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Foreword

The first edition of this popular, widely used textbook was published in
1993, and the authors have continually upgraded it with each new edition
including this one—the seventh. For this newest edition I've written some-
thing of a new foreword.

In a sense, no new foreword is needed; many principles of leadership
are timeless. For example, their references to Shakespeare and Machiavelli
need no updating. However, they have refreshed their examples and an-
ecdotes, and they have kept up with the contemporary research and writ-
ing of leadership experts. Ironically, one of their most riveting new
examples falls into the “Dark Side of Leadership” chapter, where they in-
clude the horrific example of Richard Fuld, the CEO who presided over
the disintegration, destruction, and bankruptcy of Lehman Brothers, the
fourth-largest investment bank in the world. Over a five-year period
(when he was paid a total of $300,000,000), Fuld kept stretching the rubber
band of increasingly risky investments while at the same time stretching
another rubber band of tricky financial reporting until they both snapped
simultaneously, bringing the world’s financial system close to the brink of
disaster. His actions cost the jobs of 25,000 employees and the loss of bil-
lions of dollars by investors. Yeoman work by other leaders avoided the
brink but could not prevent a painful economic recession. This brutal ex-
ample, in a perverse way, once again emphasizes the power of leadership.

Such examples keep this book fresh and relevant; but the earlier fore-
word, reprinted here, still captures the tone, spirit, and achievements of
these authors” work:

Often the only difference between chaos and a smoothly functioning
operation is leadership; this book is about that difference.

The authors are psychologists; therefore the book has a distinctly psy-
chological tone. You, as a reader, are going to be asked to think about lead-
ership the way psychologists do. There is much here about psychological
tests and surveys, about studies done in psychological laboratories, and
about psychological analyses of good (and poor) leadership. You will of-
ten run across common psychological concepts in these pages, such as
personality, values, attitudes, perceptions, and self-esteem, plus some not-
so-common “jargon-y” phrases like double-loop learning, expectancy
theory, and perceived inequity. This is not the same kind of book that
would be written by coaches, sales managers, economists, political scien-
tists, or generals.

Be not dismayed. Because these authors are also teachers with a good
eye and ear for what students find interesting, they write clearly and
cleanly, and they have also included a host of entertaining, stimulating
snapshots of leadership: cartoons, quotes, anecdotal Highlights, and
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personal glimpses from a wide range of intriguing people, each offered as
an illustration of some scholarly point.

Also, because the authors are, or have been at one time or another,
together or singly, not only psychologists and teachers but also children,
students, Boy Scouts, parents, professors (at the U.S. Air Force Academy),
Air Force officers, pilots, church members, athletes, administrators, insatia-
ble readers, and convivial raconteurs, their stories and examples are drawn
from a wide range of personal sources, and their anecdotes ring true.

As psychologists and scholars, they have reviewed here a wide range
of psychological studies, other scientific inquiries, personal reflections of
leaders, and philosophic writings on the topic of leadership. In distilling
this material, they have drawn many practical conclusions useful for cur-
rent and potential leaders. There are suggestions here for goal setting, for
running meetings, for negotiating, for managing conflict within groups,
and for handling your own personal stress, to mention just a few.

All leaders, no matter what their age and station, can find some useful
tips here, ranging over subjects such as body language, keeping a journal,
and how to relax under tension.

In several ways the authors have tried to help you, the reader, feel what
it would be like “to be in charge.” For example, they have posed quanda-
ries such as the following: You are in a leadership position with a budget
provided by an outside funding source. You believe strongly in, say, Topic
A, and have taken a strong, visible public stance on that topic. The head of
your funding source takes you aside and says, “We disagree with your
stance on Topic A. Please tone down your public statements, or we will
have to take another look at your budget for next year.”

What would you do? Quit? Speak up and lose your budget? Tone down
your public statements and feel dishonest? There’s no easy answer, and
it’s not an unusual situation for a leader to be in. Sooner or later, all lead-
ers have to confront just how much outside interference they will tolerate
in order to be able to carry out programs they believe in.

The authors emphasize the value of experience in leadership develop-
ment, a conclusion I thoroughly agree with. Virtually every leader who
makes it to the top of whatever pyramid he or she happens to be climbing
does so by building on earlier experiences. The successful leaders are those
who learn from these earlier experiences, by reflecting on and analyzing
them to help solve larger future challenges. In this vein, let me make a sug-
gestion. Actually, let me assign you some homework. (I know, I know, this is
a peculiar approach in a book foreword; but stay with me—I have a point.)

Your Assignment: To gain some useful leadership experience, per-
suade eight people to do some notable activity together for at least two
hours that they would not otherwise do without your intervention. Your
only restriction is that you cannot tell them why you are doing this.

It can be any eight people: friends, family, teammates, club members,
neighbors, students, working colleagues. It can be any activity, except that
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it should be something more substantial than watching television, eating,
going to a movie, or just sitting around talking. It could be a roller-skating
party, an organized debate, a songfest, a long hike, a visit to a museum, or
volunteer work such as picking up litter or visiting a nursing home. If you
will take it upon yourself to make something happen in the world that
would not have otherwise happened without you, you will be engaging
in an act of leadership with all of its attendant barriers, burdens, and plea-
sures, and you will quickly learn the relevance of many of the topics that
the authors discuss in this book. If you try the eight-person-two-hour ex-
perience first and read this book later, you will have a much better under-
standing of how complicated an act of leadership can be. You will learn
about the difficulties of developing a vision (“Now that we are together,
what are we going to do?”), of motivating others, of setting agendas and
timetables, of securing resources, of the need for follow-through. You may
even learn about “loneliness at the top.” However, if you are successful,
you will also experience the thrill that comes from successful leadership.
One person can make a difference by enriching the lives of others, if only
for a few hours. And for all of the frustrations and complexities of leader-
ship, the tingling satisfaction that comes from success can become almost
addictive. The capacity for making things happen can become its own
motivation. With an early success, even if it is only with eight people for
two hours, you may well be on your way to a leadership future.

The authors believe that leadership development involves reflecting on
one’s own experiences. Reading this book in the context of your own lead-
ership experience can aid in that process. Their book is comprehensive,
scholarly, stimulating, entertaining, and relevant for anyone who wishes
to better understand the dynamics of leadership, and to improve her or
his own personal performance.

David P. Campbell
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Perhaps by the time they are fortunate enough to have completed six edi-
tions of a textbook, it is a bit natural for authors to believe something like,
“Well, now we’ve got it just about right . . . there couldn’t be too many
changes for the next edition” (that is, this one). But as our experience con-
sistently has been since the first edition, the helpful suggestions of users
and reviewers always provide helpful grist for improvement. The changes
made in this edition are far more extensive than we would have predicted
a year ago, and we believe this edition is better because of them.

We have made a number of significant changes to this book’s structure
and format as well as the kind of normal updates you would expect (such
as adding timely references, including new Highlights, and pruning dated
stories). Let us briefly review here some of the major changes to this edi-
tion. Some of these can be characterized as a generalized effort to better
integrate material covered in multiple chapters in previous editions into
single chapters in this edition. For example, we have combined material
from the first two chapters in all previous editions into the first chapter of
this edition with an overall leaner and more consolidated treatment of the
material. As another example, we have moved material about mentoring,
coaching, and development planning from the chapter about leader be-
havior into the chapter about leader development while also eliminating
material from earlier editions of the development chapter that over time
had become somewhat out of date.

Another major change is the complete elimination of the chapter about
assessing leadership. We struggled with this chapter through all previous
editions in our efforts to adequately cover material that we believe important
but that to many others is dry and perhaps not that important in an introduc-
tory course. We finally concluded that the cost of an entire chapter that either
was not covered by many of our textbook users, or was found problematic by
others who did, was simply not worth it. (Sneakily, we must admit that a lit-
tle of that material might have found its way into other chapters.)

The chapter now called “Leadership, Ethics and Values” also includes
many changes. There is an extended treatment of ethical leadership, and
more explicit linkages are drawn among ethics, values, ethical leadership,
authentic leadership, and servant leadership. In the spirit of consolidation
and integration, some material about character development from other
chapters in the previous edition is now included in this chapter instead.
Finally, the “Leading across Cultures” section, which was in the “Leader-
ship and Values” chapter of our sixth edition, is now part of “The Situa-
tion” chapter in this edition because it fits better there thematically.

Speaking about our chapter addressing the role of the situation in lead-
ership, it also has undergone other significant changes. In general, these
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changes represent our effort to reorient the chapter more toward leader-
ship issues than toward organizational behavior or management. Thus
the chapter not only discusses the leadership challenges of leading glob-
ally but also explores the topic of organizational culture. The chapter also
takes a new look at the role of leadership in dealing with increasing envi-
ronmental change.

The final major change to this edition reorganizes the content covered
in our sections about leadership skills into four chapters, each one now
representing the final chapter in each of the book’s four parts, and each
chapter focusing on a distinctive aspect of a leader’s challenges. There
also are two new skills added: “Creating a Compelling Vision” and “Your
First 90 Days as a Leader.”

There are other changes to the seventh edition as well, though they are
generally smaller in scope and less systematic than those just mentioned.
For example, greater attention is now given to LMX theory in the “Contin-
gency Theories” chapter; leading virtual teams gets more extended treat-
ment in “Groups, Teams, and Their Leadership”; and new Highlights and
Profiles in Leadership appear throughout the book.

As always, we are indebted to the superb editorial staff at McGraw-
Hill/Irwin, including Jane Beck, our editorial coordinator, Laura Spell, the
managing development editor, Dana Pauley, the project manager, and
Jaime Halteman, our marketing manager. They all have been wise, sup-
portive, helpful, and pleasant partners in this process, and it has been our
good fortune to know and work with such a professional team. And as we
noted at the beginning of this preface, we are also indebted to the individu-
als whose evaluations and constructive suggestions about the previous
edition provided the foundation for many of our revisions. We are grateful
for the scholarly and insightful comments from all of our reviewers:

John Anderson Kenneth Campbell
Walsh College North Central College
Mark Arvisais Cheree Causey

Towson University University of Alabama-Tuscaloosa
David Lee Baker Jeewon Cho

Kent State University Montclair State University
Herbert Barber Marie Gould

Virginia Military Institute Peirce College

Erich Baumgartner Donald Howard Horner
Andrews University U.S. Naval Academy
Ellen Benowitz Osmond Ingram Jr.
Mercer County Community Dallas Baptist University

College
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Karen Jacobs
LeTourneau University

Donna Rue Jenkins
National University

Lanny Karns
SUNY-Oswego

Stacey Kessler
Montclair State University

Paulette Laubsch
Fairleigh-Dickinson
University-Teaneck

Charles Changuk Lee
Chestnut Hill College

John Michael Lenti
University of South Carolina

Kristie Loescher
University of Texas—Austin

Lt. Col. Thomas Meriwether
Virginia Military Institute
Howard Rudd

College of Charleston

Cdr. Stephen Trainor
U.S. Naval Academy

Dennis Veit
University of Texas—Arlington

Deborah Wharff

University of North Carolina—
Pembroke

Eric Williams

University of Alabama-Tuscaloosa

Once again we dedicate this book to the leaders of the past

from whom we have learned, the leaders of today whose

behaviors and actions shape our ever-changing world, and

the leaders of tomorrow who we hope will benefit from the

lessons in this book as they face the challenges of change and

globalization in an increasingly interconnected world.

Richard L. Hughes
Robert C. Ginnett
Gordon J. Curphy
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Part

l.eadership
Is a Process.
Not a Position

Leader

Followers Leadership Situation

If any single idea is central to this book, it is that leadership is a process,
not a position. The entire first part of this book explores that idea. One is
not a leader—except perhaps in name only—merely because one holds a
title or position. Leadership involves something happening as a result of
the interaction between a leader and followers.

In Chapter 1 we define leadership and explore its relationship to con-
cepts such as management and followership, and we also introduce the
interactional framework. The interactional framework is based on the idea
that leadership involves complex interactions between the leader, the fol-
lowers, and the situations they are in. That framework provides the orga-
nizing principle for the rest of the book. Chapter 2 looks at how we can
become better leaders by profiting more fully from our experiences, which
is not to say that either the study or the practice of leadership is simple.
Part 1 concludes with a chapter focusing on basic leadership skills. There
also will be a corresponding skills chapter at the conclusion of each of the
other three parts in this book.



Chapter

Introduction

What Do We Mean by
Leadership?

In the spring of 1972, an airplane flew across the Andes mountains car-
rying its crew and 40 passengers. Most of the passengers were members
of an amateur Uruguayan rugby team en route to a game in Chile. The
plane never arrived. It crashed in snow-covered mountains, breaking
into several pieces on impact. The main part of the fuselage slid like a
toboggan down a steep valley, coming to rest in waist-deep snow. Al-
though a number of people died immediately or within a day of the im-
pact, the picture for the 28 survivors was not much better. The fuselage
offered little protection from the extreme cold, food supplies were scant,
and a number of passengers had serious injuries from the crash. Over
the next few days, several surviving passengers became psychotic and
several others died from their injuries. The passengers who were rela-
tively uninjured set out to do what they could to improve their chances
of survival.

Several worked on “weatherproofing” the wreckage; others found
ways to get water; and those with medical training took care of the in-
jured. Although shaken by the crash, the survivors initially were confi-
dent they would be found. These feelings gradually gave way to despair
as search and rescue teams failed to find the wreckage. With the passing
of several weeks and no sign of rescue in sight, the remaining passengers
decided to mount expeditions to determine the best way to escape. The
most physically fit were chosen to go on the expeditions because the thin
mountain air and the deep snow made the trips difficult. The results of the
trips were both frustrating and demoralizing: the expedition members de-
termined they were in the middle of the Andes mountains, and walking
out to find help was believed to be impossible. Just when the survivors
thought nothing worse could possibly happen, an avalanche hit the
wreckage and killed several more of them.



Lives of great men all
remind us
We can make our
lives sublime
And, departing, leave
behind us
Footprints on the
sands of time.
Henry Wadsworth
Longfellow
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The remaining survivors concluded they would not be rescued, and
their only hope was for someone to leave the wreckage and find help.
Three of the fittest passengers were chosen for the final expedition, and
everyone else’s work was directed toward improving the expedition’s
chances of success. The three expedition members were given more food
and were exempted from routine survival activities; the rest spent most of
their energies securing supplies for the trip. Two months after the plane
crash, the expedition members set out on their final attempt to find help.
After hiking for 10 days through some of the most rugged terrain in the
world, the expedition stumbled across a group of Chilean peasants tend-
ing cattle. One of the expedition members stated, “I come from a plane
that fell in the mountains. I am Uruguayan . ..” Eventually 14 other survi-
vors were rescued.

When the full account of their survival became known, it was not with-
out controversy. It had required extreme and unsettling measures: the sur-
vivors had lived only by eating the flesh of their deceased comrades.
Nonetheless, their story is one of the most moving survival dramas of all
time, magnificently told by Piers Paul Read in Alive.! It is a story of trag-
edy and courage, and it is a story of leadership.

Perhaps a story of survival in the Andes is so far removed from every-
day experience that it does not seem to hold any relevant lessons about
leadership for you personally. But consider some of the basic issues the
Andes survivors faced: tension between individual and group goals, deal-
ing with the different needs and personalities of group members, and
keeping hope alive in the face of adversity. These issues are not so differ-
ent from those facing many groups we’re a part of. We can also look at the
Andes experience for examples of the emergence of informal leaders in
groups. Before the flight, a boy named Parrado was awkward and shy, a
“second-stringer” both athletically and socially. Nonetheless, this unlikely
hero became the best loved and most respected among the survivors for
his courage, optimism, fairness, and emotional support. Persuasiveness in
group decision making also was an important part of leadership among
the Andes survivors. During the difficult discussions preceding the ago-
nizing decision to survive on the flesh of their deceased comrades, one of
the rugby players made his reasoning clear: “I know that if my dead body
could help you stay alive, then I would want you to use it. In fact, if I do
die and you don’t eat me, then I'll come back from wherever I am and
give you a good kick in the ass.”?

What Is Leadership?

The Andes story and the experiences of many other leaders we’ll intro-
duce to you in a series of profiles sprinkled throughout the chapters
provide numerous examples of leadership. But just what is leadership?
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The halls of fame are
open wide and they are
always full. Some go in
by the door called
“push” and some by the
door called “pull.”
Stanley Baldwin,
British prime
minister in the
1930s

Remember the difference
between a boss and a
leader: a boss says,
“Go!”—a leader says,
“Let’s go!”

E. M. Kelly

People who do research on leadership disagree more than you might
think about what leadership really is. Most of this disagreement stems
from the fact that leadership is a complex phenomenon involving the
leader, the followers, and the situation. Some leadership researchers have
focused on the personality, physical traits, or behaviors of the leader; oth-
ers have studied the relationships between leaders and followers; still oth-
ers have studied how aspects of the situation affect how leaders act. Some
have extended the latter viewpoint so far as to suggest there is no such
thing as leadership; they argue that organizational successes and failures
often get falsely attributed to the leader, but the situation may have a
much greater impact on how the organization functions than does any
individual, including the leader.?

Perhaps the best way for you to begin to understand the complexities
of leadership is to see some of the ways leadership has been defined.
Leadership researchers have defined leadership in many different ways:

¢ The process by which an agent induces a subordinate to behave in a
desired manner.*

e Directing and coordinating the work of group members.>

* An interpersonal relation in which others comply because they want to,
not because they have to.°

* The process of influencing an organized group toward accomplishing
its goals.”

* Actions that focus resources to create desirable opportunities.®

* Creating conditions for a team to be effective.’

¢ Getting results through others (the ends of leadership), and the ability
to build cohesive, goal-oriented teams (the means of leadership). Good
leaders are those who build teams to get results across a variety of
situations.!

e A complex form of social problem solving.!!

As you can see, definitions of leadership differ in many ways, and these
differences have resulted in various researchers exploring disparate as-
pects of leadership. For example, if we were to apply these definitions to
the Andes survival scenario described earlier, some researchers would
focus on the behaviors Parrado used to keep up the morale of the survi-
vors. Researchers who define leadership as influencing an organized
group toward accomplishing its goals would examine how Parrado man-
aged to convince the group to stage and support the final expedition.
One’s definition of leadership might also influence just who is considered
an appropriate leader for study. Thus each group of researchers might
focus on a different aspect of leadership, and each would tell a different
story regarding the leader, the followers, and the situation.

Although having many leadership definitions may seem confusing, it
is important to understand that there is no single correct definition. The



Any fool can keep a
rule. God gave him a
brain to know when to
break the rule.
General Willard
W. Scott
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various definitions can help us appreciate the multitude of factors that
affect leadership, as well as different perspectives from which to view it.
For example, in the first definition just listed, the word subordinate seems
to confine leadership to downward influence in hierarchical relation-
ships; it seems to exclude informal leadership. The second definition
emphasizes the directing and controlling aspects of leadership, and
thereby may deemphasize emotional aspects of leadership. The empha-
sis placed in the third definition on subordinates” “wanting to” comply
with a leader’s wishes seems to exclude any kind of coercion as a leader-
ship tool. Further, it becomes problematic to identify ways in which a
leader’s actions are really leadership if subordinates voluntarily comply
when a leader with considerable potential coercive power merely asks
others to do something without explicitly threatening them. Similarly, a
key reason behind using the phrase desirable opportunities in one of the
definitions was precisely to distinguish between leadership and tyranny.
And partly because there are many different definitions of leadership,
there is also a wide range of individuals we consider leaders. In addition
to stories about leaders and leadership we will sprinkle through this
book, we will highlight several in each chapter in a series of Profiles
in Leadership. The first of these is Profiles in Leadership 1.1, which
highlights Peter Jackson.

