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preface

My vision for the fourth edition is to give students an exciting, applied, and com-
prehensive view of what leadership is like in today’s world. The Leadership Expe-
rience integrates recent ideas and applications with established scholarly research 
in a way that makes the topic of leadership come alive. The world of leadership 
and organizations is undergoing major changes, and this textbook addresses the 
qualities and skills leaders need in this rapidly evolving world.

Recent ethical scandals, global crises, the growing need for creativity and 
innovation in organizations, the emergence of e-business, learning organizations, 
virtual teams, globalization, knowledge work, and other ongoing transformations 
place new demands on leaders far beyond the topics traditionally taught in courses 
on management or organizational behavior. My experiences teaching leadership to 
students and managers, and working with leaders to change their organizations, 
have affi rmed for me the value of traditional leadership concepts, while highlighting 
the importance of including new ideas and applications.

The Leadership Experience thoroughly covers the history of leadership studies 
and the traditional theories, but goes beyond that to incorporate valuable ideas 
such as leadership vision, shaping culture and values, and the importance of moral 
leadership. The book expands the treatment of leadership to capture the excitement 
of the subject in a way that motivates students and challenges them to develop their
leadership potential.

New to the Fourth Edition
A primary focus for revising The Leadership Experience, fourth edition, has been 
to offer students greater potential for self-assessment and leadership development. 
An important aspect of learning to be a leader involves looking inward for greater 
self-understanding, and the fourth edition provides more opportunities for this 
refl ection. Each chapter includes multiple questionnaires or exercises that enable 
 students to learn about their own leadership beliefs, values, competencies, and 
skills. These exercises help students gauge their current standing and connect 
the chapter concepts and examples to ideas for expanding their own leadership 
abilities. A few of the new self-assessment topics are: innovation, networking, 
personality traits, leading diverse people, developing a personal vision, spiritual 
leadership, leader feedback, and leading with love versus leading with fear. Self-
assessments related to basic leadership abilities such as listening skills, emotional 
intelligence, motivating others, and using power and infl uence are also included.



preface In addition, each chapter of The Leadership Experience has been thoroughly 
revised and updated, and one chapter has been cut to focus more attention on 
current issues that leaders face. Topics that have been added or expanded in the 
fourth edition include: creativity and innovation, ethical leadership, leading diverse 
people, asking questions, social perception and attribution theory, gender-driven 
leadership styles, framing a noble purpose, changing mental models, leadership 
courage, spiritual leadership, shaping a high-performance culture, integrative and 
distributive negotiation, and matching leaders with leadership roles. 

A special opportunity for student leadership growth in conjunction with this 
text is the computer-based simulation called Virtual Leader. John Dunning, Troy 
University, used Virtual Leader in conjunction with The Leadership Experience
and wrote an instructor’s guide to show others how to use the simulation with the 
text. If you want to explore cost and possible use of Virtual Leader with The Lead-
ership Experience, please go the website: http://www.simulearn.net. The title of the 
guide is “Integrating Leadership Theory and Practice Through Computer-based
Simulation: A guide to Integrating vLeader 2007 with The Leadership Experience,
4th ed,” by John E. Dunning.

Organization
The organization of the book is based on fi rst understanding basic ways in which 
leaders differ from managers, and the ways leaders set direction, seek alignment 
between organizations and followers, build relationships, and create change. Thus 
the organization of this book is in fi ve parts: 

 1. Introduction to Leadership 

 2. Research Perspectives on Leadership

 3. The Personal Side of Leadership 

 4. The Leader as Relationship Builder 

 5. The Leader as Social Architect

The book integrates materials from both micro and macro approaches to 
leadership, from both academia and the real world, and from traditional ideas 
and recent thinking. 

Distinguishing Features
This book has a number of special features that are designed to make the material 
accessible and valuable to students.

In the Lead The Leadership Experience is loaded with new examples of leaders in 
both traditional and contemporary organizations. Each chapter opens with a real-
life example that relates to the chapter content, and several additional examples 
are highlighted within each chapter. These spotlight examples are drawn from a 
wide variety of organizations including education, the military, government agen-
cies, businesses, and nonprofi t organizations.

