of the right number and mix of members to accomplish all the tasks of the team
4. Unified Commitment: teams are carefully designed and developed, sense of unity and identification
5. Collaborative Climate: ability of a team to work well together, develop trusting relationships etc
6. Standards of Excellence: clear norms of conduct are important for team functioning
7. External Support and Recognition: leader must identify which type of support is needed and intervene as needed to secure this support
8. Principled Leadership: leadership = central driver of team effectiveness. Influencing the team through 4 sets of processes:
a. Cognitive
b. Motivational
c. Affective 
d. Coordination 

LEADERSHIP DECISIONS
· Leadership Decision 1: Should I monitor the team or take action?
· Monitoring vs taking action
· Internal group issues vs external group issues
· Leader must first seek out info to understand current state of teams functioning
· i.e obtaining feedback from team members, networking with others outside the team, conducting team assessment surveys, and evaluating team outcomes
· Leaders differ in their tendencies to take action quickly (hasty to act) or their tendencies to delay taking action by analyzing the situation at length (slow to act)
· Groups go through developmental stages of forming, storming, norming performing and adjourning
· Others have described 3 phases of group life and the leadership needed during each:
· Motivational coaching (at start)
· Consultative coaching (at midpoint)
· Educational coaching (at end)
· Leadership Decision 2: Should I intervene to meet task or relational needs?
· Superior team leadership focuses constantly on both task and maintenance functions
· Task functions = closely intertwined w relational functions
· If team is well maintained and has good interpersonal relationships, then the members will be able to work effectively and get job done
· Leadership Decision 3: Should I intervene internally or externally?
· Internal conflict between members of the team -> internal relational action to maintain team and improve interpersonal relationships
· Team goals unclear -> internal task intervention to focus on goals
· Organizational environment not providing support to the team to do its job -> external environmental intervention to focus on obtaining external support to the team 
· To be an effective leader, one needs to respond with the action that is required of the situation
· Internal Task leadership actions:
· Goal focusing
· Structuring for results
· Facilitating decision making
· Training team members in task skills
· Maintaining standards of excellence
· Internal Relational Leadership actions:
· Coaching team members in interpersonal skills
· Collaborating
· Managing conflict and power issues
· Building commitment and spirit de corps
· Satisfying individual member needs
· Modeling ethical and principled practices
· External Environmental Leadership actions:
· Networking and forming alliances in environment
· Advocating and representing team environment
· Negotiating upward to secure necessary resources, support, and recognition for team
· Buffering team members from environmental distractions
· Assessing environmental indicators of team’s effectiveness
· Sharing relevant environmental info with team 

HOW DOES THE TEAM LEADERSHIP MODEL WORK?
· Can use the model to help them make decisions about the current state of their team and the specific actions they need to take, if any, to improve team’s functioning

STRENGTHS
1. Designed to focus on the real-life organizational group work and the leadership needed therein
2. Provides a cognitive guide that helps leaders to design and maintain effective teams, especially when performance is below standards
3. Takes into account the changing role of leaders and followers in organizations
4. Can help in selection of team leaders and team members

CRITICSISMS
1. Quite complex
2. Does not provide on-the-spot answers to specific problems facing team leaders
3. Model only points leader in right direction and suggests skills needed to solve these complex problems
4. Roles of leaders and followers can change over time, making it important for team leader and members to possess requisite leadership skills