All considered, we find that defining leadership as “the process of in-
fluencing an organized group toward accomplishing its goals” is fairly
comprehensive and helpful. Several implications of this definition are
worth further examination.

Leadership Is Both a Science and an Art

Saying leadership is both a science and an art emphasizes the subject of
leadership as a field of scholarly inquiry, as well as certain aspects of the
practice of leadership. The scope of the science of leadership is reflected in
the number of studies—approximately 8,000—cited in an authoritative
reference work, Bass & Stogdill’s Handbook of Leadership: Theory, Research,
and Managerial Applications.’> However, being an expert on leadership re-
search is neither necessary nor sufficient for being a good leader. Some
managers may be effective leaders without ever having taken a course or
training program in leadership, and some scholars in the field of leader-
ship may be relatively poor leaders themselves.

However, knowing something about leadership research is relevant
to leadership effectiveness. Scholarship may not be a prerequisite for
leadership effectiveness, but understanding some of the major research
findings can help individuals better analyze situations using a variety of
perspectives. That, in turn, can tell leaders how to be more effective.
Even so, because skills in analyzing and responding to situations vary
greatly across leaders, leadership will always remain partly an art as
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Peter Jackson

PROFILES IN LEADERSHIP 1.1
When Peter Jackson read The Lord of the Rings trilogy
at the age of 18, he couldn’t wait until it was made
into a movie; 20 years later he made that movie
himself. In 2004 The Lord of the Rings: The Return of
the King took home 11 Academy Awards, winning
the Oscar in every category for which it was nomi-
nated. This tied the record for the most Oscars ever
earned by one motion picture. Such an achievement
might seem unlikely for a producer/director whose
film debut was titled Bad Taste, which it and subse-
quent works exemplified in spades. Peter Jackson
made horror movies so grisly and revolting that his
fans nicknamed him the “Sultan of Splatter.” None-
theless, his talent was evident to discerning eyes—at
least among horror film aficionados. Bad Taste was
hailed as a cult classic at the Cannes Film Festival,
and horror fans tabbed Jackson as a talent to follow.
When screenwriter Costa Botes heard that The
Lord of the Rings would be made into a live action
film, he thought those responsible were crazy. Pre-
vailing wisdom was that the fantastic and complex
trilogy simply could not be believably translated
onto the screen. But he also believed that “there was
no other director on earth who could do it justice”

(Botes, 2004). And do it justice he obviously did.
What was it about the “Sultan of Splatter’s” leader-
ship that gave others such confidence in his ability to
make one of the biggest and best movies of all time?
What gave him the confidence to even try? And
what made others want to share in his vision?

Peter Jackson'’s effectiveness as a leader has been
due in large part to a unique combination of per-
sonal qualities and talents. One associate, for exam-
ple, called him “one of the smartest people | know,”
as well as a maverick willing to buck the establish-
ment. Jackson is also a tireless worker whose early
successes were due in no small part to the combina-
tion of his ambition and dogged perseverance
(Botes, 2004). His initial success was driven largely
by his budding genius in making films on a low
budget and with virtually no other staff. In reading
others’ comments who worked with him on the
LOTR project, however, it’s clear that his leadership
continued to develop over the years. It was his abil-
ity to communicate a shared vision and inspire such
extraordinary work from an incredibly large staff
that made LOTR so spectacularly successful.

Source: Adapted from Costa Botes, Made in New Zealand:
The Cinema of Peter Jackson, NZEDGE.com, May 2004.

well as a science. Highlight 1.1 provides further perspective on how the
art and science of leadership are represented in somewhat distinctive
research traditions.

A democracy cannot fol-
low a leader unless he is
dramatized. A man to be
a hero must not content
himself with heroic vir-
tues and anonymous ac-
tion. He must talk and
explain as he acts—
drama.
William Allen
White, American
writer and editor,
Emporia Gazette

Leadership Is Both Rational and Emotional

Leadership involves both the rational and emotional sides of human ex-
perience. Leadership includes actions and influences based on reason and
logic as well as those based on inspiration and passion. We do not want to
cultivate merely intellectualized leaders who respond with only logical
predictability. Because people differ in their thoughts and feelings, hopes
and dreams, needs and fears, goals and ambitions, and strengths and
weaknesses, leadership situations can be complex. People are both ratio-
nal and emotional, so leaders can use rational techniques and emotional
appeals to influence followers, but they must also weigh the rational and
emotional consequences of their actions.
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The Academic and Troubadour Traditions

of Leadership Research

HIGHLIGHT 1.1

On a practical level, leadership is a topic that al-
most everyone is interested in at one time or an-
other. People have a vested interest in who is
running their government, schools, company, or
church, and because of this interest thousands of
books and articles have been written about the
topic of leadership. Curphy and Hogan believe
these works can be divided into two major camps.
The academic tradition consists of articles that use
data and statistical techniques to make inferences
about effective leadership. Because the academic
tradition is research based, for the most part these
findings are written for other leadership researchers
and are virtually uninterpretable to leadership prac-
titioners. As such, leadership practitioners are often
unfamiliar with the research findings of the aca-
demic tradition.

The second camp of leadership literature is the
troubadour tradition. These books and articles
often consist of nothing more than the opinions or
score-settling reminiscences of former leaders.
Books in the troubadour tradition, such as Who
Moved My Cheese?, What the CEO Wants You to
Know, Winning, and Lead Like Jesus: Lessons from the
Greatest Leadership Role Model of all Time, are wildly
popular, but it is difficult to separate fact from fiction
or determine whether these opinions translate to
other settings. People who are unfamiliar with the
findings of the academic tradition and the limita-
tions of the troubadour tradition find it difficult to
differentiate research findings from opinion.

Perhaps the biggest challenge to improving the
practice of leadership is to give practitioners timely,
easily digestible, research-grounded advice on how
to effectively lead others. The knowledge accumu-
lated from 90 years of leadership research is of tre-
mendous value, yet scientists have paid little
attention to the ultimate consumers of their
work—Ileaders and leaders-to-be. Leadership prac-
titioners often want fast answers about how to be
more effective or successful and understandably
turn to popular books and articles that appear to
provide timely answers to their practical concerns.
Unfortunately, however, the claims in the popular
literature are rarely based on sound research; they
oversimplify the complexities of the leadership
process; and many times they actually offer bad
advice. Relatively little weight is given to well-
researched leadership studies, primarily because
the arcane requirements of publishing articles in
scholarly journals make their content virtually un-
readable (and certainly uninteresting) to actual
leadership practitioners. One of the primary objec-
tives of this book is to make the results of leader-
ship research more usable for leaders and
leaders-to-be.

Sources: G. |. Curphy, M. |. Benson, A. Baldrica, and

R. T. Hogan, Managerial Incompetence (unpublished man-
uscript, 2007); G. J. Curphy, “What We Really Know about
Leadership (But Seem Unwilling to Implement)” (presenta-

tion given to the Minnesota Professionals for Psychology

and Applied Work, Minneapolis, MN, January 2004);

R. T. Hogan, Personality and the Fate of Organizations
(Mahwah, NJ: Lawrence Erlbaum Associates, 2007).

A full appreciation of leadership involves looking at both these sides of
human nature. Good leadership is more than just calculation and plan-
ning, or following a checklist, even though rational analysis can enhance
good leadership. Good leadership also involves touching others’ feelings;
emotions play an important role in leadership too. Just one example of
this is the civil rights movement of the 1960s, which was based on emo-
tions as well as on principles. Dr. Martin Luther King Jr. inspired many
people to action; he touched people’s hearts as well as their heads.
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If you want some ham,
you gotta go into the
smokehouse.
Huey Long,
governor of
Louisiana,
1928-1932

Aroused feelings, however, can be used either positively or negatively,
constructively or destructively. Some leaders have been able to inspire oth-
ers to deeds of great purpose and courage. On the other hand, as images of
Adolf Hitler’s mass rallies or present-day angry mobs attest, group frenzy
can readily become group mindlessness. As another example, emotional
appeals by the Reverend Jim Jones resulted in approximately 800 of his
followers volitionally committing suicide.

The mere presence of a group (even without heightened emotional
levels) can also cause people to act differently than when they are alone.
For example, in airline cockpit crews, there are clear lines of authority
from the captain down to the first officer (second in command) and so on.
So strong are the norms surrounding the authority of the captain that
some first officers will not take control of the airplane from the captain
even in the event of impending disaster. Foushee!® reported a study
wherein airline captains in simulator training intentionally feigned inca-
pacitation so the response of the rest of the crew could be observed. The
feigned incapacitations occurred at a predetermined point during the
plane’s final approach in landing, and the simulation involved condi-
tions of poor weather and visibility. Approximately 25 percent of the first
officers in these simulated flights allowed the plane to crash. For some
reason, the first officers did not take control even when it was clear the
captain was allowing the aircraft to deviate from the parameters of a safe
approach. This example demonstrates how group dynamics can influ-
ence the behavior of group members even when emotional levels are not
high. (Believe it or not, airline crews are so well trained that this is not an
emotional situation.) In sum, it should be apparent that leadership in-
volves followers’ feelings and nonrational behavior as well as rational
behavior. Leaders need to consider both the rational and the emotional
consequences of their actions.

Leadership and Management

In trying to answer “What is leadership?” it is natural to look at the
relationship between leadership and management. To many, the word
management suggests words like efficiency, planning, paperwork, proce-
dures, regulations, control, and consistency. Leadership is often more
associated with words like risk taking, dynamic, creativity, change, and vision.
Some say leadership is fundamentally a value-choosing, and thus a
value-laden, activity, whereas management is not. Leaders are thought
to do the right things, whereas managers are thought to do things right.115
Here are some other distinctions between managers and leaders:!°

* Managers administer; leaders innovate.
* Managers maintain; leaders develop.
* Managers control; leaders inspire.



FIGURE 1.1
Leadership and
Management
Overlap
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Managers have a short-term view; leaders, a long-term view.
* Managers ask how and when; leaders ask what and why.

* Managers imitate; leaders originate.

* Managers accept the status quo; leaders challenge it.

Zaleznik!” goes so far as to say these differences reflect fundamentally
different personality types: leaders and managers are basically different
kinds of people. He says some people are managers by nature; other peo-
ple are leaders by nature. One is not better than the other; they are just
different. Their differences, in fact, can be useful because organizations
typically need both functions performed well. For example, consider
again the U.S. civil rights movement in the 1960s. Dr. Martin Luther
King Jr. gave life and direction to the civil rights movement in America.
He gave dignity and hope of freer participation in national life to people
who before had little reason to expect it. He inspired the world with his
vision and eloquence, and he changed the way we live together. America
is a different nation today because of him. Was Dr. Martin Luther King
Jr. a leader? Of course. Was he a manager? Somehow that does not seem
to fit, and the civil rights movement might have failed if it had not been
for the managerial talents of his supporting staff. Leadership and man-
agement complement each other, and both are vital to organizational
success.

With regard to the issue of leadership versus management, the authors
of this book take a middle-of-the-road position. We think of leadership
and management as closely related but distinguishable functions. Our
view of the relationship is depicted in Figure 1.1, which shows leadership
and management as two overlapping functions. Although some functions
performed by leaders and managers may be unique, there is also an area
of overlap. In reading Highlight 1.2, do you see more good management
in the response to the 1906 San Francisco earthquake, more good leader-
ship, or both?

Leadership Management
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The Response of Leadership to a Natural Disaster

HIGHLIGHT 1.2

Much has been written about the inadequate
response of local, state, and federal agencies
to Hurricane Katrina. It may be instructive to
compare the response of government agencies to
a natural disaster on a different coast a century
earlier: the San Francisco earthquake and fire
of 1906.

While the precipitant disaster was the earth-
quake itself, much destruction resulted from the
consequent fire, one disaster aggravating the im-
pact of the other. Because of the earthquake, util-
ity poles throughout the city fell, taking the
high-tension wires they were carrying with them.
Gas pipes broke; chimneys fell, dropping hot
coals into thousands of gallons of gas spilled by
broken fuel tanks; stoves and heaters in homes
toppled over; and in moments fires erupted
across the city. And because the earthquake’s first
tremors also broke water pipes throughout the
city, fire hydrants everywhere suddenly went dry,
making fighting the fires virtually impossible. In
objective terms, the disaster is estimated to have
killed as many as 3,000 people, rendered more
than 200,000 homeless, and by some measures
caused $195 billion in property loss as measured
by today’s dollars.

How did authorities respond to the crisis when
there were far fewer agencies with presumed
response plans to combat disasters, and when
high-tech communication methods were unheard
of? Consider these two examples:

e The ranking officer assigned to a U.S. Army
post in San Francisco was away when the
earthquake struck, so it was up to his deputy to
help organize the army’s and federal govern-
ment’s response. The deputy immediately ca-
bled Washington, D.C., requesting tents,

rations, and medicine. Secretary of War William
Howard Taft, who would become the next U.S.
president, responded by immediately dispatch-
ing 200,000 rations from Washington State. In
a matter of days, every tent in the U.S. Army
had been sent to San Francisco, and the lon-
gest hospital train in history was dispatched
from Virginia.

e Perhaps the most impressive example of lead-
ership initiative in the face of the 1906 disaster
was that of the U.S. Post Office. It recovered its
ability to function in short order without losing
a single item that was being handled when the
earthquake struck. And because the earthquake
had effectively destroyed the city’s telegraphic
connection (telegrams inside the city were
temporarily being delivered by the post office),
a critical question arose: How could people
struck by the disaster communicate with their
families elsewhere? The city postmaster imme-
diately announced that all citizens of San
Francisco could use the post office to inform
their families and loved ones of their condition
and needs. He further stipulated that for out-
going private letters it would not matter whether
the envelopes bore stamps. This was what was
needed: Circumstances demanded that people
be able to communicate with friends and fam-
ily whether or not they could find or pay for
stamps.

Perhaps this should remind us that modern
leadership is not necessarily better leadership,
and that leadership in government is not always
bureaucratic and can be both humane and
innovative.

Source: Adapted from S. Winchester, A Crack in the Edge

of the World: America and the Great California Earthquake
of 1906 (New York: Harper Perennial, 2006).
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HIGHLIGHT 1.3
This text is predicated on the idea that leaders can
make a difference. Interestingly, though, while
businesspeople generally agree, not all scholars do.

People in the business world attribute much of a
company’s success or failure to its leadership. One
study counted the number of articles appearing in
The Wall Street Journal that dealt with leadership
and found nearly 10 percent of the articles about
representative target companies addressed that
company’s leadership. Furthermore, there was a
significant positive relationship between company
performance and the number of articles about its
leadership; the more a company’s leadership was
emphasized in The Wall Street Journal, the better
the company was doing. This might mean the
more a company takes leadership seriously (as
reflected by the emphasis in The Wall Street Journal),
the better it does.

However, the study authors were skeptical
about the real utility of leadership as a concept.

They suggested leadership is merely a romanti-
cized notion—an obsession people want and need
to believe in. Belief in the potency of leadership
may be a cultural myth that has utility primarily
insofar as it affects how people create meaning
about causal events in complex social systems.
The behavior of leaders, the authors contend,
does not account for much of the variance in an
organization’s performance. Nonetheless, people
seem strongly committed to a basic faith that indi-
vidual leaders shape organizational destiny for
good or ill.

As you read this book and come to appreciate
how many factors affect a group’s success besides
the talents of the individual leader, you might pay a
price for that understanding. As you appreciate the
complexity of leadership more, the romance of
leadership might slightly diminish.

Source: |. R. Meind|, S. B. Ehrlich, and J. M. Dukerich,

“The Romance of Leadership,” Administrative Science
Quarterly 30 (1985), pp. 78-102.

Leadership Myths

Few things pose a greater obstacle to leadership development than certain
unsubstantiated and self-limiting beliefs about leadership. Therefore, be-
fore we begin examining leadership and leadership development in more
detail, we will consider what they are not. We will examine several beliefs
(we call them myths) that stand in the way of fully understanding and
developing leadership.

Myth: Good Leadership Is All Common Sense

At face value, this myth says one needs only common sense to be a good
leader. It also implies, however, that most if not all of the studies of leader-
ship reported in scholarly journals and books only confirm what anyone
with common sense already knows.

The problem, of course, is with the ambiguous term common sense. It
implies a common body of practical knowledge about life that virtually
any reasonable person with moderate experience has acquired. A simple
experiment, however, may convince you that common sense may be less
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If you miss seven balls
out of ten, you're bat-
ting three hundred and
that’s good enough for
the Hall of Fame. You
can'’t score if you keep
the bat on your shoulder.
Walter B. Wriston,
chairman of
Citicorp,
1970-1984

common than you think. Ask a few friends or acquaintances whether the
old folk wisdom “Absence makes the heart grow fonder” is true or false.
Most will say it is true. After that ask a different group whether the old
folk wisdom “Out of sight, out of mind” is true or false. Most of that
group will answer true as well, even though the two proverbs are
contradictory.

A similar thing sometimes happens when people hear about the results
of studies concerning human behavior. On hearing the results, people
may say, “Who needed a study to learn that? I knew it all the time.” How-
ever, several experiments'®!” showed that events were much more sur-
prising when subjects had to guess the outcome of an experiment than
when subjects were told the outcome. What seems obvious after you
know the results and what you (or anyone else) would have predicted
beforehand are not the same thing. Hindsight is always 20/20.

The point might become clearer with a specific example; read the
following paragraph:

After World War II, the U.S. Army spent enormous sums of money on
studies only to reach conclusions that, many believed, should have been
apparent at the outset. One, for example, was that southern soldiers were
better able to stand the climate in the hot South Sea islands than northern
soldiers were.

This sounds reasonable, but there is a problem: the statement here is
exactly contrary to the actual findings. Southerners were no better than
northerners in adapting to tropical climates.?’ Common sense can often
play tricks on us.

Put a little differently, one challenge of understanding leadership may
be to know when common sense applies and when it does not. Do leaders
need to act confidently? Of course. But they also need to be humble
enough to recognize that others’ views are useful, too. Do leaders need to
persevere when times get tough? Yes. But they also need to recognize
when times change and a new direction is called for. If leadership were
nothing more than common sense, there should be few, if any, problems in
the workplace. However, we venture to guess you have noticed more than
a few problems between leaders and followers. Effective leadership must
be something more than just common sense.

Myth: Leaders Are Born, Not Made

Some people believe being a leader is either in one’s genes or not; others
believe that life experiences mold the individual and that no one is born
a leader. Which view is right? In a sense, both and neither. Both views
are right in that innate factors as well as formative experiences influence
many sorts of behavior, including leadership. Yet both views are wrong
to the extent they imply leadership is either innate or acquired; what
matters more is how these factors interact. It does not seem useful, we



Never reveal all of your-
self to other people; hold
back something in re-
serve so that people are
never quite sure if they
really know you.
Michael Korda,
author, editor

Progress always in-
volves risks. You can’t
steal second base and
keep your foot on first.
Frederick B. Wilcox
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believe, to think of the world as composed of two mutually exclusive
types of people, leaders and nonleaders. It is more useful to address
how each person can make the most of leadership opportunities he or
she faces.

It may be easier to see the pointlessness of asking whether leaders are
born or made by looking at an alternative question of far less popular in-
terest: Are college professors born or made? Conceptually the issues are the
same, and here too the answer is that every college professor is both born
and made. It seems clear enough that college professors are partly “born”
because (among other factors) there is a genetic component to intelligence,
and intelligence surely plays some part in becoming a college professor
(well, at least a minor part!). But every college professor is also partly
“made.” One obvious way is that college professors must have advanced
education in specialized fields; even with the right genes one could not
become a college professor without certain requisite experiences. Becom-
ing a college professor depends partly on what one is born with and partly
on how that inheritance is shaped through experience. The same is true of
leadership.