Consider This! Each chapter contains a Consider This! box that is personal, 
compelling, and inspiring. This box may be a saying from a famous leader, or 
wisdom from the ages. These Consider This! boxes provide novel and interesting 
material to expand the reader’s thinking about the leadership experience.

xiv PREFACE

http://www.simulearn.net
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Leader’s Bookshelf Each chapter also includes a review of a recent book relevant 
to the chapter’s content. The Leader’s Bookshelf connects students to issues and 
topics being read and discussed in the worlds of academia, business, military, educa-
tion, and nonprofi t organizations. 

Action Memo This margin feature helps students apply the chapter concepts 
in their own lives and leadership activities, as well as directs students to self-
assessments related to various chapter topics.

Leader’s Self-Insight boxes provide self-assessments for learners and an opportu-
nity to experience leadership issues in a personal way. These exercises take the form 
of questionnaires, scenarios, and activities.

Student Development Each chapter ends with Discussion Questions and then 
two activities for student development. The fi rst, Leadership at Work, is a practi-
cal, skill-building activity that engages the student in applying chapter concepts 
to real-life leadership. These exercises are designed so students can complete them 
on their own outside of class or in class as part of a group activity. Instructor tips 
are given for maximizing in-class learning with the Leadership at Work  exercises.  
Leadership Development—Case for Analysis, the second end-of-chapter activ-
ity, provides two short, problem-oriented cases for analysis. These cases test the 
 student’s ability to apply concepts when dealing with real-life leadership issues. 
The cases challenge the student’s cognitive understanding of leadership ideas 
while the Leadership at Work exercises and the feedback questionnaires assess 
the student’s progress as a leader.

Ancillaries
This edition offers a wider range than previous editions of instructor ancillaries 
to fully enable instructors to bring the leadership experience into the classroom. 
These ancillaries include:

Instructors Manual with Test Bank (ISBN: 0-324-568479)
A comprehensive Instructor’s Manual and Test Bank is available to assist in lecture 
preparation. Included in the Instructor’s Manual are the chapter outlines, suggested 
answers to end chapter materials and suggestions for further study. The Test Bank 
includes approximately 100 questions per chapter to assist in writing examina-
tions. Types of questions include true/false, multiple choice, essay, and matching 
questions. 

Instructor’s Resource CD-ROM (ISBN: 0-324-56827-4)
Key instructor ancillaries (Instructor’s Manual, Test Bank, ExamView, and Power-
Point slides) are provided on CD-ROM, giving instructors the ultimate tool for 
 customizing lectures and presentations. 

ExamView 
Available on the Instructor’s Resource CD, ExamView contains all of the questions 
in the printed test bank. This program is an easy-to-use test creation software com-
patible with Windows or Macintosh. Instructors can add or edit questions, instruc-
tions, and answers, and select questions (randomly or numerically) by previewing 
them on the screen. 
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PowerPoint Lecture Presentation
An asset to any instructor, the lectures provide outlines for every chapter, graphics of 
the illustrations from the text, and additional examples providing instructors with a 
number of learning opportunities for students. 

Videos (ISBN: 0-324-56829-0)
Videos compiled specifi cally to accompany The Leadership Experience, fourth edition 
utilize real-world companies to illustrate international business concepts as outlined in 
the text. Focusing on both small and large businesses, the video gives students an inside 
perspective on the situations and issues that global corporations face.

Companion Web site
The Leadership Experience’s Web site at http://daft.swlearning.com/ provides a mul-
titude of resources for both Instructors and Students. 
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Your Leadership Challenge
After reading this chapter, you should be able to:

•  Understand the full meaning of leadership and see the leadership 
potential in yourself and others.

•  Recognize and facilitate the six fundamental transformations in today’s 
organizations and leaders.

•  Identify the primary reasons for leadership derailment and the new 
paradigm skills that can help you avoid it.

•  Recognize the traditional functions of management and the 
fundamental differences between leadership and management.

•  Appreciate the crucial importance of providing direction, alignment, 
relationships, personal qualities, and outcomes.