More specifically, research indicates that many cognitive abilities and
personality traits are at least partly innate.”! Thus natural talents or char-
acteristics may offer certain advantages or disadvantages to a leader. Con-
sider physical characteristics: A man’s above-average height may increase
others’ tendency to think of him as a leader; it may also boost his own
self-confidence. But it doesn’t make him a leader. The same holds true for
psychological characteristics that seem related to leadership. The stability
of certain characteristics over long periods (for example, at school
reunions people seem to have kept the same personalities we remember
them as having years earlier) may reinforce the impression that our basic
natures are fixed, but different environments nonetheless may nurture or
suppress different leadership qualities.

Myth: The Only School You Learn Leadership from Is the
School of Hard Knocks

Some people skeptically question whether leadership can develop
through formal study, believing instead it can be acquired only through
actual experience. It is a mistake, however, to think of formal study and
learning from experience as mutually exclusive or antagonistic. In fact,
they complement each other. Rather than ask whether leadership devel-
ops from formal study or from real-life experience, it is better to ask
what kind of study will help students learn to discern critical lessons
about leadership from their own experience. Approaching the issue in
such a way recognizes the vital role of experience in leadership develop-
ment, but it also admits that certain kinds of study and training can im-
prove a person’s ability to discern important lessons about leadership
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from experience. It can, in other words, accelerate the process of learn-
ing from experience.

We argue that one advantage of formally studying leadership is that
formal study provides students with a variety of ways of examining a
particular leadership situation. By studying the different ways researchers
have defined and examined leadership, students can use these definitions
and theories to better understand what is going on in any leadership situ-
ation. For example, earlier in this chapter we used three different leader-
ship definitions as a framework for describing or analyzing the situation
facing Parrado and the survivors of the plane crash, and each definition
focused on a different aspect of leadership. These frameworks can simi-
larly be applied to better understand the experiences one has as both a
leader and a follower. We think it is difficult for leaders, particularly nov-
ice leaders, to examine leadership situations from multiple perspectives;
but we also believe developing this skill can help you become a better
leader. Being able to analyze your experiences from multiple perspectives
may be the greatest single contribution a formal course in leadership can
give you. Maybe you can reflect on your own leadership over a cup of cof-
fee in Starbucks as you read about the origins of that company in Profiles
in Leadership 1.2.

Howard Schultz

PROFILES IN LEADERSHIP 1.2

Starbucks began in 1971 as a very different com-
pany than we know it as today. The difference is
due in large part to the way its former CEO, How-
ard Schultz, reframed the kind of business Star-
bucks should be. Schultz joined Starbucks in 1981
to head its marketing and retail store operations.
While on a trip to Italy in 1983, Schultz was amazed
by the number and variety of espresso bars
there—1,500 in the city of Turin alone. He con-
cluded that the Starbucks stores in Seattle had
missed the point: Starbucks should be not just a store
but an experience—a gathering place.

Everything looks clearer in hindsight, of course,
but the Starbucks owners resisted Schultz’s vision;
Starbucks was a retailer, they insisted, not a restau-
rant or bar. Schultz’s strategic reframing of the
Starbucks opportunity was ultimately vindicated
when—after having departed Starbucks to pursue

the same idea with another company—Schultz had
the opportunity to purchase the whole Starbucks
operation in Seattle, including its name.

Despite today’s pervasiveness of Starbucks
across the world, however, and the seeming obvi-
ousness of Schultz’'s exemplary leadership, the
Starbucks story has not been one of completely
consistent success. After Schultz retired as Star-
bucks CEO when it was a global megabrand, the
company’s performance suffered to the point
Schultz complained that it was “losing its soul.”
He was asked to return as CEO in 2008, and it ap-
pears he has resurrected Starbucks by bringing
new attention to the company’s operating effi-
ciency and by admitting, in effect, that some of
his own earlier instinctive approach to company
strategy and management may no longer be
sufficient for the new global scale of Starbucks
operation.
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The Interactional Framework for Analyzing leadership

FIGURE 1.2
An Interactional
Framework for
Analyzing
Leadership

Source: Adapted from

E. P. Hollander, Leadership
Dynamics: A Practical Guide
to Effective Relationships
(New York: Free Press, 1978).

Perhaps the first researcher to formally recognize the importance of the
leader, follower, and situation in the leadership process was Fred Fiedler.22
Fiedler used these three components to develop his contingency model of
leadership, a theory of leadership that will be discussed in more detail in
Chapter 13. Although we recognize Fiedler’s contributions, we owe per-
haps even more to Hollander’s? transactional approach to leadership. We
call our approach the interactional framework.

Several aspects of this derivative of Hollander’s approach are worthy
of additional comment. First, as shown in Figure 1.2, the framework
depicts leadership as a function of three elements—the leader, the follow-
ers, and the situation. Second, a particular leadership scenario can be
examined using each level of analysis separately. Although this is a useful
way to understand the leadership process, we can understand the process
even better if we also examine the interactions among the three elements,
or lenses, represented by the overlapping areas in the figure. For example,
we can better understand the leadership process if we not only look at the
leaders and the followers but also examine how leaders and followers af-
fect each other in the leadership process. Similarly, we can examine the
leader and the situation separately, but we can gain even further under-
standing of the leadership process by looking at how the situation can
constrain or facilitate a leader’s actions and how the leader can change
different aspects of the situation to be more effective. Thus a final impor-
tant aspect of the framework is that leadership is the result of a complex
set of interactions among the leader, the followers, and the situation.
These complex interactions may be why broad generalizations about
leadership are problematic: many factors influence the leadership process
(see Highlight 1.3 on page 11).

Leader

Personality,
position,
expertise,
etc.

Followers Situation

Task,
stress,

environment,
etc.

Values,
norms,
cohesiveness,
etc.
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An example of one such complex interaction between leaders and follow-
ers is evident in what have been called in-groups and out-groups. Some-
times there is a high degree of mutual influence and attraction between the
leader and a few subordinates. These subordinates belong to the in-group
and can be distinguished by their high degree of loyalty, commitment, and
trust felt toward the leader. Other subordinates belong to the out-group.
Leaders have considerably more influence with in-group followers than
with out-group followers. However, this greater degree of influence has a
price. If leaders rely primarily on their formal authority to influence their
followers (especially if they punish them), then leaders risk losing the high
levels of loyalty and commitment followers feel toward them.*

The Leader

This element examines primarily what the leader brings as an individual to
the leadership equation. This can include unique personal history, inter-
ests, character traits, and motivation.
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I must follow the people.
Am I not their leader?

Benjamin Disraeli,
19th-century British
prime minister
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Leaders are not all alike, but they tend to share many characteristics.
Research has shown that leaders differ from their followers, and effective
leaders differ from ineffective leaders, on various personality traits, cogni-
tive abilities, skills, and values.3° Another way personality can affect
leadership is through temperament, by which we mean whether a leader
is generally calm or is instead prone to emotional outbursts. Leaders who
have calm dispositions and do not attack or belittle others for bringing
bad news are more likely to get complete and timely information from
subordinates than are bosses who have explosive tempers and a reputa-
tion for killing the messenger.

Another important aspect of the leader is how he or she achieved
leader status. Leaders who are appointed by superiors may have less
credibility with subordinates and get less loyalty from them than leaders
who are elected or emerge by consensus from the ranks of followers.
Often emergent or elected officials are better able to influence a group to-
ward goal achievement because of the power conferred on them by their
followers. However, both elected and emergent leaders need to be sensi-
tive to their constituencies if they wish to remain in power.

More generally, a leader’s experience or history in a particular organiza-
tion is usually important to her or his effectiveness. For example, leaders
promoted from within an organization, by virtue of being familiar with its
culture and policies, may be ready to “hit the job running.” In addition,
leaders selected from within an organization are typically better known by
others in the organization than are leaders selected from the outside. That is
likely to affect, for better or worse, the latitude others in the organization are
willing to give the leader; if the leader is widely respected for a history of
accomplishment, she may be given more latitude than a newcomer whose
track record is less well known. On the other hand, many people tend to
give new leaders a fair chance to succeed, and newcomers to an organiza-
tion often take time to learn the organization’s informal rules, norms, and
“ropes” before they make any radical or potentially controversial decisions.

A leader’s legitimacy also may be affected by the extent to which fol-
lowers participated in the leader’s selection. When followers have had a
say in the selection or election of a leader, they tend to have a heightened
sense of psychological identification with her, but they also may have
higher expectations and make more demands on her.*! We also might
wonder what kind of support a leader has from his own boss. If followers
sense their boss has a lot of influence with the higher-ups, subordinates
may be reluctant to take their complaints to higher levels. On the other
hand, if the boss has little influence with higher-ups, subordinates may be
more likely to make complaints to these levels.

The foregoing examples highlight the sorts of insights we can gain
about leadership by focusing on the individual leader as a level of analy-
sis. Even if we were to examine the individual leader completely, how-
ever, our understanding of the leadership process would be incomplete.
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The crowd will follow a
leader who marches
twenty steps in advance;
but if he is a thousand
steps in front of them,
they do not see and do
not follow him.

Georg Brandes

“I'll be blunt, coach. I'm having a problem with this ‘take a lap” thing of
yours...”

Source: © Tribune Media Services, Inc. All Rights Reserved. Reprinted with permission.

The Followers

Followers are a critical part of the leadership equation, but their role has
not always been appreciated, at least in empirical research (but read
Highlight 1.4 to see how the role of followers has been recognized in lit-
erature). For a long time, in fact, “the common view of leadership was
that leaders actively led and subordinates, later called followers,
passively and obediently followed.”*? Over time, especially in the last cen-
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The First Band of Brothers

HIGHLIGHT 1.4

Many of you probably have seen, or at least heard
of, the award-winning series Band of Brothers that
followed a company of the famous 101st Airborne
division during World War Il. You may not be aware
that an earlier band of brothers was made famous
by William Shakespeare in his play Henry V.

In one of the most famous speeches by any of
Shakespeare’s characters, the young Henry V tried
to unify his followers when their daring expedition
to conquer France was failing. French soldiers fol-
lowed Henry’s army along the rivers, daring them
to cross over and engage the French in battle. Just
before the battle of Agincourt, Henry’s rousing
words rallied his vastly outnumbered, weary, and
tattered troops to victory. Few words of oratory
have ever better bonded a leader with his followers
than Henry’s call for unity among “we few, we
happy few, we band of brothers.”

Hundreds of years later, Henry's speech is still a
powerful illustration of a leader who emphasized
the importance of his followers. Modern leadership
concepts like vision, charisma, relationship
orientation, and empowerment are readily evident

in Henry’s interactions with his followers. Here are
the closing lines of Henry’s famous speech:

From this day to the ending of the world,

But we in it shall be remembered—

We few, we happy few, we band of brothers;

For he today that sheds his blood with me

Shall be my brother; be he ne’er so vile,

This day shall gentle his condition;

And gentlemen in England now-a-bed

Shall think themselves accurs’d they were not here,
And hold their manhoods cheap whiles any speaks
That fought with us upon Saint Crispin’s day.

Shakespeare’s insights into the complexities of
leadership should remind us that while modern re-
search helps enlighten our understanding, it does
not represent the only, and certainly not the most
moving, perspective on leadership to which we
should pay attention.

Source: N. Warner, “Screening Leadership through

Shakespeare: Paradoxes of Leader—Follower Relations
in Henry V on Film,” The Leadership Quarterly 18 (2007),

pp. 1-15.

All men have some weak
points, and the more
vigorous and brilliant a

tury, social change shaped people’s views of followers, and leadership
theories gradually recognized the active and important role that followers

person may be, the more
strongly these weak
points stand out. It is
highly desirable, even
essential, therefore, for
the more influential
members of a general’s
staff not to be too much
like the general.
Major General
Hugo Baron
von Freytag-
Loringhoven, anti-
Hitler conspirator

play in the leadership process.?® Today it seems natural to accept the
important role followers play. Highlight 1.5 suggests some interesting
interactions between leadership and followership in an arena familiar
to you.

One aspect of our text’s definition of leadership is particularly worth
noting in this regard: Leadership is a social influence process shared
among all members of a group. Leadership is not restricted to the influ-
ence exerted by someone in a particular position or role; followers are part
of the leadership process, too. In recent years both practitioners and schol-
ars have emphasized the relatedness of leadership and followership. As
Burns® observed, the idea of “one-man leadership” is a contradiction in
terms.

Obvious as this point may seem, it is also clear that early leadership
researchers paid relatively little attention to the roles followers play in the
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A Student’s Perspective on Leadership and Followership

HIGHLIGHT 1.5
Krista Kleiner, a student at Claremont-McKenna
College and active in its Kravis Leadership Institute,
has offered these reflections on the importance for
both students and college administrators of taking
seriously the opportunities provided in the classroom
for developing leadership and followership skills.
She notes that the admissions process to college
(as well, we might add, as postcollege job searches)
typically places significant emphasis on a person’s
leadership experience and abilities. Usually this is
reflected in something like a list of “leadership posi-
tions held.” Unfortunately, however, this system
tends to overemphasize the mere acquisition of
leadership titles and pays insufficient attention to
the domain that is the most central and common
element of student life: the classroom learning en-
vironment. Outstanding learning, she argues, is to
a significant degree a collaborative experience be-
tween the formal leader (the teacher) and the infor-
mal followers (the students). The learning
experience is directly enhanced by the degree to
which effective participation by students contrib-
utes to their classroom groups, and this requires
good leadership and good followership. The quality
of one’s contribution to the group could be

assessed via peer surveys, the results of which
would be made available to the teacher. The sur-
veys would assess dimensions of student contribu-
tions like these:

e Which students displayed particularly helpful
leadership in work groups you participated in,
and what did they do that was effective?

e Which students displayed particularly helpful
followership in work groups you participated in
that supported or balanced the leadership that
emerged in the group or that was helpful to fel-
low group members?

* How have you contributed to the learning expe-
rience of your peers through your leadership-
followership role in the classroom? How have
you grown as a constructive leader and con-
structive follower through these experiences?

We hope these ideas challenge you to be a
leader in your own student life and especially in this
leadership course.

Source: K. Kleiner, “Rethinking Leadership and Follower-
ship: A Student’s Perspective,” in R. Riggio, I. Chaleff, and
J. Lipman-Blumen (eds.), The Art of Followership: How
Great Followers Create Great Leaders and Organizations
(San Francisco: Jossey-Bass, 2008), pp. 89-93.

leadership process.®* However, we know that the followers’ expecta-
tions, personality traits, maturity levels, levels of competence, and moti-
vation affect the leadership process t00.540

The nature of followers” motivation to do their work is also important.
Workers who share a leader’s goals and values, and who feel intrinsically
rewarded for performing a job well, might be more likely to work extra
hours on a time-critical project than those whose motivation is solely
monetary.

Even the number of followers reporting to a leader can have significant
implications. For example, a store manager with three clerks working for
him can spend more time with each of them (or on other things) than can
a manager responsible for eight clerks and a separate delivery service;
chairing a task force with 5 members is a different leadership activity than
chairing a task force with 18 members. Still other relevant variables in-
clude followers’ trust in the leader and their degree of confidence that he



Followership Styles

HIGHLIGHT 1.6
The concept of different styles of leadership is rea-
sonably familiar, but the idea of different styles of
followership is relatively new. The very word
follower has a negative connotation to many, evok-
ing ideas of people who behave like sheep and
need to be told what to do. Robert Kelley, however,
believes that followers, rather than representing the
antithesis of leadership, are best viewed as collabo-
rators with leaders in the work of organizations.
Kelley believes that different types of followers can
be described in terms of two broad dimensions. One
of them ranges from independent, critical thinking
at one end to dependent, uncritical thinking on the
other end. According to Kelley, the best followers
think for themselves and offer constructive advice or
even creative solutions. The worst followers need to
be told what to do. Kelley’s other dimension ranges
from whether people are active followers or passive
followers in the extent to which they are engaged in
work. According to Kelley, the best followers are
self-starters who take initiative for themselves,
whereas the worst followers are passive, may even
dodge responsibility, and need constant supervision.
Using these two dimensions, Kelley has suggested
five basic styles of followership:

1. Alienated followers habitually point out all the
negative aspects of the organization to others.
While alienated followers may see themselves as
mavericks who have a healthy skepticism of the
organization, leaders often see them as cynical,
negative, and adversarial.

2. Conformist followers are the “yes people” of or-
ganizations. While very active at doing the orga-
nization’s work, they can be dangerous if their
orders contradict societal standards of behavior
or organizational policy. Often this style is the
result of either the demanding and authoritarian
style of the leader or the overly rigid structure of
the organization.

3. Pragmatist followers are rarely committed to
their group’s work goals, but they have learned
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not to make waves. Because they do not like to
stick out, pragmatists tend to be mediocre per-
formers who can clog the arteries of many orga-
nizations. Because it can be difficult to discern
just where they stand on issues, they present an
ambiguous image with both positive and nega-
tive characteristics. In organizational settings,
pragmatists may become experts in mastering
the bureaucratic rules which can be used to pro-
tect them.

4. Passive followers display none of the characteris-
tics of the exemplary follower (discussed next).
They rely on the leader to do all the thinking.
Furthermore, their work lacks enthusiasm.
Lacking initiative and a sense of responsibility,
passive followers require constant direction.
Leaders may see them as lazy, incompetent, or
even stupid. Sometimes, however, passive
followers adopt this style to help them cope
with a leader who expects followers to behave
that way.

5. Exemplary followers present a consistent picture
to both leaders and coworkers of being inde-
pendent, innovative, and willing to stand up to
superiors. They apply their talents for the benefit
of the organization even when confronted with
bureaucratic stumbling blocks or passive or
pragmatist coworkers. Effective leaders appreci-
ate the value of exemplary followers. When one
of the authors was serving in a follower role in a
staff position, he was introduced by his leader to
a conference as “my favorite subordinate be-
cause he’s a loyal ‘No-Man.” ”

Exemplary followers—high on both critical di-
mensions of followership—are essential to organi-
zational success.

Leaders, therefore, would be well advised to
select people who have these characteristics and,
perhaps even more importantly, create the condi-
tions that encourage these behaviors.

Source: Adapted from R. Kelley, The Power of Followership
(New York: Doubleday Currency, 1992).
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Paul Revere

PROFILES IN LEADERSHIP 1.3

A fabled story of American history is that of Paul
Revere’s ride through the countryside surrounding
Boston, warning towns that the British were com-
ing so local militia could be ready to meet them. As
a result, when the British did march toward Lexing-
ton on the following day, they faced unexpectedly
fierce resistance. At Concord the British were
beaten by a ragtag group of locals, and so began
the American Revolutionary War.

It has been taken for granted by generations of
Americans that the success of Paul Revere’s ride lay
in his heroism and in the self-evident importance of
the news itself. A little-known fact, however, is that
Paul Revere was not the only rider that night. A fel-
low revolutionary by the name of William Dawes
had the same mission: to ride simultaneously
through a separate set of towns surrounding Bos-
ton to warn them that the British were coming. He
did so, carrying the news through just as many
towns as Revere did. But his ride was not successful;
those local militia leaders weren’t aroused and did
not rise up to confront the British. If they had been,
Dawes would be as famous today as Paul Revere.

Why was Revere’s ride successful when Dawes's
ride was not? Paul Revere started a word-of-mouth
epidemic, and Dawes did not, because of differing
kinds of relationships the two men had with others. It
wasn’t, after all, the nature of the news itself that

proved ultimately important so much as the nature
of the men who carried it. Paul Revere was a gre-
garious and social person—what Malcolm Gladwell
calls a connector. Gladwell writes that Revere was “a
fisherman and a hunter, a cardplayer and a theater-
lover, a frequenter of pubs and a successful busi-
nessman. He was active in the local Masonic Lodge
and was a member of several select social clubs.”
He was a man with a knack for always being at the
center of things. So when he began his ride that
night, it was Revere’s nature to stop and share the
news with anyone he saw on the road, and he
would have known who the key players were in
each town to notify.

Dawes was not by nature so gregarious as Re-
vere, and he did not have Revere’s extended social
network. It's likely he wouldn’t have known whom to
share the news with in each town and whose doors
to knock on. Dawes did notify some people, but not
enough to create the kind of impact that Revere did.
Another way of saying this is simply to note that the
people Dawes notified didn't know him the way that
Revere was known by those he notified.

It isn’t just the information or the ideas you have
as a leader that make a difference. It's also whom
you know, and how many you know—and what
they know about you.

Source: Adapted from Malcolm Gladwell, The Tipping
Point (New York: Little, Brown and Company, 2002).

Never try to teach a pig

or she is interested in their well-being. Another aspect of followers’ rela-
tions to a leader is described in Profiles in Leadership 1.3.

to sing; it wastes your
time and it annoys the

pig.

Paul Dickson,
baseball writer

In the context of the interactional framework, the question “What is
leadership?” cannot be separated from the question “What is follower-
ship?” There is no simple line dividing them; they merge. The relationship
between leadership and followership can be represented by borrowing a
concept from topographical mathematics: the Mobius strip. You are prob-
ably familiar with the curious properties of the Mdbius strip: when a strip
of paper is twisted and connected in the manner depicted in Figure 1.3, it
has only one side. You can prove this to yourself by putting a pencil to any
point on the strip and tracing continuously. Your pencil will cover the en-
tire strip (that is, both “sides”), eventually returning to the point at which



Stow this talk. Care
killed a cat. Fetch ahead
for the doubloons.
Long John Silver, in
Robert Louis
Stevenson’s
Treasure Island

He who would eat the
fruit must climb the
tree.

Scottish proverb
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you started. To demonstrate the relevance of this curiosity to leadership,
cut a strip of paper. On one side write leadership, and on the other side
write followership. Then twist the strip and connect the two ends in the
manner of the figure. You will have created a leadership/followership M6-
bius strip wherein the two concepts merge, just as leadership and follow-
ership can become indistinguishable in organizations.*!

This does not mean leadership and followership are the same thing.
When top-level executives were asked to list qualities they most look for
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FIGURE 1.3
The Leadership/
Followership
Mobius Strip

If you act like an ass,

don’t get insulted if

people ride you.
Yiddish proverb

and admire in leaders and followers, the lists were similar but not identi-
cal.*? Ideal leaders were characterized as honest, competent, forward-
looking, and inspiring; ideal followers were described as honest,
competent, independent, and cooperative. The differences could become
critical in certain situations, as when a forward-looking and inspiring sub-
ordinate perceives a significant conflict between his own goals or ethics
and those of his superiors. Such a situation could become a crisis for the
individual and the organization, demanding a choice between leading
and following.

As the complexity of the leadership process has become better under-
stood, the importance placed on the leader—follower relationship itself has
undergone dynamic change.**#* One reason for this is an increasing
pressure on all kinds of organizations to function with reduced resources.
Reduced resources and company downsizing have reduced the number of
managers and increased their span of control, which in turn leaves follow-
ers to pick up many of the functions traditionally performed by leaders.
Another reason is a trend toward greater power sharing and decentral-
ized authority in organizations, which create greater interdependence
among organizational subunits and increase the need for collaboration
among them. Furthermore, the nature of problems faced by many organi-
zations is becoming so complex and the changes are becoming so rapid
that more and more people are required to solve them.

These trends suggest several different ways in which followers can take
on new leadership roles and responsibilities in the future. For one thing,
followers can become much more proactive in their stance toward organi-
zational problems. When facing the discrepancy between the way things
are in an organization and the way they could or should be, followers can
play an active and constructive role collaborating with leaders in solving
problems. In general, making organizations better is a task that needs to
be “owned” by followers as well as by leaders. With these changing roles
for followers, it should not be surprising to find that qualities of good fol-
lowership are statistically correlated with qualities typically associated
with good leadership. One recent study found positive correlations be-
tween the followership qualities of active engagement and independent
thinking and the leadership qualities of dominance, sociability, achieve-
ment orientation, and steadiness.*



Chapter 1 What Do We Mean by Leadership? 25

In addition to helping solve organizational problems, followers can
contribute to the leadership process by becoming skilled at “influencing
upward.” Because followers are often at the levels where many organiza-
tional problems occur, they can give leaders relevant information so good
solutions are implemented. Although it is true that some leaders need to
become better listeners, it is also true that many followers need training
in expressing ideas to superiors clearly and positively. Still another way
followers can assume a greater share of the leadership challenge in the
future is by staying flexible and open to opportunities. The future por-
tends more change, not less, and followers who face change with positive
anticipation and an openness to self-development will be particularly
valued and rewarded.*

Thus, to an ever-increasing degree, leadership must be understood in
terms of both leader variables and follower variables, as well as the interac-
tions among them. But even that is not enough—we must also understand

the particular situations in which leaders and followers find themselves.

Aung San Suu Kyi

PROFILES IN LEADERSHIP 1.4

In 1991 Aung San Suu Kyi already had spent two
years under house arrest in Burma for “endanger-
ing the state.” That same year she won the Nobel
Peace Prize. Like Nelson Mandela, Suu Kyi is an in-
ternational symbol of heroic and peaceful resis-
tance to government oppression.

Until the age of 43, Suu Kyi led a relatively quiet
existence in England as a professional working
mother. Her life changed dramatically in 1988 when
she returned to her native country of Burma to visit
her sick mother. That visit occurred during a time of
considerable political unrest in Burma. Riot police had
recently shot to death hundreds of demonstrators in
the capital city of Rangoon (the demonstrators had
been protesting government repression). Over the
next several months, police killed nearly 3,000 people
who had been protesting government policies.

When hundreds of thousands of pro-democracy
demonstrators staged a protest rally at a prominent
pagoda in Rangoon, Suu Kyi spoke to the crowd.
Overnight she became the leading voice for free-
dom and democracy in Burma. Today she is the
most popular and influential leader in her country
even though she’s never held political office.

What prepared this woman, whose life was
once relatively simple and contented, to risk her
life by challenging an oppressive government?
What made her such a magnet for popular sup-
port? Impressive as Aung San Suu Kyi is as a pop-
ulist leader, it is impossible to understand her
effectiveness purely in terms of her own personal
characteristics. It is impossible to understand it in-
dependent of her followers—the people of Burma.
Her rapid rise to prominence as the leading voice
for democracy and freedom in Burma must be
understood in terms of the living link she repre-
sented to the country’s greatest modern hero—
her father. He was something of a George
Washington figure in that he founded the
Burmese Army in 1941 and later made a successful
transition from military leadership to political
leadership. At the height of his influence, when
he was the universal choice to be Burma’s first
president, he was assassinated. Suu Kyi was two
years old. Stories about his life and principles in-
delibly shaped Suu Kyi’s own life, but his life and
memory also created a readiness among the Bur-
mese people for Suu Kyi to take up her father’s
mantle of leadership.
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The Situation

The situation is the third critical part of the leadership equation. Even if
we knew all we could know about a given leader and a given set of fol-
lowers, leadership often makes sense only in the context of how the
leader and followers interact in a particular situation (see Profiles in

Leadership 1.4 and 1.5).

Bill Gates’s Head Start

PROFILES IN LEADERSHIP 1.5

Belief in an individual’s potential to overcome great
odds and achieve success through talent, strength,
and perseverance is common in America, but usu-
ally there is more than meets the eye in such suc-
cess stories. Malcolm Gladwell’s best seller Outliers
presents a fascinating exploration of how situa-
tional factors contribute to success in addition to
the kinds of individual qualities we often assume
are all-important. Have you ever thought, for ex-
ample, that Bill Gates was able to create Microsoft
because he’s just brilliant and visionary?

Well, let’s take for granted he is brilliant and
visionary—there’s plenty of evidence of that. The
point here, however, is that’s not always enough
(and maybe it's never enough). Here are some of
the things that placed Bill Gates, with all his intel-
ligence and vision, at the right time in the right
place:

e Gates was born to a wealthy family in Seattle
that placed him in a private school for seventh
grade. In 1968, his second year there, the
school started a computer club—even before
most colleges had computer clubs.

¢ In the 1960s virtually everyone who was learn-
ing about computers used computer cards, a
tedious and mind-numbing process. The com-
puter at Gates’s school, however, was linked to a
mainframe in downtown Seattle. Thus in 1968
Bill Gates was practicing computer program-
ming via time-sharing as an eighth grader; few
others in the world then had such opportunity,
whatever their age.

e Even at a wealthy private school like the one
Gates attended, however, funds ran out to cover

the high costs of buying time on a mainframe
computer. Fortunately, at about the same time,
a group called the Computer Center Corpora-
tion was formed at the University of Washington
to lease computer time. One of its founders, co-
incidentally a parent at Gates’s own school,
thought the school’s computer club could get
time on the computer in exchange for testing
the company’s new software programs. Gates
then started a regular schedule of taking the bus
after school to the company’s offices, where he
programmed long into the evening. During one
seven-month period, Gates and his fellow com-
puter club members averaged eight hours a day,
seven days a week, of computer time.

e When Gates was a high school senior, another
extraordinary opportunity presented itself. A
major national company (TRW) needed pro-
grammers with specialized experience—exactly,
as it turned out, the kind of experience the kids
at Gates’s school had been getting. Gates suc-
cessfully lobbied his teachers to let him spend a
spring doing this work in another part of the
state for independent study credit.

¢ By the time Gates dropped out of Harvard after his
sophomore year, he had accumulated more than
10,000 hours of programming experience. It was,
he’s said, a better exposure to software develop-
ment than anyone else at a young age could have
had—and all because of a lucky series of events.

It appears that Gates’s success is at least partly an
example of the right person being in the right place
at just the right time.

Source: Malcolm Gladwell, Outliers: The Story of Success
(New York: Little, Brown and Company, 2008).
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This view of leadership as a complex interaction among leader, fol-
lower, and situational variables was not always taken for granted. To
the contrary, most early research on leadership was based on the as-
sumption that leadership is a general personal trait expressed indepen-
dently of the situation in which the leadership is manifested. This view,
commonly known as the heroic theory, has been largely discredited
but for a long time represented the dominant way of conceptualizing
leadership.*

In the 1950s and 1960s a different approach to conceptualizing leader-
ship dominated research and scholarship. It involved the search for ef-
fective leader behaviors rather than the search for universal traits of
leadership. That approach proved too narrow because it neglected im-
portant contextual, or situational, factors in which presumably effective
or ineffective behaviors occur. Over time, the complexities of interac-
tions among leader, follower, and situational variables increasingly have
been the focus of leadership research.*® (See Chapters 6, 7, and 13 for
more detailed discussions of leader attributes, leader behaviors, and for-
mal theories of leadership that examine complex interdependencies be-
tween leader, follower, and situational variables.) Adding the situation to
the mix of variables that make up leadership is complicated. The situa-
tion may be the most ambiguous aspect of the leadership framework; it
can refer to anything from the specific task a group is engaged in to
broad situational contexts such as the remote predicament of the Andes
survivors. One facet of the complexity of the situation’s role in leader-
ship is examined in Highlight 1.7.

Hlustrating the Interactional Framework:
Women in Leadership Roles

Not long ago if people were asked to name a leader they admired, most of
the names on the resulting list could be characterized as “old white guys.”
Today the names on that same list would be considerably more heteroge-
neous. That change—which we certainly consider progress—represents a
useful illustration of the power of using the interactional framework to
understand the complexities of the leadership process.

A specific example is women in leadership roles, and in this section
we’ll examine the extent to which women have been taking on new lead-
ership roles, whether there are differences in the effectiveness of men
and women in leadership roles, and what explanations have been of-
fered for differences between men and women in being selected for and
succeeding in positions of leadership. This is an area of considerable ac-
ademic research and popular polemics, as evident in many recent arti-
cles in the popular press that claim a distinct advantage for women in
leadership roles.*
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Decision Making in a Complex World

HIGHLIGHT 1.7

Decision making is a good example of how leaders
need to behave differently in various situations. Un-
til late in the 20th century, decision making in gov-
ernment and business was largely based on an
implicit assumption that the world was orderly and

predictable enough for virtually all decision making
to involve a series of specifiable steps: assessing the
facts of a situation, categorizing those facts, and
then responding based on established practice. To
put that more simply, decision making required
managers to sense, categorize, and respond.

The Situation

The Leader’s Job

Simple: predictable and orderly; right
answers exist.

Ensure that proper processes are in place, follow best
practices, and communicate in clear and direct ways.
Complex: flux, unpredictability, ambiguity,
many competing ideas, lots of unknowns.

Create environments and experiments that allow
patterns to emerge; increase levels of interaction and

communication; use methods that generate new ideas
and ways of thinking among everyone.

That process is actually still effective in simple
contexts characterized by stability and clear cause-
and-effect relationships that are readily apparent.
Not all situations in the world, however, are so sim-
ple, and new approaches to decision making are
needed for situations that have the elements of
what we might call complex systems: large num-
bers of interacting elements, nonlinear interactions
among those elements by which small changes can
produce huge effects, and interdependence among
the elements so that the whole is more than the
sum of the parts. The challenges of dealing with
the threat of terrorism are one example of the way

complexity affects decision making, but it’s impact-
ing how we think about decision making in busi-
ness as well as government. To describe this change
succinctly, the decision-making process in complex
contexts must change from sense, categorize, and
respond to probe, sense, and respond.

In other words, making good decisions is about
both what decisions one makes and understanding
the role of the situation in affecting how one makes
decisions.

Source: D.F. Snowden and M.E. Boone, “A Leader’s

Framework for Decision Making,” Harvard Business Re-
view, November 2007, pp. 69-76.

It is clear that women are taking on leadership roles in greater numbers
than ever before. On the other hand, the actual percentage of women in
leadership positions has stayed relatively stable. For example, a report re-
leased in 2010 by the U.S. Government Accountability Office indicated
that women comprised an estimated 40 percent of managers in the U.S.
workforce in 2007 compared with 39 percent in 2000.° And the percentage
of women in top executive positions is considerably less encouraging. In a
2009 study by the nonprofit organization Catalyst, women made up only
13.5 percent of senior executive positions; almost 30 percent of companies
in the Fortune 500 had no women in those top positions.!

Although these statistics are important and promising, problems still
exist that constrain the opportunity for capable women to rise to the
highest leadership roles in organizations (see Highlight 1.8). Many
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studies have considered this problem, a few of which we’ll examine here.
In a classic study of sex roles, Schein®>* demonstrated how bias in sex
role stereotypes created problems for women moving up through mana-
gerial roles. Schein asked male and female middle managers to complete
a survey in which they rated various items on a five-point scale in terms
of how characteristic they were of men in general, women in general, or
successful managers. Schein found a high correlation between the ways
both male and female respondents perceived “males” and “managers,”
but no correlation between the ways the respondents perceived “females”
and “managers.” It was as though being a manager was defined by attri-
butes thought of as masculine. Furthermore, it does not appear that the
situation has changed much over the past two decades. In 1990 manage-
ment students in the United States, Germany, and Great Britain, for ex-
ample, still perceived successful middle managers in terms of
characteristics more commonly ascribed to men than to women.* One
area where views do seem to have changed over time involves women’s
perceptions of their own roles. In contrast to the earlier studies, women
today see as much similarity between “female” and “manager” as be-
tween “male” and “manager.”>® To women, at least, being a woman and
being a manager are not contradictory.

There have been many other studies of the role of women in manage-
ment. In one of these, Breaking the Glass Ceiling,*® researchers documented

Insights of a Woman Who Broke the Glass Ceiling

HIGHLIGHT 1. 8 overlap between leadership qualities and those we
Kim Campbell has distinguished herself in many associate with being feminine—an inclination to-
ways. She was Canada’s first female prime minister, ward consensus building, to be communal, expres-
and she now chairs the Council of Women World  sive, nurturing. That’s why for many people it was
Leaders. In 2002 she was interviewed about the rather disturbing that | was prime minister. A woman
challenges and opportunities for women rising into ~ wasn’t supposed to be prime minister. | wasn’t enti-
senior leadership positions in organizations, and tled to be there.

here are two brief excerpts of what she said: You've said that having women in leadership

You've held many positions that are tradition- is more important now than ever. Why now?
ally filled by men. What's the greatest obstacle

you've encountered? We're living in a time when we see the frightening
u u ?

limitations of masculine cultures. Cultures that are to-

There is a deeply rooted belief that women are  tally masculine can give rise to fundamentalisms—
not competent and can't lead. That's because there’s  they can be intolerant, narrow, violent, corrupt,
an overlap in people’s minds between the qualities ~antidemocratic. That's at a state level. At a corporate
that we associate with leadership and the qualities level, a macho culture made Enron possible.

that we associate with masculinity—decisiveness,  source: Excerpted from Harvard Business Review, 2002,
aggressiveness, competence. There is much less  pp. 20-21.
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the lives and careers of 78 of the highest-level women in corporate America.
A few years later the researchers followed up with a small sample of those
women to discuss any changes that had taken place in their leadership
paths. The researchers were struck by the fact that the women were much
like the senior men they had worked with in other studies. Qualitatively,
they had the same fears: They wanted the best for themselves and for their
families. They wanted their companies to succeed. And not surprisingly,
they still had a drive to succeed. In some cases (also true for the men) they
were beginning to ask questions about life balance—was all the sacrifice
and hard work worth it? Were 60-hour workweeks worth the cost to fam-
ily and self?

More quantitatively, however, the researchers expected to find signifi-
cant differences between the women who had broken the glass ceiling and
the men who were already in leadership positions. After all, the popular
literature and some social scientific literature had conditioned them to ex-
pect that there is a feminine versus a masculine style of leadership, the
feminine style being an outgrowth of a consensus/team-oriented leader-
ship approach. Women, in this view, are depicted as leaders who, when
compared to men, are better listeners, more empathic, less analytical,
more people oriented, and less aggressive in pursuit of goals.

In examining women in leadership positions, the researchers collected
behavioral data, including ratings by both self and others, assessment cen-
ter data, and their scores on the California Psychological Inventory. Con-
trary to the stereotypes and popular views, however, there were no
statistically significant differences between men’s and women’s leader-
ship styles. Women and men were equally analytical, people oriented,
forceful, goal oriented, empathic, and skilled at listening. There were
other differences between the men and women, however, beyond the
question of leadership styles. The researchers did find (and these results
must be interpreted cautiously because of the relatively small numbers
involved) that women had significantly lower well-being scores, their
commitment to the organizations they worked for was more guarded than
that of their male counterparts, and the women were much more likely to
be willing to take career risks associated with going to new or unfamiliar
areas of the company where women had not been before.

Continued work with women in corporate leadership positions has
both reinforced and clarified these findings. For example, the lower scores
for women in general well-being may reflect the inadequacy of their sup-
port system for dealing with day-to-day issues of living. This is tied to the
reality for many women that in addition to having roles in their compa-
nies they remain chief caretakers for their families. Further, there may be
additional pressures of being visibly identified as proof that the organiza-
tion has women at the top.