•  Explain how leadership has evolved and how historical approaches 
apply to the practice of leadership today.
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What Does It Mean to Be a Leader?
At 694 feet long, 105 feet wide, 13 stories tall, and 25,000 tons, the USS San
Antonio is breathtaking—and a bit intimidating. But not to Commander
Brad Lee, the 40-year-old Navy offi cer who recently took command of the
ship. As commander of one of the most technologically advanced amphibi-
ous assault vessels ever built, Lee is responsible for up to 400 sailors, twice
that many Marines, numerous aircraft, fi ghting vehicles, smaller vessels,
and tactical support for a Marine AirGround Task Force. Lee admits that
it’s not exactly comfortable being in charge of a ship the size of the USS
San  Antonio, simply due to the enormity of having so many people’s lives
in your hands. Yet he is confi dent in himself—and, more signifi cantly, in
his crew. “Every sailor is important,” Lee tells his crew members, stressing
that success is never a one-man mission. “Each [person] brings a certain
 perspective to the table. So, it’s not about me. It’s about the ship and the
success of our mission.”

Lee joined the Navy as a way to make a difference in the world
after seeing an article in Ebony magazine that featured Admiral Anthony
Watson, an African-American Naval offi cer who grew up in a rough
Chicago housing development. Although Lee originally didn’t think of the
Navy as a lifetime career, his fi rst four-year stint showed him that he had
“a real opportunity, and more importantly, the ability, to make a difference
in the lives of sailors.” It was the desire to help other sailors, rather than
personal ambition, which spurred Lee to seek increasing levels of leader-
ship responsibility.

By the time he took command of the USS San Antonio, Lee had served
18 years in the Navy and earned numerous awards and medals. More
 important to him, though, is earning the respect and commitment of his
crew. As Anthony Ray Cade, Senior Chief of Information Technology serv-
ing on the ship, said, “The best part of what I do every day is working for
a guy like that.”1

What does it mean to be a leader? For Commander Brad Lee, it means
 striving to make a difference in the lives of others and the world. It means
believing in yourself and those you work with, loving what you do and in-
fusing  others with energy and enthusiasm. You probably have never heard
of Commander Brad Lee. His face isn’t splashed on the covers of magazines.
His adventures and  accomplishments aren’t featured on the national news.
Yet leaders like Brad Lee are making a difference every day, not just in the
military, but in businesses and nonprofi t organizations, educational systems
and governmental agencies, sports teams and volunteer groups, huge cities and
small rural communities.

When most people think of leaders, they recall great historical fi gures
such as Abraham Lincoln, Napoleon, and Alexander the Great, or think
of “big names” in the news, such as former General Electric CEO Jack
Welch, who still commands a spotlight nearly fi ve years after his retire-
ment. Yet there are leaders working in every organization, large and small.
In fact, leadership is all around us every day, in all facets of our lives—our
families, schools, communities, churches, social clubs, and volunteer orga-
nizations, as well as in the world of business, sports, and the military. The
qualities that make Commander Brad Lee a good leader can be effective
whether one is leading a military unit, a basketball team, a business, or a
family.

3



4 PART 1: INTRODUCTION TO LEADERSHIP

The Nature of Leadership
Before we can examine what makes an effective leader, we need to know what 
leadership means. Leadership has been a topic of interest to historians and 
philosophers since ancient times, but scientifi c studies began only in the twen-
tieth century. Scholars and other writers have offered hundreds of defi nitions 
of the term leadership, and one authority on the subject has concluded that 
leadership “is one of the most observed and least understood phenomena on 
earth.”2 Defi ning leadership has been a complex and elusive problem largely 
because the nature of leadership itself is complex. Some have even  suggested 
that leadership is nothing more than a romantic myth, perhaps based on the 
false hope that someone will come along and solve our problems by sheer 
force of will.3

There is some evidence that people do pin their hopes on leaders in ways 
that are not always realistic. Think about how some struggling companies 
recruit well-known, charismatic CEOs and invest tremendous hopes in them, 
only to fi nd that their problems actually get worse.4 For example, Carly Fiorina 
rocketed to the top of Hewlett-Packard’s (HP) CEO search list because of her 
bold ideas and charismatic personality. Her appointment quickly became front-
page news, with the focus as much on Fiorina’s star power as on HP’s business 
issues. Unfortunately, implementing Fiorina’s plans turned out to cause even 
more problems for the struggling company, leading to unexpected losses, layoffs, 
the departure of key executives, and a declining stock performance. Whether 
Fiorina, who was ousted by HP’s board in early 2005, has gotten more or less 
blame than she deserves for the problems is debatable, but the example serves 
to illustrate the unrealistic expectations people often have of “larger-than-life” 
leaders. Particularly when times are tough, people may look to a grand, heroic 
type of leader to alleviate fear and uncertainty. In recent years, the romantic or 
heroic view of leadership has been challenged.5 Much progress has been made in 
understanding the essential nature of leadership as a real and powerful infl uence 
in organizations and societies.

Definition of Leadership
Leadership studies are an emerging discipline and the concept of leadership will 
continue to evolve. For the purpose of this book, we will focus on a single  defi nition 
that delineates the essential elements of the leadership process: Leadership is an infl u-
ence relationship among leaders and followers who intend real changes and out-
comes that refl ect their shared purposes.6

Exhibit 1.1 summarizes the key elements in this defi nition. Leadership
involves infl uence, it occurs among people, those people intentionally desire 
signifi cant changes, and the changes refl ect purposes shared by leaders and 
followers. Infl uence means that the relationship among people is not passive; 
however, also inherent in this defi nition is the concept that infl uence is multidi-
rectional and noncoercive. The basic cultural values in North America make it 
easiest to think of leadership as something a leader does to a follower.7 However, 
leadership is reciprocal. In most organizations, superiors infl uence subordinates, 
but subordinates also infl uence superiors. The people involved in the relationship 
want substantive changes—leadership involves creating change, not maintaining 
the status quo. In addition, the changes sought are not dictated by leaders, but 
refl ect purposes that leaders and followers share. Moreover, change is toward an 

Leadership
an infl uence relationship
among leaders and followers
who intend real changes and 
outcomes that refl ect their
shared purposes
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outcome that leader and followers both want, a desired future or shared purpose 
that motivates them toward this more preferable outcome. An important aspect 
of leadership is infl uencing others to come together around a common vision. 
Thus, leadership involves the infl uence of people to bring about change toward 
a desirable future.

Also, leadership is a people activity and is distinct from administrative paper-
work or planning activities. Leadership occurs among people; it is not somethingg
done to people. Since leadership involves people, there must be followers. An
individual performer who achieves excellence as a scientist, musician, athlete, or 
woodcarver may be a leader in her fi eld of expertise but is not a leader as it is 
defi ned in this book unless followers are involved. Followers are an important part 
of the leadership process, and all leaders are sometimes followers as well. Good 
leaders know how to follow, and they set an example for others. The issue of 
intention or will means that people—leader and followers—are actively involved 
in the pursuit of change. Each person takes personal responsibility to achieve the 
desired future.

One stereotype is that leaders are somehow different, that they are above 
 others; however, in reality, the qualities needed for effective leadership are the 
same as those needed to be an effective follower.8 Effective followers think for 
themselves and carry out assignments with energy and enthusiasm. They are 
committed to something outside their own self-interest, and they have the cour-
age to stand up for what they believe. Good followers are not “yes people” who 
blindly follow a leader. Effective leaders and effective followers may sometimes 
be the same people, playing different roles at different times. At its best, leader-
ship is shared among leaders and followers, with everyone fully engaged and 
accepting higher levels of responsibility.

Leadership and the Business of Living
Think for a moment about someone you personally have known that you would 
consider a leader—a grandparent, a supervisor, a coach, or even a fellow student. 
Perhaps you consider yourself a leader, or know that you want to be one. If we 

Exhibit 1.1 What Leadership Involves

Leader

Change
Shared
purpose

Followers
Personal

responsibility
and integrity

Influence Intention
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stop equating leadership with greatness and public visibility, it becomes easier to
see our own opportunities for leadership and recognize the leadership of people 
we interact with every day. Leaders come in all shapes and sizes, and many true 
leaders are working behind the scenes. Leadership that has big outcomes often 
starts small.