Other types of differences—particularly those around “people
issues”—are still not evident. In fact, the hypothesis is that such supposed
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differences may hinder the opportunities for leadership development of
women in the future. For example, turning around a business that is in
trouble or starting a new business are two of the most exciting opportuni-
ties a developing leader has to test her leadership abilities. If we apply the
“women are different” hypothesis, the type of leadership skills needed for
successful completion of either of these assignments may leave women off
the list of candidates. However, if we accept the hypothesis that women
and men are more alike as leaders than they are different, women will be
found in equal numbers on the candidate list.

Research on women leaders from medium-sized, nontraditional orga-
nizations has shown that successful leaders don’t all come from the same
mold. Such women tended to be successful by drawing on their shared
experience as women, rather than by adhering to the “rules of conduct”
by which men in larger and more traditional organizations have been suc-
cessful.”” Survey research by Judith Rosener identified several differences
in how men and women described their leadership experiences. Men
tended to describe themselves in somewhat transactional terms, viewing
leadership as an exchange with subordinates for services rendered. They
influenced others primarily through their organizational position and au-
thority. The women, on the other hand, tended to describe themselves in
transformational terms. They helped subordinates develop commitment
to broader goals than their own self-interest, and they described their in-
fluence more in terms of personal characteristics like charisma and inter-
personal skill than mere organizational position.

According to Rosener, such women leaders encouraged participation
and shared power and information, but went far beyond what is com-
monly thought of as participative management. She called it interactive
leadership. Their leadership self-descriptions reflected an approach based
on enhancing others’ self-worth and believing that the best performance
results when people are excited about their work and feel good about
themselves.

How did this interactive leadership style develop? Rosener concluded
it was due to these women’s socialization experiences and career paths.
As we have indicated, the social role expected of women has emphasized
that they be cooperative, supportive, understanding, gentle, and service-
oriented. As they entered the business world, they still found themselves
in roles emphasizing these same behaviors. They found themselves in
staff, rather than line, positions, and in roles lacking formal authority over
others so that they had to accomplish their work without reliance on for-
mal power. What they had to do, in other words, was employ their so-
cially acceptable behavioral repertoire to survive organizationally.

What came easily to women turned out to be a survival tactic. Although
leaders often begin their careers doing what comes naturally and what fits
within the constraints of the job, they also develop their skills and styles
over time. The women’s use of interactive leadership has its roots in
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“That’s what they all say, honey.”

Source: © Tom Cheney, The New Yorker Collection, www.cartoonbank.com.

Neither shall you allege
the example of the many
as an excuse for doing
wrong.

Exodus 23.2

socialization, and the women interviewees believe that it benefits their
organizations. Through the course of their careers, they have gained con-
viction that their style is effective. In fact, for some it was their own suc-
cess that caused them to formulate their philosophies about what
motivates people, how to make good decisions, and what it takes to maxi-
mize business performance.?’

Rosener called for organizations to expand their definitions of effective
leadership—to create a wider band of acceptable behavior so both men and
women will be freer to lead in ways that take advantage of their true talents.
The extent of the problem is suggested by data from a study looking at how
CEOs, almost all male, and senior female executives explained the paucity
of women in corporate leadership roles. Figure 1.4 compares the percent-
ages of CEOs versus female executives who endorsed various possible ex-
planations of the situation. It is clear that the CEOs attributed it primarily to
inadequacies in the quantity and quality of experience of potential women
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FIGURE 1.4
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candidates for the top spots, whereas the females themselves attributed it to
various forms of stereotyping and bias.

A more recent study sheds additional light on factors that affect the rise
of women in leadership positions.*® It identifies four general factors that
explain the shift toward more women leaders.

The first of these is that women themselves have changed. That’s evident in
the ways women’s aspirations and attitudes have become more similar to
those of men over time. This is illustrated in findings about the career as-
pirations of female university students;* in women's self-reports of traits
such as assertiveness, dominance, and masculinity;**¢! and in the value
that women place on characteristics of work such as freedom, challenge,
leadership, prestige, and power.®? The second factor is that leadership roles
have changed, particularly with regard to a trend toward less stereotypi-
cally masculine characterizations of leadership. Third, organizational prac-
tices have changed. A large part of this can be attributed to legislation
prohibiting gender-based discrimination at work, as well as changes in
organizational norms that put a higher priority on results than on an “old
boy” network. Finally, the culture has changed. This is evident, for example,
in the symbolic message often intended by appointment of women to im-
portant leadership positions, one representing a departure from past prac-
tices and signaling commitment to progressive change.

Finally, in addition to the glass ceiling, another recently identified chal-
lenge for women is called the glass cliff. The glass cliff refers to the in-
triguing finding that female candidates for an executive position are more
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likely to be hired than equally qualified male candidates when an organi-
zation’s performance is declining. At first that may seem like good news
for women, but the picture is not quite so positive. When an organiza-
tion’s performance is declining, there is inherently an increased risk of
failure. The increased likelihood of women being selected in those situa-
tions may actually reflect a greater willingness to put women in precari-
ous positions;® it could also, of course, represent an increased willingness
to take some chances when nothing else seems to be working.

There Is No Simple Recipe for Effective Leadership

Little things affect little
minds.
Benjamin Disraeli,
British prime
minister,
1874-1880

To fill the gaps between leadership research and practice, this book will
critically review major findings about the nature of leadership as well as
provide practical advice for improving leadership. As our first step in that
journey, the next chapter of the book will describe how leadership develops
through experience. The remainder of the book uses the leader—follower—
situation interaction model as a framework for organizing and discussing
various theories and research findings related to leadership. In this study, it
will become clear that while there is no simple recipe for effective leader-
ship, there are many different paths to effective leadership.

As noted previously, it is important to understand how the three do-
mains of leadership interact—how the leader, the followers, and the situ-
ation are all part of the leadership process. Understanding their interaction
is necessary before you can draw valid conclusions from the leadership
you observe around you. When you see a leader’s behavior (even when it
may appear obviously effective or ineffective to you), you should not au-
tomatically conclude something good or bad about the leader, or what is
the right way or wrong way leaders should act. You need to think about
the effectiveness of that behavior in that context with those followers.

As obvious as this advice sounds, we often ignore it. Too frequently we
look at just the leader’s behavior and conclude that he or she is a good
leader or a bad leader apart from the context. For example, suppose you
observe a leader soliciting advice from subordinates. Obviously it seems
unreasonable to conclude that good leaders always ask for advice or that
leaders who do not frequently ask for advice are not good leaders. The
appropriateness of seeking input from subordinates depends on many
factors, such as the nature of the problem or the subordinates” familiarity
with the problem. Perhaps the subordinates have a lot more experience
with this particular problem, and soliciting their input is the correct action
to take in this situation.

Consider another example. Suppose you hear that a leader did not ap-
prove a subordinate’s request to take time off to attend to family matters.
Was this bad leadership because the leader did not appear to be taking care
of her people? Was it good leadership because she did not let personal
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matters interfere with the mission? Again, you cannot make an intelligent
decision about the leader’s actions by looking at the behavior itself. You
must always assess leadership in the context of the leader, the followers,
and the situation.

The following statements about leaders, followers, and the situation
make these points a bit more systematically:

* A leader may need to respond to various followers differently in the
same situation.

® Aleader may need to respond to the same follower differently in differ-
ent situations.

¢ Followers may respond to various leaders quite differently.
¢ Followers may respond to each other differently with different leaders.

* Two leaders may have different perceptions of the same followers or
situations.

All of these points lead to one conclusion: the right behavior in one
situation is not necessarily the right behavior in another situation. It does
not follow, however, that any behavior is appropriate in any situation. Al-
though we may not be able to agree on the one best behavior in a given
situation, we often can agree on some clearly inappropriate behaviors.
Saying that the right behavior for a leader depends on the situation is not
the same thing as saying it does not matter what the leader does. It merely
recognizes the complexity among leaders, followers, and situations. This
recognition is a helpful first step in drawing meaningful lessons about
leadership from experience.

Summary

We have defined leadership as the process of influencing an organized
group toward achieving its goals. The chapter also looked at the idea that
leadership is both a science and an art. Because leadership is an immature
science, researchers are still struggling to find out what the important
questions in leadership are; we are far from finding conclusive answers to
them. Even individuals with extensive knowledge of leadership research
may be poor leaders. Knowing what to do is not the same as knowing
when, where, and how to do it. The art of leadership concerns the skill of
understanding leadership situations and influencing others to accomplish
group goals. Formal leadership education may give individuals the skills
to better understand leadership situations, and mentorships and experi-
ence may give individuals the skills to better influence others. Leaders
must also weigh both rational and emotional considerations when at-
tempting to influence others. Leadership sometimes can be accomplished
through relatively rational, explicit, rule-based methods of assessing situ-
ations and determining actions.
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Nevertheless, the emotional side of human nature must also be ac-
knowledged. Leaders are often most effective when they affect people at
both the emotional level and the rational level. The idea of leadership as a
whole-person process can also be applied to the distinction often made
between leaders and managers. Although leadership and management
can be distinguished as separate functions, there is considerable overlap
between them in practice.

Leadership is a process in which leaders and followers interact dynam-
ically in a particular situation or environment. Leadership is a broader
concept than that of leaders, and the study of leadership must involve
more than just the study of leaders as individuals. The study of leadership
must also include two other areas: the followers and the situation. In ad-
dition, the interactive nature of these three domains has become increas-
ingly important in recent years and can help us to better understand the
changing nature of leader—follower relationships and the increasing com-
plexity of situations leaders and followers face. Because of this complex-
ity, now, more than ever before, effective leadership cannot be boiled
down to a simple recipe. It is still true, however, that good leadership
makes a difference, and it can be enhanced through greater awareness of
the important factors influencing the leadership process.

Key Terms

Questions

leadership, 4 followers, 15 dependent, uncritical
academic tradition, 7 situation, 15 thinking, 21
troubadour interactions, 15 active followers, 21
tradition, 7 in-group, 16 passive followers, 21
management, 8 out-group, 16 heroic theory, 27
interactional followership, 19 interactive
framework, 15 independent, critical leadership, 31

leader, 15 thinking, 21 glass cliff, 33

1. We say leadership involves influencing organized groups toward
goals. Do you see any disadvantages to restricting the definition to
organized groups?

2. How would you define leadership?

3. Are some people the “leader type” and others not the “leader type”?
If so, what in your judgment distinguishes them?

4. Identify several “commonsense” notions about leadership that, to
you, are self-evident.

5. Does every successful leader have a valid theory of leadership?

6. Would you consider it a greater compliment for someone to call you a
good manager or a good leader? Why? Do you believe you can be both?
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7. Do you believe leadership can be studied scientifically? Why or why not?
8. To the extent that leadership is an art, what methods come to mind for
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improving one’s “art of leadership”?

9. According to the interactional framework, effective leader behavior
depends on many variables. It follows that there is no simple pre-
scription for effective leader behavior. Does this mean effective lead-
ership is merely a matter of opinion or subjective preference?

10. Generally leaders get most of the credit for a group’s or an organiza-
tion’s success. Do you believe this is warranted or fair?

11. What are some other characteristics of leaders, followers, and situa-
tions you could add to those listed in Figure 1.2?

1. Describe the best leader you have personally known or a favorite leader
from history, a novel, or a movie.

2. In this activity you will explore connotations of the words leadership
and management. Divide yourselves into small groups and have each
group brainstorm different word associations to the terms leader and
leadership or manager and management. In addition, each group should
discuss whether they would prefer to work for a manager or for a
leader, and why. Then the whole group should discuss similarities and
differences among the respective perceptions and feelings about the
two concepts.

Minicase
Richard Branson Shoots for the Moon

The Virgin Group is the umbrella for a variety of business ventures rang-
ing from air travel to entertainment. With close to 200 companies in over
30 countries, it is one of the largest companies in the world. At the head of
this huge organization is Richard Branson. Branson founded Virgin over
30 years ago and has built the organization from a small student magazine
to the multibillion-dollar enterprise it is today.

Branson is not your typical CEO. Branson’s dyslexia made school a
struggle and sabotaged his performance on standard IQ tests. His teachers
and tests had no way of measuring his greatest strengths—his uncanny
knack for uncovering lucrative business ideas and his ability to energize
the ambitions of others so that they, like he, could rise to the level of their
dreams.

Richard Branson’s true talents began to show themselves in his late
teens. While a student at Stowe School in England in 1968, Branson de-
cided to start his own magazine, Student. Branson was inspired by the
student activism on his campus in the 1960s and decided to try something
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different. Student differed from most college newspapers or magazines; it
focused on the students and their interests. Branson sold advertising to
major corporations to support his magazine. He included articles by min-
isters of Parliament, rock stars, intellectuals, and celebrities. Student grew
to become a commercial success.

In 1970 Branson saw an opportunity for Student to offer records
cheaply by running ads for mail-order delivery. The subscribers to Stu-
dent flooded the magazine with so many orders that his spin-off dis-
count music venture proved more lucrative than the magazine
subscriptions. Branson recruited the staff of Student for his discount
music business. He built a small recording studio and signed his first
artist. Mike Oldfield recorded “Tubular Bells” at Virgin in 1973; the al-
bum sold 5 million copies, and Virgin Records and the Virgin brand
name were born. Branson has gone on to start his own airline (Virgin
Atlantic Airlines was launched in 1984), build hotels (Virgin Hotels
started in 1988), get into the personal finance business (Virgin Direct
Personal Finance Services was launched in 1995), and even enter the
cola wars (Virgin Cola was introduced in 1994). And those are just a few
highlights of the Virgin Group—all this while Branson has attempted to
break world speed records for crossing the Atlantic Ocean by boat and
by hot air balloon.

As you might guess, Branson’s approach is nontraditional—he has no
giant corporate office or staff and few if any board meetings. Instead he
keeps each enterprise small and relies on his skills of empowering peo-
ple’s ideas to fuel success. When a flight attendant from Virgin Airlines
approached him with her vision of a wedding business, Richard told her
to go do it. He even put on a wedding dress himself to help launch the
publicity. Virgin Brides was born. Branson relies heavily on the creativ-
ity of his staff; he is more a supporter of new ideas than a creator of
them. He encourages searches for new business ideas everywhere he
goes and even has a spot on the Virgin Web site called “Got a Big Idea?”

In December 1999 Richard Branson was awarded a knighthood in the
Queen’s Millennium New Year’s Honours List for “services to entrepre-
neurship.” What’s next on Branson’s list? He recently announced that
Virgin was investing money in “trying to make sure that, in the not too
distant future, people from around the world will be able to go into
space.” Not everyone is convinced that space tourism can become a fully
fledged part of the travel industry, but with Branson behind the idea it
just might fly.

1. Would you classify Richard Branson as a manager or a leader? What
qualities distinguish him as one or the other?

2. As mentioned earlier in this chapter, followers are part of the leader-
ship process. Describe the relationship between Branson and his fol-
lowers.
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Identify the myths of leadership development that Richard Branson’s
success helps to disprove.

Sources: http://www.johnshepler.com/articles/branson.html;
http://www.wma.com/richard_branson/summary/;
http://www.virgin.com/aboutvirgin/allaboutvirgin/thewholestory/;
http://www.virgin.com/aboutvirgin/allaboutvirgin/whosrichardbranson/;
http://www.gksrv.net/click-310374-35140;
http://www.guardian.co.uk/space/article/0,14493,1235926,00.html.
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Chapter

Introduction

Leader Development

In Chapter 1 we discussed the importance of using multiple perspectives
to analyze various leadership situations. It’s also true that there are mul-
tiple paths by which one’s own leadership is developed. That’s what this
chapter is about: how to become a better leader. As an overview, we begin
this chapter by presenting a general model that describes how we learn
from experience. Next we describe how perceptions can affect a leader’s
interpretation of, and actions in response to, a particular leadership situa-
tion and why reflection is important to leadership development. The
chapter also examines several specific mechanisms often used to help
leaders become better leaders.

Perhaps a word here might be useful about titling this chapter leader de-
velopment. We have done so deliberately to distinguish the phrase from lead-
ership development. Although the two may seem synonymous to the reader,
they have come to be treated by scholars and practitioners in the field as
having distinct meanings. That wasn’t always the case. Until a decade or so
ago, scholars and practitioners, too, considered them essentially synony-
mous. Gradually, however, it became useful to use leader development when
referring to methods intended to facilitate growth in an individual’s perspec-
tives or skills. For example, training designed to develop one’s skill in giv-
ing feedback to another person would be considered leader development.
Over the past decade, though, the term leadership has taken on a somewhat
richer meaning transcending a focus on individual-level characteristics and
skills even when the focus is on developing such qualities in many individu-
als. Paralleling a gradual shift in understanding that leadership is a process
in which many people in an organization share in complex and interdepen-
dent ways (as we discussed in Chapter 1), the term leadership development
has come to designate a focus on developing shared properties of whole
groups or social systems such as the degree of trust among all the members
of a team or department, or on enhancing the reward systems in an organi-
zation to better encourage collaborative behavior.! Although such things
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are frequently addressed throughout this text, the focus of this chapter
will be on processes and methods designed to foster individual-level
growth—hence the choice of chapter title.

And one more thing before we get into those substantive parts of the
chapter: it might be useful to start with a fundamental question about the
value of an academic course in leadership. Before the authors wrote this
textbook, we and other colleagues taught an undergraduate course in lead-
ership required of all cadets at the U.S. Air Force Academy. Undergraduate
courses in leadership are fairly common now, but they weren’t in the 1980s.
For many decades the U.S. Air Force Academy and the U.S. Military Acad-
emy were among the few undergraduate schools offering such courses.

Because undergraduate leadership courses were somewhat uncommon
then, the idea of an academic course in leadership was a novel idea to
many faculty members from other departments. Some were openly skep-
tical that leadership was an appropriate course for an academic depart-
ment to offer. It was a common experience for us to be asked, “Do you
really think you can teach leadership?” Usually this was asked in a tone of
voice that made it clear the questioner took it for granted that leadership
couldn’t be taught. Colleagues teaching leadership courses at other insti-
tutions have found themselves in similar situations.

Over time, we formulated our own response to this question, and it still
reflects a core belief we continue to hold. Not coincidentally, that belief
has been hinted at in the subtitle to every edition of our text: Enhancing the
Lessons of Experience. Let us describe how that idea represents the answer
to those skeptical questioners, and also how reflecting on their questions
shaped these authors’ thinking about one important objective of an aca-
demic course in leadership.

Just to be clear, we don’t disagree completely with the premise of those
skeptical questioners. We don’t believe that merely taking a one-semester
college course in leadership will make one a better leader. However, we
believe strongly that it can lay a valuable foundation to becoming a better
leader over time.

Here’s our reasoning. If you accept that leadership can be learned
(rather than just “being born” in a person), and if you also believe that the
most powerful lessons about leadership come from one’s own experience,
then the matter boils down to the process of how we learn from experi-
ence. If one important factor in learning from experience pertains to how
complex or multifaceted your conceptual lenses are for construing experi-
ence, then it’s no big stretch to claim that becoming familiar with the com-
plex variables that affect leadership gives you a greater variety of ways to
make sense of the leadership situations you confront in your own life. In
that way, completing a college course in leadership may not make you a
better leader directly and immediately, but actively mastering the con-
cepts in the course can nonetheless accelerate the rate at which you learn from
the natural experiences you have during and subsequent to your course.



Leadership, like swim-
ming, cannot be learned
by reading about it.
Henry Mintzberg,
scholar

Leadership and learning
are indispensable to each
other.