 • Greg Mortenson had a vision that the best way to fight terrorism was by 
building secular schools and promoting education, especially for girls, 
in northern Pakistan and neighboring Afghanistan. He wrote nearly 
600 letters and submitted 16 grant applications, but received only one 
favorable reply—a $100 check from Tom Brokaw. Undeterred, Mortenson 
sold all his possessions and began appealing to everyday people. School-
children donated hundreds of dollars in pennies, inspiring adults to 
donate as well. With the $12,000 he eventually raised, Mortenson built 
his first school in Korphe in 1996. Today, he runs the Central Asia 
Institute (CAI), which has built 55 schools with 520 teachers serving 
22,000 students, as well as 24 potable water projects, 14 women’s 
vocational centers, and several rural health camps. CAI has continued 
its “Pennies for Peace” project (http://www.penniesforpeace.org) to 
educate American children about the larger world and show them they 
can have a positive impact.9

 • While attending a diabetes fundraiser, 17-year-old Kimberly Ross overheard 
some parents talking about not being able to go out because they couldn’t 
find a baby-sitter who understood the special needs of a diabetic child. 
Having struggled with diabetes for half her life, Ross understood, and 
she knew that other teens with diabetes would as well. Ross talked with 
a school nurses’ association and then started Safe Sitting, a baby-sitting 
network of teens with diabetes who care for children with the disease. 
The service was such a hit that Ross set up a Web site and is now helping 
diabetic teens establish similar networks in other cities.10

 • Several years ago, hundreds of unarmed residents of an Argentinean 
farming village stormed the local police station after officials had refused 
to search for a missing child who was later found by villagers, raped 
and strangled. The siege ended only when the provincial government 
agreed to replace the entire police department, with the villagers allowed 
to name the new chief.11 The villagers could not have pulled off the siege 
without leadership, and yet no one stepped forward to claim the title of 
“leader,” and no one was able to specifically state who had provided the 
leadership for this initiative.

 • During his five years working as a car salesman, Robert Chambers was 
disgusted by how some dealers and finance institutions preyed on low-
income customers. After he retired from a varied career, the 62-year-old 
electrical engineer decided to do something about it. He founded Bonnie 
CLAC (for Car Loans and Counseling), which steers low-income people 
toward buying new, base-model cars at low prices and on good loan 
terms. With branches in New Hampshire, Vermont, and Maine, Bonnie 
CLAC has negotiated price and extended warranty deals with a dozen 
or so auto dealers and worked with banks to provide low interest rates. 
Bonnie CLAC guarantees the loan, and then works with clients to help 
them manage their finances.12

http://www.penniesforpeace.org
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There are opportunities for leadership all around us that involve infl uence 
and change toward a desired goal or outcome. Without leadership, our families and 
communities, as well as our organizations, would fall apart. The  leaders of tomor-
row’s organizations will come from anywhere and  everywhere, just a
they always have. You can start now, wherever you are, to prac-
tice leadership in your own life. Leadership is an everyday way of 
 acting and thinking that has little to do with a title or formal posi-
tion in an organization. As we will discuss in the  following section, 
business leaders need to understand this tenet more than ever in the 
world of the twenty-fi rst century.

The New Reality for Today’s Organizations
Globalization. Shifting geopolitical forces. Outsourcing. Advancing technolo-
gies. Virtual teams. E-business. People in organizations around the world are 
feeling the impact of these and other trends, and are forced to adapt to new ways 
of working. Add to this the recent economic uncertainty, widespread ethical 
scandals, and the insecurity associated with war and terrorism, and leaders 
are facing a really tough job to keep people grounded, focused, and motivated 
toward accomplishing positive goals. It takes particularly strong leaders to 
guide people through the uncertainty and confusion that accompanies periods 
of rapid change.

Some historians and other scholars believe our world is undergoing a trans-
formation more profound and far-reaching than any experienced since the dawn 
of the modern age and the Industrial Revolution some 500 years ago. Rapid en-
vironmental changes are causing fundamental shifts that have a dramatic impact 
on organizations and present new challenges for leaders.13 These shifts represent 
a transition from a traditional to a new paradigm, as outlined in Exhibit 1.2. A 
paradigm is a shared mindset that represents a fundamental way of thinking about, 
perceiving, and understanding the world.

Although many leaders are still operating from an old-paradigm mindset, as 
outlined in the fi rst column of Exhibit 1.2, they are increasingly ineffective. Suc-
cessful leaders in the twenty-fi rst century will respond to the new reality outlined 
in the second column of the exhibit.