John F. Kennedy
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For efficiency, organizations that value developing their leaders usually
create intentional pathways for doing so. In other words, leader develop-
ment in most large organizations is not left to osmosis. There typically are
structured and planned approaches to developing internal leaders or
leaders-to-be. Formal training is the most common approach to develop-
ing leaders, even when research consistently shows that it’s not the most
effective method. It should not be surprising, then, that organizational
members are often not satisfied with the opportunities generally provided
within their organizations for developing as leaders. A recent study of
more than 4,500 leaders from over 900 organizations found that only half
were satisfied with their developmental opportunities.?

Findings like that do not prove that leader development opportunities
are inherently inadequate or poorly designed. It must be remembered,
for example, that developmental opportunities by their nature typically
are not free despite whatever long-term advantages might accrue from
them for both the individual and the organization. It would seem desir-
able, then, to ensure that developmental opportunities are provided
based on our best understanding of leader development processes. Mor-
gan McCall has summarized some of the key things we’ve learned about
leader development over the last several decades in these seven general
points:3

¢ To the extent that leadership is learned at all, it is learned from experi-
ence. In fact, about 70 percent of variance in a person’s effectiveness in a
leadership role is due to the results of her experience; only 30 percent is
due to heredity.

* Certain experiences have greater developmental impact than others in
shaping a person’s effectiveness as a leader.

* What makes such experiences valuable are the challenges they present
to the person.

¢ Different types of experience teach different leadership lessons.

* Some of the most useful experiences for learning leadership come in
the jobs we're assigned to, and they can be designed to better enhance
their developmental richness.

* Obstacles exist to getting all the developmental experiences we may
desire, but we can still get many of them through our own diligence
and with some organizational support.

® Learning to be a better leader is a lifelong pursuit with many twists and
turns.

Of course we're not going to look at just these seven points! A fitting
way to continue the chapter might be to look at Highlight 2.1, which iden-
tifies the most critical skills leaders will need in the years ahead. The fea-
ture offers several ideas for what leadership skills you might want to
develop further. But knowing what you want to learn is only half the
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answer. It’s also important to understand how to learn about leadership—
and that’s what we turn to next.

The Action—Observation—Reflection Model

Consider for a moment what a young person might learn from spending
a year working in two very different environments: as a staff assistant in
the U.S. Congress or as a carpenter on a house construction crew. Each
activity offers a rich store of leadership lessons. Working in Congress,
for example, would provide opportunities to observe political leaders
both onstage in the public eye and backstage in more private moments.
It would provide opportunities to see members of Congress interacting
with different constituencies, to see them in political defeat and political
victory, and to see a range of leadership styles. A young person could
also learn a lot by working on a building crew as it turned plans and
materials into the reality of a finished house: watching the coordination
with subcontractors, watching skilled craftspeople train younger ones,
watching the leader’s reactions to problems and delays, watching the
leader set standards and ensure quality work. At the same time, a person
could work in either environment and not grow much if he or she were
not disposed to. Making the most of experience is key to developing

What Skills Will Successful LLeaders Need?

HIGHLIGHT 2.1 *
The Conference Board is a not-for-profit organization e
that conducts research, assesses trends, and makes
forecasts about management to help businesses
strengthen their performance and better serve soci-
ety. In 2002 it identified critical skills leaders will need
to be successful in the year 2010. The list, of course,
is no longer a projection for the future; but the skills
are still important ones:

Personal and organizational communication skills.
The ability to be influential and persuasive with
different groups.

The ability to manage in an environment of
diversity—managing people from different
cultures, genders, generations, and so on.

¢ The ability to delegate effectively.

e The ability to identify, attract, develop, and
retain talented people.
¢ Cognitive ability—both raw “intellectual horse-

The ability to learn from experience.
power” and mental agility.

Are your experiences in college developing
these skills in you? Which of these skills might you
want to develop further, and what experiences

e Strategic thinking, especially with regard to
global competition.

e Analytical ability, especially the ability to sort

through diverse sources of information and see
what’s most important.

¢ The ability to make sound decisions in an envi-
ronment of ambiguity and uncertainty.

might best help you do so?

Source: From A. Barrett and J. Beeson, “Developing
Business Leaders for 2010,” The Conference Board, 2002.
Reprinted with permission of The Conference Board,
www.conferenceboard.org.
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FIGURE 2.1
The Spiral of
Experience
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one’s leadership ability. In other words, leadership development de-
pends not just on the kinds of experiences one has but also on how one
uses them to foster growth. A study of successful executives found that
a key quality that characterized them was an “extraordinary tenacity in
extracting something worthwhile from their experience and in seeking
experiences rich in opportunities for growth.”*

But how does one do that? Is someone really more likely to get the lessons
of experience by looking for them? Why is it not enough just to be there?
Experiential learning theorists, such as Kolb,” believe people learn more
from their experiences when they spend time thinking about them. These
ideas are extended to leadership in the action—-observation-reflection
(A-O-R) model, depicted in Figure 2.1, which shows that leadership develop-
ment is enhanced when the experience involves three different processes:
action, observation, and reflection. If a person acts but does not observe the
consequences of her actions or reflect on their significance and meaning,
then it makes little sense to say she has learned from an experience. Because
some people neither observe the consequences of their actions nor reflect on
how they could change their actions to become better leaders, leadership
development through experience may be better understood as the growth
resulting from repeated movements through all three phases rather than
merely in terms of some objective dimension like time (such as how long one
has been on the job). We believe the most productive way to develop as a
leader is to travel along the spiral of experience depicted in Figure 2.1.

Action
What did you do?
Experience Experience
Reflection Observation
How do you look at it now? What happened?
How do you feel about it now? ® Results
® Impact on others

Experience
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We shall not cease
from exploration
And the end of all our
exploring
Will be to arrive where
we started
And know the place for
the first time.

T. S. Eliot

Perhaps an example from Colin Powell’s life will clarify how the spiral
of experience pertains to leadership development. Powell held positions
at the highest levels of U.S. military and civilian leadership as Chairman
of the Joint Chiefs of Staff and U.S. Secretary of State, but in 1963 he was a
26-year-old officer who had just returned to the United States from a com-
bat tour in Vietnam. His next assignment would be to attend a month-
long advanced airborne Ranger course. Near the end of the course, he was
to parachute with other troops from a helicopter. As the senior officer on
the helicopter, Powell had responsibility for ensuring it went well. Early
in the flight he shouted for everyone to make sure their static lines were
secure—these are the cables that automatically pull the parachutes open
when people jump. Nearing the jump site, he yelled for the men to check
their hookups one more time. Here are his words describing what hap-
pened next:

Then, like a fussy old woman, I started checking each line myself, pushing
my way through the crowded bodies, running my hand along the cable and
up to each man’s chute. To my alarm, one hook belonging to a sergeant was
loose. I shoved the dangling line in his face, and he gasped. . . . This man
would have stepped out of the door of the helo and dropped like a rock.®

What did Powell learn from this experience?

Moments of stress, confusion, and fatigue are exactly when mistakes hap-
pen. And when everyone else’s mind is dulled or distracted the leader
must be doubly vigilant. “Always check small things” was becoming an-
other one of my rules.”

Let us examine this incident in light of the A-O-R model. Action refers to
Powell’s multiple calls for the parachutists to check their lines. We might
speculate from his self-description (“like a fussy old woman”) that Powell
might have felt slightly uncomfortable with such repeated emphasis on
checking the lines, even though he persisted in the behavior. Perhaps you,
too, sometimes have acted in a certain manner (or were forced to by your
parents) despite feeling a little embarrassed about it, and then, if it was
successful, felt more comfortable the next time acting the same way. That
seems to be what happened with Powell here. The observation phase refers
to Powell’s shocked realization of the potentially fatal accident that would
have occurred had he not double-checked the static lines. And the reflection
phase refers to the lesson Powell drew from the experience: “Always check
the small things.” Even though this was not a totally new insight, its im-
portance was strongly reinforced by this experience. In a real sense Powell
was “spiraling” through a lesson he’d learned from other experiences too,
but embracing it even more this time, making it part of his style.

We also should note that Powell himself described his learning in a
manner consistent with our interactional framework. He emphasized the
situational importance of the leader’s attention to detail, especially during
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moments of stress, confusion, and fatigue, when mistakes may be most
likely to happen. Finally, it's worth noting that throughout Powell’s auto-
biography he discusses many lessons he learned from experience. A key
to his success was his ability to keep learning throughout his career.

The Key Role of Perception in the Spiral of Experience

Experience is not just a matter of what events happen to you; it also
depends on how you perceive those events. Perception affects all three
phases of the action—observation-reflection model and thus plays an im-
portant role in what anyone will extract from a leadership course or from
any leadership situation. Human beings are not passive recorders of expe-
riences that happen to them; rather, people actively shape and construct
their experiences. To better understand how perception affects experience,
we will examine its role in each part of the action-observation—reflection
model. We will begin with the stage that seems to correspond most di-
rectly with perception—the observation phase.

Perception and Observation

Observation and perception both deal with attending to events around us.
Both seem to take place spontaneously and effortlessly, so it is easy to re-
gard them as passive processes. Our usual mental images of the percep-
tual process reflect this implicit view. For example, it is a common
misconception that the eye operates essentially like the film in a continu-
ously running camera. The fallacy of this passive view of perception is
that it assumes we attend to all aspects of a situation equally. However,
we do not see everything that happens in a particular leadership situation,
nor do we hear everything. Instead we are selective in what we attend to
and what we, in turn, perceive. One phenomenon that demonstrates this
selectivity is called perceptual set. Perceptual sets can influence any of
our senses, and they are the tendency or bias to perceive one thing and not
another. Many factors can trigger a perceptual set, such as feelings, needs,
prior experience, and expectations. Its role in distorting what we hear
proved a costly lesson when a sympathetic airline pilot told his depressed
copilot, “Cheer up!” The copilot thought the pilot had said, “Gear up,”
and raised the wheels while the plane was still on the ground.® Try your
own ability to overcome perceptual set with the following exercise. Read
through this narrative passage several times:

FINISHED FILES ARE THE RESULT OF YEARS OF SCIENTIFIC
STUDY COMBINED WITH THE EXPERIENCE OF MANY YEARS.

Make sure you have read it to yourself several times before going any
further. Now go back to the text and count the number of times the letter F
appears.
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How many did you count? Three? Four? Five? Six? Most people do not
get the correct answer (six) the first time. The most frequent count is three;
perhaps that was how many you saw. If you did not find six, go back and
try again. The most common error in this seemingly trivial task is over-
looking the three times the word of appears. People easily overlook it be-
cause the word of has a v sound, not an f sound. Most people unconsciously
make the task an auditory search task and listen for the sound of F rather
than look for the shape of F; hence they find three Fs rather than six. Listen-
ing for the sound constitutes a counterproductive perceptual set for this
task, and having read the passage several times before counting the Fs only
exaggerates this tendency. Another reason people overlook the word of in
this passage is that the first task was to read the passage several times. Be-
cause most of us are accomplished readers, we tend to ignore small words
like of—they disappear from our perceptual set. Then, when we are asked
to count the number of Fs, we have already defined the passage as a read-
ing task, so the word of is really not there for us to count. See Highlight 2.2
to learn about other factors that can affect our observational effectiveness.

There are strong parallels between this example of a perceptual set and
the perceptual sets that come into play when we are enrolled in a leader-
ship course or observe a leadership situation. For example, your instruc-
tor for this class may dress unstylishly, and you may be prejudiced in
thinking that poor dressers generally do not make good leaders. Because
of your biases, you may discount or not attend to some things your in-
structor has to say about leadership. This would be unfortunate because
your instructor’s taste in clothes has little to do with his or her ability to
teach (which is, after all, a kind of leadership).

It's not what we don't
know that hurts, it's
what we know that ain’t
S0.

Will Rogers

On Being Observant and Lucky and Learning from Experience

HIGHLIGHT 2.2

It's often said that some people have all the luck.
Do you think that’s true—are some people luckier
than others? Richard Wiseman, a professor at the
University of Hertfordshire, has written a book
about just that question, and his findings are rele-
vant to the role observation plays in our spiral of
experience.

In one of his experiments, Wiseman placed ad-
vertisements in national newspapers asking for peo-
ple to contact him who felt either consistently lucky
or consistently unlucky. In one experiment, he gave
both self-described lucky and unlucky people a
newspaper to read and asked them to look it over
and tell him how many photographs were inside.

Halfway through the paper he’d put a half-page
message with two-inch lettering saying, “Tell the
experimenter you have seen this and win $250.”

The advertisement was staring everyone in the
face, but the unlucky people tended to miss it
whereas the lucky people tended to notice it. One
reason may be related to the fact that Wiseman
claims unlucky people are somewhat more anxious
than lucky people, and that might disrupt their
ability to notice things that are unexpected.

How observant are you, and might developing
your own observation skills help you learn from ex-
perience more effectively?

Source: Adapted from Richard Wiseman, The Luck Factor
(New York: Miramax Books, 2003).




Common sense is the

collection of prejudices

acquired by age 18.
Albert Einstein
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A similar phenomenon takes place when one expects to find mostly
negative things about another person (such as a problem employee). Such
an expectation becomes a perceptual set to look for the negative and look
past the positive things in the process. Stereotypes about gender, race, and
the like represent powerful impediments to learning because they func-
tion as filters that distort one’s observations. For example, if you do not
believe women or minorities are as successful as white males in influenc-
ing others, you may be biased to identify or remember only instances
where a woman or minority leader failed, and discount or forget instances
where women or minority members succeeded as leaders. Unfortunately
we all have similar biases, although we are usually unaware of them.
Often we become aware of our perceptual sets only when we spend time
reflecting about the content of a leadership training program or a particu-
lar leadership situation. Still another factor affecting the role observation
plays in our ability to learn from experience is described in Highlight 2.2.

Perception and Reflection

Perceptual sets influence what we attend to and what we observe. In ad-
dition, perception also influences the next stage of the spiral of experi-
ence—reflection—because reflection is how we interpret our observations.
Perception is inherently an interpretive, or a meaning-making, activity.
One important aspect of this is a process called attribution.

Attributions are the explanations we develop for the behaviors or ac-
tions we attend to. For example, if you see Julie fail in an attempt to get
others to form a study group, you are likely to attribute the cause of the
failure to dispositional factors within Julie. In other words, you are likely
to attribute the failure to form a study group to Julie’s intelligence, per-
sonality, physical appearance, or some other factor even though factors
beyond her control could have played a major part. This tendency to over-
estimate the dispositional causes of behavior and underestimate the envi-
ronmental causes when others fail is called the fundamental attribution
error.’ People prefer to explain others” behavior on the basis of personal
attributions even when obvious situational factors may fully account for
the behavior.

On the other hand, if you attempted to get others to form a study group
and failed, you would be more likely to blame factors in the situation for
the failure (there was not enough time, or the others were not interested,
or they would not be good to study with). This reflects a self-serving
bias'’—the tendency to make external attributions (blame the situation)
for one’s own failures yet make internal attributions (take credit) for one’s
successes. A third factor that affects the attribution process is called the
actor/observer difference." This refers to the fact that people who are
observing an action are much more likely than the actor to make the fun-
damental attribution error. Consider, for example, a student who gets a
bad score on an exam. The person sitting next to her ( an observer) would
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1 FOR STRONG LEADERSHIP

“Just don’t make any personal appearances until after the election.”

Source: Reprinted from The Saturday Evening Post Magazine © 1964. The Saturday Evening Post Society.

tend to attribute the bad score to internal characteristics (not very bright,
weak in this subject) whereas the student herself would be more likely to
attribute the bad score to external factors ( the professor graded unfairly).
Putting these factors together, each of us tends to see our own success as
due to our intelligence, personality, or physical abilities, but others” suc-
cess as more attributable to situational factors or to luck.

We note in concluding this section that reflection also involves higher
functions like evaluation and judgment, not just perception and attribu-
tion. We will address these broader aspects of reflection, which are crucial
to learning from experience, just ahead.

Perception and Action

We have seen how perception influences both the observation and reflec-
tion stages in the spiral of experience. It also affects the actions we take. For
example, Mitchell and his associates'?!* have examined how perceptions
and biases affect supervisors’ actions in response to poorly performing
subordinates. In general, these researchers found that supervisors were
biased toward making dispositional attributions about a subordinate’s
substandard performance and, as a result of these attributions, often
recommended that punishment be used to remedy performance deficits.
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Another perceptual variable that can affect our actions is the self-fulfilling
prophecy, which occurs when our expectations or predictions play a
causal role in bringing about the events we predict. It is not difficult to see
how certain large-scale social phenomena may be affected this way. For
example, economists’ predictions of an economic downturn may, via the
consequent decreased investor confidence, precipitate an economic crisis.
But the self-fulfilling prophecy occurs at the interpersonal level, too. A
person’s expectations about another may influence how he acts toward
her, and in reaction to his behavior she may act in a way that confirms his
expectations.’® An illustrative interaction sequence is shown in Figure 2.2.

Some of the best evidence to support the effects of self-fulfilling proph-
ecies on leadership training was collected by Eden and Shani in the con-
text of military boot camp.!® They conducted a field experiment in which
they told leadership instructors their students had unknown, regular, or
high command potential. However, the students’ actual command poten-
tial was never assessed, and unknown to the instructors, the students
were actually randomly assigned to the unknown, regular, or high com-
mand potential conditions. Nevertheless, students in the high-potential
condition had significantly better objective test scores and attitudes than
the students in the unknown- or regular-potential conditions, even though
instructors simultaneously taught all three types of students. Somehow
the students picked up on their instructor’s expectations and responded
accordingly. Thus merely having expectations (positive or negative) about

The Role of Expectations in Social Interaction

Source: From Edward E. Jones, “Interpreting Interpersonal Behavior: The Effects of Expectancies,” Science 234, 3, October 1986,
p. 43. Reprinted with permission from AAAS.

Person 1

Person 2

(I've heard she’s nice).

1. Has expectations of other person \
2. Behaves ambigously (might
be seen as friendly).
3. Expectancy confirmed

(she does seem personable).

toward other person.

4. Initiates positive interaction \

6. Expectation further strengthened.

/ 5. Responds ina friendly manner.
D 7. Self-concept change? (it’s

easy for me to meet others).
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others can subtly influence our actions, and these actions can, in turn,
affect the way others behave.

Reflection and Leadership Development

Being ignorant is not so

much a shame as being

unwilling to learn.
Benjamin Franklin

Perhaps the most important yet most neglected component of the action—
observation-reflection model is reflection. Reflection is important because
it can provide leaders with a variety of insights into how to frame prob-
lems differently, look at situations from multiple perspectives, or better
understand subordinates. However, most managers spend relatively little
time on this activity, even though the time spent reflecting about leader-
ship can be fruitful. The importance of reflection in developing executive
competence continues to be a major element of advancing scholarly
thought and practice.!”

One reason the reflection component is often neglected may be time
pressure at work. Leaders are usually busy working in pressure-filled situ-
ations and often do not have time to ponder all the possible consequences
of their actions or reflect on how they could have accomplished a particu-
lar action better. Sometimes it takes an out-of-the-ordinary experience to
focus one’s attention on developmental challenges (see Highlight 2.3). In
addition, some leaders may not be aware of the value of reflection in lead-
ership development. Intentional reflection might even prompt one to see
potential benefits in experience not initially considered relevant to leader-
ship in organizational settings (see Highlight 2.4).We hope this section will
clarify the value of reflection and, in so doing, complement the emphasis,
throughout the remainder of the book, on looking at leadership from dif-
ferent perspectives.

Single- and Double-Loop Learning

It is difficult for leaders to fundamentally change their leadership style
without engaging in some kind of reflection. Along these lines, Argyris'®
described an intensive effort with a group of successful chief executive
officers who became even better leaders through increased self-awareness.
His model for conceptualizing this growth is applicable to any level of
leader and is worth considering in more detail.

Argyris said that most people interact with others and the environment
on the basis of a belief system geared to manipulate or control others, and
to minimize one’s own emotionality and the negative feelings elicited
from others. This belief system also tends to create defensive interper-
sonal relationships and limits risk taking. People “programmed” with this
view of life (as most of us are, according to Argyris) produce group and
organizational dynamics characterized by avoidance of conflict, mistrust,
conformity, intergroup rivalry, misperceptions of and miscommunications
with others, ineffective problem solving, and poor decision making.
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Leadership Development Dilemmas for Women

HIGHLIGHT 2.3 closer friendships and family ties. Many said
The Women'’s Leadership Program, offered by the they felt isolated in their organizations, with
Center for Creative Leadership (CCL), emphasizes re- few confidants of either gender.

ceiving feedback, improving self-awareness, and set- Control: One of the strongest themes identified
ting leadership and life goals. Members of the CCL in the interviews was the need to feel more in
staff conducted a series of interviews with 60 execu- control. This need was manifested in a number
tive women who had attended the program, and of different ways, including the need to feel
identified several salient issues these women were more comfortable exercising authority and a
struggling with. Four particular themes stood out: need to deal differently with organizational

situations that made them feel helpless. Many
women also expressed a desire to become
more politically sophisticated.

Wholeness and authenticity: These executive
women desired to have whole and full lives. They
felt job demands had forced their lives to be-

come one-dimensional. Often they felt they had To reflect on the overall findings of the study, it
given up important parts of themselves: creativ- is encouraging that virtually all of these executive
ity, friendliness, musical talent, athletic perfor- women believed they were continuing to grow
mance, and so forth. Sometimes they felt their both personally and professionally. The experiences
organizations required them to ignore or sup- of this group of executive women certainly support
press some part of their true selves to succeed. the view that development persists throughout life.
Clarity: After the program, many women devel- ~ Are any of these dilemmas issues for college stu-
oped great clarity about their own strengths, dents as well as executives? If so, do you believe
weaknesses, values, needs, priorities, and goals they are any more problematic for female than for
as leaders. male students?

Connection: Many women expressed concerns Source: Adapted from P. Ohlott, “Change and Leader-
that they did not have the degree of interper- ship Development: The Experience of Executive Women,”

sonal connectedness with others they would Leadership in Action 19, no. 5 (1999), pp. 8-12.

have preferred. They expressed a desire for

Most important for our purposes here, this belief system generates a
certain kind of learning that Argyris called single-loop learning. Single-
loop learning describes a kind of learning between the individual and the
environment in which learners seek relatively little feedback that may sig-
nificantly confront their fundamental ideas or actions. There is relatively
little public testing of ideas against valid information. Consequently, an
actor’s belief system becomes self-sealing and self-fulfilling, and little
time is spent reflecting about the beliefs. Argyris used the term single-loop
learning because it operates somewhat like a thermostat: individuals learn
only about subjects within the comfort zone of their belief systems. They
might, for example, learn how well they are achieving a designated goal.
They are far less likely, however, to question the validity of the goal or the
values implicit in the situation, just as a thermostat does not question its
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The Relevance of Women’s Personal Experiences to Their

Leadership Effectiveness

HIGHLIGHT 2.4

Record numbers of women are active in the mana-
gerial workforce. Not surprisingly, a widespread
perception has arisen that the relationship between
work and nonwork domains of women'’s lives is
almost inherently one of conflict. Managerial
women are described as constantly torn between
the demands of their managerial and personal
roles. Less attention has been paid to the question
of possible benefits of combining employment and
personal roles.

Psychologists have studied how the roles
women play in their personal lives can affect their
effectiveness at work. In telephone interviews with
women managers, they asked this question (among
others): Are there any dimensions or aspects of your
personal life that enhance your professional life? Six
themes characterized the women'’s responses:

e Opportunities to enrich interpersonal skills like mo-
tivating, respecting, and developing others—
honed at home in raising children—are
transferable to motivating, developing, and
directing employees.

® Psychological benefits from overcoming obsta-
cles, taking risks, and succeeding in personal
arenas bolster esteem, self-confidence, energy,
and courage.

e Emotional support and advice from friends and
family who act as sounding boards and motiva-
tors allow one to vent feelings in a safe environ-
ment.

e Handling multiple tasks such as planning and
juggling a busy family’s schedules develops
administrative skills such as prioritizing and
planning.

® Personal interests and background provide skills
and helpful perspectives for understanding and
connecting with people at work.

® leadership opportunities in volunteer, commu-
nity organization, or family settings provide
leadership lessons and increase comfort in au-
thority roles.

Source: Adapted from: M. N. Ruderman, Patricia ).

Ohlott, K. Panzer, and Sara N. King, “Benefits of Multiple

Roles for Managerial Women,” Academy of Management
Journal 45, no. 2 (2002), pp. 369-86.

temperature setting. That kind of self-confrontation would involve double-
loop learning.

Double-loop learning involves a willingness to confront one’s own
views and an invitation to others to do so, too. It springs from an appre-
ciation that openness to information and power sharing with others can
lead to better recognition and definition of problems, improved communi-
cation, and increased decision-making effectiveness. Mastering double-
loop learning can be thought of as learning how to learn. With considerable
collective work, including the difficult task of working through personal
blind spots, Argyris’s group of leaders did move to this stage. In other
words, through reflection they learned how to change their leadership
styles by questioning their assumptions about others, their roles in the
organization, and their underlying assumptions about the importance of
their own goals and those of the organization.
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Making the Most of Your Leadership Experiences: Learning to
Learn from Experience

This section builds on the ideas previously introduced in this chapter by
giving leadership practitioners a few suggestions to enhance learning from
experience. For decades, researchers have been studying the role of learn-
ing from experience as an important developmental behavior for people in
executive positions. Although this research has contributed a great deal to
what people need to learn to be successful (see Highlight 2.5 for a compari-
son of lessons men and women managers learn from experience), less is
known about the process of learning or how we learn to be successful.
Bunker and Webb!? asked successful executives to list adjectives de-
scribing how they felt while working through powerful learning events

What Do Men and Women Managers Learn from Experience?

HIGHLIGHT 2.5

For a quarter century or so, significant numbers of
women have been represented in the management
ranks of companies. During that period companies
have promoted large pools of high-potential
women, but relatively few of them have achieved
truly top-level positions. Several factors probably

account for this, but one possibility is that men and
women learn differently from their work experi-
ences. Researchers have studied how male and fe-
male executives describe the important lessons
they’ve learned from their career experiences, and
there are some interesting differences between the
genders as well as significant overlap.

Most Frequent Lessons for

Men and Women For Men Only

For Women Only

Directing and motivating
employees.

Self-confidence.

Basic management values.

How to work with executives.
Understanding other people’s
perspective.

Dealing with people over whom
you have no authority.

Handling political situations.

situations.

Technical/professional skills.
All about the business.
Coping with ambiguous

Shouldering full responsibility.
Persevering through adversity.

Personal limits and blind spots.
Taking charge of career.
Recognizing and seizing
opportunities.

Coping with situations beyond
your control.

Knowing what excites you.

Why would there be any learning differences
between the genders? One hypothesis is that men
and women managers tend to have different career
patterns. For example, there is some evidence that
women receive fewer truly challenging develop-
mental opportunities. Do you believe there is any

difference at your school between the opportuni-
ties provided to male and female students?

Source: Adapted from E. Van Velsor and M. W. Hughes,
Gender Differences in the Development of Managers: How
Women Managers Learn from Experience (Technical Report
No. 145) (Greensboro, NC: Center for Creative Leader-
ship, 1990).
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What would a man be
wise; let him drink of
the river

That bears on its bosom
the record of time;

A message to him every
wave can deliver

To teach him to creep till
he knows how to climb.

John Boyle O'Reilly

Teach a highly educated
person that it is not a
disgrace to fail and that
he must analyze every
failure to find its cause.
He must learn how to
fail intelligently, for
failing is one of the
greatest arts in the
world.
Charles F.
Kettering, inventor,
automotive
pioneer, and
corporate leader

Anyone who stops
learning is old, whether
at 20 or 80. Anyone
who keeps learning
stays young. The great-
est thing in life is to
keep your mind young.
Henry Ford

and potent developmental experiences. Their typical responses were a
combination of both positive and negative feelings:

Negatives Positives
Pained Challenged
Fearful Successful
Frustrated Proud
Stressed Capable
Anxious Growing
Overwhelmed Exhilarated
Uncertain Talented
Angry Resourceful
Hurt Learning

This pattern strongly supports the long-hypothesized notion of a mean-
ingful link between stress and learning.?® The learning events and devel-
opmental experiences that punctuate one’s life are usually—perhaps
always—stressful >

Bunker and Webb note that executives try to be successful without ex-
periencing stress. They are most comfortable when they can draw on a
proven repertoire of operating skills to tackle a challenge they have con-
quered in the past. Combined with the organizational pressure to have
“proven performers” in important positions, there is a tremendous initial
pressure to “continue to do what we’ve always done.” In stressful situa-
tions, this tendency may become even more powerful. What results is one
of the great challenges of adult development: the times when people most
need to break out of the mold created by past learning patterns are the
times when they are most unwilling to do so. Being able to go against the
grain of one’s personal historical success requires an unwavering commit-
ment to learning and a relentless willingness to let go of the fear of failure
and the unknown.

To be successful, learning must continue throughout life, beyond the
completion of one’s formal education. The end of extrinsically applied
education should be the start of an education that is motivated intrinsi-
cally. At that point the goal of studying is no longer to make the grade,
earn a diploma, and find a good job. Rather, it is to understand what is
happening around one, to develop a personally meaningful sense of what
one’s experience is about.?

This applies to the specific challenge of becoming and remaining an effec-
tive leader, too. People who lead in modern organizations need to be en-
gaged in a never-ending learning process.?® Ron Riggio of the Kravis
Leadership Institute characterized this challenge well in observing that or-
ganizational leaders are practitioners of leadership at the same time they
must continue to be students of leadership. “The practice of leadership,



Oprah Winfrey
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PROFILES IN LEADERSHIP 2.1
In January 2007 doors opened for the first class of
girls at the Oprah Winfrey Leadership Academy
near Johannesburg, South Africa. The first admis-
sions included about 150 seventh and eighth grade
girls, with plans to expand to more than 400 girls
in the seventh through twelfth grades by 2011.
Winfrey’s vision is that the academy will help de-
velop the future women leaders of South Africa.
This will be one more accomplishment for a woman
who has her own television show, publishes two
different magazines, was nominated for an Acad-
emy Award for acting in The Color Purple, made Dr.
Phil famous, and whose recommendation can virtu-
ally guarantee a book’s commercial success. She
may be the most influential woman in the world.
No one would have predicted this from the
poor and troubled family conditions she was born
into. Her Grandmother Hattie Mae, however, who
raised Oprah during her first six years, saw some-
thing special in her from the beginning. She taught
Oprah to read before the age of 3, and at church
Oprah was known as “the preacher” because of her

ability to recite Bible verses. As a teenager in school
she was voted “most popular girl,” and she placed
second in a national competition for dramatic inter-
pretation. At 18 she won the Miss Black Tennessee
beauty pageant.

Even from an early age there were glimpses of
the direction Oprah’s life would take. As a child she
played games “interviewing” everything from her
corncob doll to crows on the fence, but her true
start in broadcasting came at the age of 17 when
she worked part-time at a local radio station while
attending college. She became the youngest news
anchor and the first black female news anchor at
WLAC-TV in Nashville. In 1976 she moved to anchor
the news in Baltimore, and in 1978 she became co-
host of a local TV talk show. She moved to Chicago
to host a talk show there, first airing in 1984; months
later it was renamed The Oprah Winfrey Show. Its first
national broadcast was in 1986, and the rest, as they
say, is history. But Oprah is still making history—not
only in virtually every facet of media but also in her
philanthropic efforts to develop a generation of
women leaders in South Africa.

Good flutists learn from
experience; unfortu-
nately, so do bad flut-
ists.

Anonymous

I took a great deal o
pains with his educa-
tion, sir; let him run the
streets when he was
very young, and shift
for his-self. It’s the only
way to make a boy
sharp, sir.

Charles Dickens,

Pickwick Papers

just like the practice of medicine, or law, or any other profession, is a con-
tinual learning process. The complexity of these professions means that
one can always improve and learn how to do it better. The wise leader
accepts this and goes through the sometimes painful process of personal
leader development.”?

Leader Development in College

Virtually everyone using this text is taking a college course in leadership
for academic credit. But one academic course in leadership is only part of
what at some schools is an entire curriculum of leadership studies. Rig-
gio, Ciulla and Sorenson, representing three different institutions, have
described the rise and key elements of leadership studies programs in
liberal arts colleges, and note that there are now nearly 1,000 recognized
leadership development programs in institutions of higher education.?
Few, of them, though, are curriculum-based programs that offer aca-
demic credit in the form of, for example, an academic minor. As such
programs continue to increase in number, several features should guide
their design.
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Steve Jobs

PROFILES IN LEADERSHIP 2.2

Steve Jobs is one of the most famous and successful
business leaders in the world, even if also known as
having a temperamental, aggressive, and demand-
ing style with others. At the age of 20, with partner
Steve Wozniak, he helped launch the personal com-
puter revolution with Apple Computer and ulti-
mately through its premier PC, the Macintosh.
After leaving Apple, he founded another company,
NeXT Computer, and in 1986 he bought a com-
puter animation company called Pixar. The com-
pany’s first film, Toy Story, made history by being
the first entirely computer-animated feature film.
Now back at Apple, Jobs has created even further
revolutions in consumer technology products with
the iPod, iPhone, and iPad.

In 2005 Jobs delivered the commencement ad-
dress at Stanford. In that address he talked about
one of the most difficult and yet most valuable
experiences of his life: getting fired from Apple,
the company that he had helped found. He and
Wozniak started Apple, he said, in 1970 in his

parents’ garage. In 10 years it had grown into a
$2 billion company. He could not believe it, amid
that success, when he was fired by Apple’s board
of directors. “How can you get fired from a com-
pany you started? What had been the focus of my
entire adult life was gone, and it was devastat-
ing.” Yet now, reflecting on the opportunities that
he was able to take advantage of because he left
Apple, Jobs said to the graduating class, “I didn’t
see it then, but it turned out that getting fired
from Apple was the best thing that ever could
have happened to me.”

STEVE JOBS ON LEADERSHIP

The only way to be truly satisfied is to do what you
believe is great work. And the only way to do great
work is to love what you do.

Be a yardstick of quality. Some people aren’t
used to an environment where excellence is
expected.

Innovation distinguishes between a leader and a
follower.

An educated man can
experience more in a day
than an uneducated
man in a lifetime.
Seneca, Roman
statesman, 1st
century A.D.

All rising to a great
place is by a winding
stair.
Francis Bacon,
philosopher

At liberal arts institutions, leadership studies programs should be mul-
tidisciplinary. As you will notice in this text, the field of leadership encom-
passes a broad range of disciplines including psychology, organizational
behavior, history, education, management, and political science, to name
just a few. Also, leadership studies need to be academically authorized
courses of study (obvious as this may seem, one challenge to it was evi-
dent in the anecdote shared in the introduction to this chapter). Another
important feature is that leadership programs need to deliberately culti-
vate values represented in the broader field, especially those that are par-
ticularly salient at each local institution. These values could include social
responsibility and the expectation to become engaged in one’s commu-
nity; in such cases service learning is a common part of the programs. In
other programs, global awareness is another guiding value. Finally, con-
sistent with requirements across higher education, leadership studies pro-
grams should focus on expected developmental outcomes, with associated
assessment and evaluation to determine program effectiveness.?’

Some key curricular components of college-based leadership studies
programs include coursework examining foundational theories and con-



Tell me and I'll forget;
show me and I may
remember; involve me
and I'll understand.
Chinese proverb

How few there are who
have the courage to own
their own faults, or reso-
lution enough to mend
them!

Benjamin Franklin
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cepts in leadership (the kind this textbook is intended to support). In ad-
dition, coursework in ethics is vital to leadership studies. As just
mentioned, service learning and other experiential learning opportunities
should be provided and integrated with the classroom elements of the
program. An understanding of group dynamics is critical to effective lead-
ership, and its development requires student experiences interacting with
others; leadership studies inherently require a social dimension of experi-
ence. Finally, as implied by the interdisciplinary nature of leadership stud-
ies, a variety of faculty from many different departments and disciplines
should be involved in the program.®

Within leadership studies programs, various leader development
methods may be used beyond service learning. Some courses or program
elements might involve individualized feedback to students in the form
of personality, intelligence, values, or interest test scores or leadership be-
havior ratings. Case studies describe leadership situations and are used
as a vehicle for leadership discussions. Role playing is also a popular
methodology. In role playing, participants are assigned parts to play (such
as a supervisor and an unmotivated subordinate) in a job-related scenario.
Role playing has the advantage of letting trainees actually practice rele-
vant skills and thus has greater transferability to the workplace than do
didactic lectures or abstract discussions about leadership. Simulations
and games are other methods of leader development. These are relatively
structured activities designed to mirror some of the challenges or deci-
sions commonly faced in the work environment. A newer approach puts
participants in relatively unfamiliar territory (such as outdoors rather
than offices) and presents them physical, emotionally arousing, and often
team-oriented challenges.

Leader Development in Organizational Settings

The title of this section does not imply that colleges and universities are
not organizations; obviously they are. Nonetheless, college-based leader-
ship studies differ in some significant ways from leader development pro-
grams one finds in the corporate sector or in the military. Most obvious,
perhaps, is the fact that the essential purpose of college-based programs is
to prepare students for their ultimate productive service as citizens,
including in their own vocations. Our focus in this section is on methods
of leader development provided in organizations not just for the individ-
ual’s personal development but also (and maybe primarily) for the orga-
nization’s benefit. Although all of the relatively short-term development
methods just mentioned are used routinely in organizational programs,
some of the most potent work-based leader development methods are
longer-term in nature.

There are numerous leadership training programs aimed particularly
toward leaders and supervisors in industry or public service. In many
ways these have strong parallels to both the content and techniques used
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What Do Children Believe about Leadership? “Wut Do

Ldrs Do?”

HIGHLIGHT 2.6

A 5-year-old girl wrote and illustrated an un-
prompted “book” for her grandfather, a friend of
the authors. We've included a few of the pages
here. They convey what at least some young chil-
dren believe are important qualities of leaders.
You might ask yourself how valid this character-
ization is . . . and in what ways it is likely to be

shaped by experiences between kindergarten and
adulthood. The words are written entirely with a
5-year-old’s phonetic spelling, so you’ll need to
be creative in interpreting the qualities!

If we were to apply our A-O-R model here,
would you say this 5-year-old was learning from her
experience?
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By Hailey Bemis Age 5
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Translation Frame A: What do
leaders do?

Translation Frame B: They call
911 if someone gets hurt.
Translation Frame C: They get
people excited to learn.
Translation Frame D: They be
nice to people.

Translation Frame E: They help
people.
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in university-level courses on leadership. However, these programs tend
to be more focused than a university course that typically lasts an entire
semester. The content of industry programs also depends on the organiza-
tional level of the recipients; programs for first-level supervisors focus on
developing supervisory skills such as training, monitoring, giving feed-
back, and conducting performance reviews with subordinates. Generally
these programs use lectures, case studies, and role-playing exercises to
improve leadership skills. The programs for midlevel managers often
focus on improving interpersonal, oral communication, and written com-
munication skills, as well as giving tips on time management, planning,
and goal setting. These programs rely more heavily on individualized
feedback, case studies, presentations, role playing, simulations, and
in-basket exercises to help leaders develop. With in-basket exercises, par-
ticipants are given a limited amount of time to prioritize and respond to a
number of notes, letters, and phone messages from a fictitious manager’s
in-basket. This technique is particularly useful in assessing and improving
a manager’s planning and time management skills. In leaderless group
discussions, facilitators and observers rate participants on the degree of
persuasiveness, leadership, followership, or conflict each member mani-
fests in a group that has no appointed leader. These ratings are used to
give managers feedback about their interpersonal and oral communica-
tion skills.

In reviewing the general field of leadership development and training,
Conger offered this assessment: “Leadership programs can work, and
work well, if they use a multi tiered approach. Effective training depends
on the combined use of four different teaching methods which I call per-
sonal growth, skill building, feedback, and conceptual awareness.”*! Some
programs seek to stimulate leadership development by means of emotion-
ally intense personal growth experiences such as river rafting, wilderness
survival, and so forth. Leadership development through skill building in-
volves structured activities focusing on the sorts of leadership skills fea-
tured in the final section of this book. Some approaches to leadership
development emphasize individualized feedback about each person’s
strengths and weaknesses, typically based on standardized assessment
methods. Feedback-based approaches can help identify “blind spots” an
individual may be unaware of, as well as help prioritize which aspects of
leadership development represent the highest priorities for development
focus. Still other sorts of programs develop leadership by emphasizing its
conceptual or intellectual components. An example of this approach
would be an emphasis on theory and the use of case studies, common in
many MBA programs. There are merits in each of these approaches, but
Conger was on solid ground when he emphasized the value of combining
elements of each.

In a related vein, others have emphasized that leader development in
the 21st century must occur in more lifelike situations and contexts.®
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Toward that end, they have advocated creating better practice fields for
leadership development analogous to the practice fields whereon skills in
competitive sports are honed, or practice sessions analogous to those in
music training wherein those skills are sharpened. Increasingly leadership
development is occurring in the context of work itself.®

Leadership programs for senior executives and CEOs tend to focus on
strategic planning, developing and communicating a vision, public rela-
tions, and interpersonal skills. Many times the entire senior leadership of
a company will go through a leadership program at the same time. One
goal of such a group might be to learn how to develop a strategic plan for
their organization. To improve public relations skills, some programs
have CEOs undergo simulated, unannounced interviews with television
reporters and receive feedback on how they could have done better.

In the following sections we discuss research surrounding four popular
and increasingly common methods of leader development: action learn-
ing, development planning, coaching, and mentoring.

Action Learning

Perhaps the best way to appreciate the nature of action learning is to con-
trast it with more traditional training programs. The latter term refers to
leadership development activities that typically involve personnel attend-
ing a class, often for several days or even a week. In such classes, many of
the kinds of developmental activities already mentioned might be
included such as exercises, instrument-based feedback, and various presen-
tations on different aspects of leadership. The key point is that attendance
at a training program inherently involves time away from immediate job
responsibilities. And while the various exercises presumably address
many common leadership issues such as communication, conflict, feed-
back, and planning, the inevitably artificial nature of such activities make
transfer back to the actual work situation more difficult.

Action learning, on the other hand, is the use of actual work issues and
challenges as the developmental activity itself. The basic philosophy of
action learning is that for adults in particular, the best learning is learning
by doing. Furthermore, action learning often is conducted in teams of work
colleagues who are addressing actual company challenges; the members
of action learning teams are placed into problem-solving roles and are
expected to reach team decisions concerning the challenge or problem,
and formally present their analysis and recommendations to others (often
senior executives in their own company). Importantly, action learning also
involves built-in opportunities for feedback and reflection for the partici-
pants about the perceived quality of their analysis and recommendations
as well as, ideally, about aspects of their respective individual strengths
and weaknesses as leaders working on the collaborative project together.

In the past 15 years or so, action learning has gone from being a relatively
rare development vehicle to being found in many companies’ internal
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Innovative Approaches to L.eader Development

HIGHLIGHT 2.7

Several well-established methods of leader develop-
ment are highlighted in this chapter such as coach-
ing and mentoring, but many innovative
approaches are also worth noting. We've listed a
few of them here, grouped into two broad catego-
ries: arts-based approaches and technology-based
approaches.

ARTS-BASED APPROACHES

Some arts-based approaches may be described as
“projective” because they involve some form of
artistic creation or interpretation that allows par-
ticipants to reveal inner thoughts and feelings
(the name projective was originally associated
with the Rorschach Inkblot test, a projective psy-
chological test). For example, visual images (such
as photographs or artwork) can provide a stimu-
lus for a person to elaborate on in describing
some leadership theme (the best team I've ever
been on, what it feels like to work in this com-
pany, or the like). It's striking how rich and candid
a person’s reflections typically are when made in
response to something tangible like an evocative
image. Another projective technique would be to
use simple building materials (like Legos) and in-
struct participants to create some depiction (per-
haps of their organizational structure or strategy).
Critical skills such as demonstrating empathy can
be learned with dramatic and theatrical training
(especially valuable for medical personnel). And
films, which often have high emotional impact,

can be used to facilitate rich discussions of various
leadership issues.

TECHNOLOGY-BASED APPROACHES
Video games and virtual reality simulations also
open new doors for leadership development be-
cause they share several distinctly advantageous
characteristics for training and development. For
one thing, they require speedy thought and action.
Actions that might take weeks or longer to unfold
in real life can be compressed into hours or min-
utes, and thus the pace of leadership can be height-
ened. These venues also encourage risk taking, and
leadership roles in gaming or virtual reality contexts
are often temporary, involving frequent swapping
of roles. Even the U.S. Air Force has developed vir-
tual reality simulations for leadership development
in situations that are complex, ambiguous, and
highly interdependent.

What kinds of experiences at your college might
be untapped leadership laboratories?
Sources: S. S. Taylor and D. Ladkin, “Understanding
Arts-Based Methods in Managerial Development,” Acad-
emy of Management Learning & Education 8, no. 1 (2009),
pp. 55-69;
B. Reeves, T. W. Malone, and T. O’Driscoll, “Leadership’s On-
line Labs,” Harvard Business Review, May 2008, pp. 59-66;
R. L. Hughes, and A. Stricker, “Outside-in and Inside-out
Approaches to Transformation,” in D. Neal, H. Friman,
R. Doughty, and L. Wells (eds.), Crosscutting Issues in Inter-
national Transformation: Interactions and Innovations
among People, Organizations, Processes, and Technology
(Washington, DC: Center for Technology and National
Security Policy, National Defense University, 2009).

portfolios of leader development opportunities. Unfortunately, however, its
demonstrated effectiveness for leader development, as distinguished from
its use in generating fresh ideas for thorny company problems, has not kept
pace with its increasing popularity and widespread use.

There are many reasons for this—not the least of which is that the links
between a particular action learning project and its leadership challenges
may be tenuous. Too often personnel are assigned to action learning teams
assuming that they’ll inevitably learn critical leadership lessons along the
way; it usually doesn’t happen so easily. If it were easy and automatic, we
should expect more “leadership learning” from the experience of one’s
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When you're in a new
job where you're
stretched, your focus
should be on learning,
not getting an A.
Mary Dee Hicks,
consultant

primary job and not need action learning at all. Furthermore, the very
time-critical, high-visibility, and all-too-real elements that can make action
learning problems so engaging and popular also often require a work
pace that does not allow the kind of reflection we know is an important
part of leader development. A final reason we’ll mention here for why ac-
tion learning projects may not achieve their desired leader development
outcomes is because teams at work often fall prey to the same kinds of
problems that you probably have experienced in team-based projects in
your own academic coursework. It’s one thing to call something a project
requiring teamwork; it’s quite another thing for the actual work on that
project to truly reflect good teamwork. In poorly designed and supported
action learning projects, the work might be dominated by one person or
by just one perspective within the organization. Action learning holds
great promise but has not yet delivered uniform results.>*

Development Planning

How many times have you resolved to change a habit, only to discover
two months later that you are still exhibiting the same behaviors? This is
often the fate of well-intentioned New Year’s resolutions. Most people do
not even make such resolutions because the failure rate is so high. Given
this track record, you might wonder if it is possible to change one’s behav-
ior, particularly if an existing pattern has been reinforced over time and is
exhibited almost automatically. Fortunately, however, it is possible to
change behavior, even long-standing habits. For example, many people
permanently quit smoking or drinking without any type of formal pro-
gram. Others may change after they gain insight into how their behavior
affects others. Some will need support to maintain a behavioral change
over time, whereas others seem destined to never change.3>3637

Managers seem to fall into the same categories; some managers change
once they gain insight, others change with social and organizational sup-
port, and others may not ever change. But do people just fall into one of
these groups by accident? Is there any way to stack the odds in favor of
driving behavioral change? Research provides several suggestions that
leaders can take to accelerate the development of their own leadership
skills, and we can use the development pipeline depicted in Figure 2.3 to
categorize them.®* They suggest five critical behavioral change ques-
tions, and leaders must provide positive answers to all five questions if
they want to maximize the odds of enduring behavior change taking
place.

Question 1: Do leaders know what behaviors need to change? Leaders are
capable of exhibiting hundreds of different behaviors, but do they pre-
cisely know which behaviors they need to start, stop, or keep doing to
build effective teams or achieve better results? The insight component of
the development pipeline is concerned with giving leaders accurate feed-
back on their strengths and development needs, and 360-degree feedback
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The PDI Development Pipeline®

Source: Copyright © 19912000, Personnel Decisions International Corporation. Reprinted with permission.
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The more you crash, the
more you learn.
David B. Peterson,
Personnel Decisions
International

The only thing more
painful than learning
from experience is not
learning from experi-
ence.
Archibald
MacLeish, Librarian
of Congress

can provide useful information in this regard. Other sources of informa-
tion about development needs can come from the results of an assessment
center, a performance appraisal, or direct feedback from others.

Question 2: Is the leader motivated to change these behaviors? The next step
in developing one’s own leadership skills is working on development
goals that matter. No leader has all of the knowledge and skills necessary
to be successful; as a result most leaders have multiple development
needs. Leaders need to determine which new skills will have the highest
personal and organizational payoffs and build development plans that
address these needs. The development plan should be focused on only
one or two needs; plans addressing more than this tend to be overwhelm-
ing and unachievable. If leaders have more than two development needs,
they should first work to acquire one or two skills before moving on to the
next set of development needs.

Question 3: Do leaders have plans in place for changing targeted behaviors?
Figure 2.3 indicates that acquiring new knowledge and skills is the next step
in the development pipeline. For leaders, this means creating a written
development plan that capitalizes on available books, seminars, college
courses, e-learning modules, and so forth to acquire the knowledge under-
lying a particular development need (see Figure 2.4). For example, you can
either learn how to delegate through the school of hard knocks or take a
seminar to learn the best delegation skills. As we will see, knowledge alone
is not enough to develop a new skill, but relevant books and courses can
accelerate the learning process.* In addition, it is important not to under-
estimate the power of a written development plan. Leaders (and follow-
ers) who have a written plan seem more likely to keep development on
their radar screens and take the actions necessary to acquire new skills.

Question 4: Do leaders have opportunities to practice new skills? Taking
courses and reading books are good ways for leaders to acquire founda-
tional knowledge, but new skills will be acquired only when they are
practiced on the job. Just as surgeons can read about and watch a surgery
but will perfect a surgical technique only through repeated practice, so too
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FIGURE 2.4

Sample Individual Development Plan

Source: G. J. Curphy, Personal Insights and Development Planning Training Manual (North Oaks, MN: Curphy Consulting Corporation, 2007).

Individual Development Plan (IDP)

Name: Mark McMurray

Supervisor: Steve Tolley

Planning Period: Apr-Dec 2008

Criteria for Success

stressful situations.

Action Plans — Developmental Activities & Resources Time Line .
Development Goals (What will successful
(What, Who & How) (Target Dates)
outcomes be?)
¢ Control reactions in | 1. Set up a regular exercise routine (at least 5 times per week). NLT 30 April 2008

Boss does not receive any reports of
emotional outbursts from now until

Steve Tolley.

2. Exercise at least 5 times per week for at least 45 minutes. Review each week
. Dec 2008.
until end of year
3. Identify triggers and situations most likely to cause me to NLT 30 April 2008 | Higher manager ratings on end of
lose my temper. year employee survey.
4. Work with Steve Tolley to develop strategies to either avoid Begin 30 April 2008
or cope with stressful situations.
¢ Develop more 1. Identify those people or situations that cause me to lose NLT 15 May 2008 | Be viewed as approachable and
patience when patience. responsive by all staff - Manager,
dealing with others. Peers, and Associates.
2. Develop listening skills through consistent practice. Work with i
peers and direct reports to practice and demonstrate skills. Begin 15 May 2008
Have a better understanding of key
a) Wait my turn in conversation: work on not issues, role responsibilities, and
interrupting conversations. resulting actions. As a result, achieve
. . better results on the job.
b) Take notes in meetings to capture key messages and Begin 15 Mav 2008
refer back to notes later. e ay . .
Higher manager ratings on end of
) Practice asking clarifying questions to probe issues year employee survey.
and gain full understanding.
3. Engage in two-way dialogue on a consistent basis. End
conversations with a clear understanding of the purpose,
discussion points, and resulting action items.
¢ Improve team 1. Work with key direct reports to develop a common set of 30 May 2008 Team assumptions, vision, and goals
building skills. assumptions, vision, and goals for the team. submitted to Steve Tolley for approval.
2. Work with Steve Tolley to review and upgrade team 30 June 2008 Team consists of only A and B
bench strength in light of team goals. players as reviewed with Steve Tolley.
3. Work with team to develop common meeting, 30 July 2008 New norms written up, sent to all
communication, decision-making, and accountability norms. team members, and reviewed on a
regular basis with the team.
4. Work with Steve Tolley to develop strategies for motivating 30 July 2008
team members or acquiring the resources needed to achieve
team goals.
5. Review progress on team goals with team members and Monthly Team results.

will leaders acquire needed skills only if they practice them on the job.
Therefore, good development plans use on-the-job experiences to hone
needed leadership skills. Peterson maintains that most leadership posi-
tions offer ample opportunities to develop new skills, provided that lead-
ers leverage all the experiences available to them. These on-the-job



I really wanted to show
people you can win all
kinds of ways. I always
coached the way I
wanted to be coached. I
know Lovie [Smith] has
done the same thing.
For guys to have success
where it maybe goes
against the grain,
against the culture . . . I
know I probably didn’t
get a couple of jobs in
my career because peo-
ple could not see my
personality or the way I
was going todo it . ..
For your faith to be
more important than
your job, your family to
be more important than
your job ... Weall
know that’s the way it
should be, but we’re
afraid to say that some-
times. Lovie’s not afraid
to say it and I'm not
afraid to say it.
Tony Dungy,
Super Bowl
winning coach,
Indianapolis Colts

The best executive is one
who has enough sense to
pick good men to do
what he wants done,
and the self-restraint to
keep from meddling
while they do it.
Theodore
Roosevelt, U.S.
president
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activities are so important to development that 70 to 80 percent of the ac-
tion steps in a development plan should be job related.

Question 5: Are leaders held accountable for changing targeted behaviors?
The last step in acquiring new skills is accountability, and there are several
ways to make this happen with a development plan. One way to build in
accountability is to have different people provide ongoing feedback on
the action steps taken to develop a skill. For example, leaders could ask
for feedback from a peer or direct report on their listening skills immedi-
ately after staff meetings. Another way to build accountability is to peri-
odically review progress on development plans with the boss. This way
the boss can look for opportunities to help the leader further practice de-
veloping skills and determine when it is time to add new development
needs to the plan.

Development planning is more than a plan—it is really a process.
Good development plans are constantly being revised as new skills are
learned or new opportunities to develop skills become available. Leaders
who take the time to write out and execute best-practice development
plans usually report the most improvement in later 360-degree feedback
ratings. Development planning provides a methodology for leaders to im-
prove their behavior, and much of this development can occur as they go
about their daily work activities.

Coaching

Development plans tend to be self-focused; leaders and followers use
them as a road map for changing their own behaviors. When trying to
change the behavior of followers, however, leaders can often do more
than review followers” development plans or provide ongoing feedback.
The next step in followers” development often involves coaching. Coach-
ing is a key leadership skill that can help leaders improve the bench
strength of the group, which in turn should help the group to accomplish
its goals. Because of its role in development, coaching can also help to re-
tain high-quality followers.*>4¢ Because of these outcomes, coaching is a
popular topic these days, but it is also frequently misunderstood.

Coaching is the “process of equipping people with the tools, knowledge,
and opportunities they need to develop and become more successful.”# In
general, there are two types of coaching: informal and formal. Informal
coaching takes place whenever a leader helps followers to change their be-
haviors. According to Peterson and Hicks, the best informal coaching gen-
erally consists of five steps®® (see Table 2.1). In forging a partnership, leaders
build a trusting relationship with their followers, identify followers’ career
goals and motivators, and learn how their followers view the organization
and their situation.

The key question to be answered in this first step of coaching is “devel-
opment for what?” Where do the followers want to go with their careers?
Why do they want to go there? The answers to these questions help create
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TABLE 2.1
The Five Steps of
Informal Coaching

Source: D. B. Peterson and
M. D. Hicks, Leader as Coach:
Strategies for Coaching and De-
veloping Others (Minneapolis,
MN: Personnel Decisions In-
ternational, 1996).

Forge a partnership: Coaching works only if there is a trusting relationship
between the leader and his or her followers. In this step leaders also determine
what drives their followers and where they want to go with their careers.
Inspire commitment: In this step leaders help followers determine which
skills or behaviors will have the biggest payoff if developed. Usually this step
involves reviewing the results of performance appraisals, 360-degree
feedback, values, personality assessment reports, and so on.

Grow skills: Leaders work with followers to build development plans that
capitalize on on-the-job experiences and create coaching plans to support
their followers’ development.

Promote persistence: Leaders meet periodically with followers to provide
feedback, help followers keep development on their radar screens, and
provide followers with new tasks or projects to develop needed skills.

Shape the environment: Leaders need to periodically review how they are
role-modeling development and what they are doing to foster development
in the workplace. Because most people want to be successful, doing this step
well will help attract and retain followers to the work group.

a target or end goal as well as a personal payoff for development. Never-
theless, if a leader fails to build a relationship based on mutual trust with
a follower, chances are the follower will not heed the leader’s guidance
and advice. Therefore, it is important that coaches also determine the level of
mutual trust, and then improve the relationship if necessary before target-
ing development needs or providing feedback and advice. Too many inex-
perienced coaches either fail to build trust or take the relationship for
granted, with the long-term result being little, if any, behavioral change,
and a frustrated leader and follower.

Once career goals have been identified and a solid, trusting relation-
ship has been built, leaders then need to inspire commitment. In this step,
leaders work closely with followers to gather and analyze data to deter-
mine development needs. A leader and a follower may review appraisals
of past performance, feedback from peers or former bosses, project re-
ports, 360-degree feedback reports, and any organizational standards that
pertain to the follower’s career goals. By reviewing these data, the leader
and the follower should be able to identify and prioritize those develop-
ment needs most closely aligned with career goals.

The next step in the coaching process involves growing skills. Followers
use their prioritized development needs to create development plans, and
leaders in turn develop a coaching plan that spells out precisely what
they will do to support the followers” development plans. Leaders and
followers then review and discuss the development and coaching plans,
make necessary adjustments, and execute the plans.