From Stability to Change and Crisis Management
In the past, many leaders assumed that if they could just keep things running on 
a steady, even keel, the organization would be successful. Yet today’s world is 

Action Memo

As a leader, you can recognize opportunities 

for leadership and act to infl uence others 

and bring about changes for a better future.

Exhibit 1.2 The New Reality for Leadership

OLD Paradigm NEW Paradigm

Stability Change and crisis management
Control Empowerment
Competition Collaboration
Uniformity Diversity
Self-centered Higher ethical purpose
Hero Humble

Paradigm
a shared mindset that represents
a fundamental way of thinking
about, perceiving, and 
understanding the world
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in constant motion, and nothing seems certain anymore. If leaders still had an 
 illusion of stability at the dawn of the twenty-fi rst century, it is surely shattered by 
now. Consider the following string of events that occurred in the fi rst fi ve years 
of the new century:

  1. Terrorists commandeered United and American Airlines jets and crashed 
them into the Pentagon and the twin towers of the World Trade Center 
in New York City, killing thousands and temporarily halting economic 
activity around the world. Soon afterward, the United States became 
involved in a costly and controversial war in Iraq.

  2. Hurricane Katrina slammed into the Gulf Coast, virtually wiping out 
New Orleans, killing more than 1,500 people, and destroying homes, 
businesses, schools, and towns in several states. The social and economic 
impact of the largest natural disaster in U.S. history was felt nationwide, 
and the region still has not recovered.

  3. General Motors, one of the world’s largest companies and central to the 
U.S. economy, slid toward bankruptcy, faced with declining sales, slipping 
market share, and mounting health care costs for 1.1 million employees, 
retirees, and dependents.

  4. China and India emerged from dismal poverty to become the “dragon and 
the tiger” of global commerce, experiencing growth rates unmatched by 
any other large country.14 The effects are reverberating around the world 
and reshaping the global economy.

Most leaders, whether in the military, business, politics, education, social services, 
the arts, or the world of sports, recognize that maintaining stability in a world of 
such rapid and far-reaching change is a losing battle. In addition, many organiza-
tions face small crises on an almost daily basis—anything from a factory fi re, to a 
fl u epidemic, to charges of racial discrimination.

The new paradigm of leadership acknowledges that, as suggested by the sci-
ence of chaos theory, we live in a world characterized by randomness and uncer-
tainty, and small events often have massive and widespread consequences. For 
example, the ethical cloud that enveloped many giant companies, and the pas-
sage of the 2002 Sarbanes-Oxley Act, which dramatically increased government 
regulation of U.S. businesses, began with some relatively simple, unsuspecting 
questions about Enron Corporation’s stock valuation and business model.

Today’s best leaders accept the inevitability of change and crisis and recog-
nize them as potential sources of energy and self-renewal. Rather than being laid 
low, they develop effective crisis management skills that help their organizations 
weather the storm and move toward something better. This chapter’s Leader’s 
Bookshelf describes some qualities needed for effective leadership during times of 
crisis or uncertainty. Real leaders know that the benefi ts associated with stability 
are a myth; that when things do not change, they die.

From Control to Empowerment
Leaders in powerful positions once thought workers should be told what to do 
and how to do it. They believed strict control was needed for the organization to 
function effi ciently and effectively. Rigid organizational hierarchies, structured
jobs and work processes, and detailed, inviolate procedures let everyone know 
that those at the top had power and those at the bottom had none.



Today, the old assumptions about the distribution of power are no longer 
valid. An emphasis on control and rigidity serves to squelch motivation, innova-
tion, and morale rather than produce desired results. Today’s leaders share power 
rather than hoard it and fi nd ways to increase an organization’s brain power by 
getting everyone in the organization involved and committed.

One reason for this is that the fi nancial basis of today’s economy is rap-
idly becoming information rather than the tangible assets of land, buildings, and 
 machines. Fifty years ago, tangible assets represented 73 percent of the assets 
of non-fi nancial corporations in the United States. By 2002, the proportion was 
down to around 53 percent and still declining.15 This means that the primary 
factor of production is human knowledge, which increases the power of employ-
ees. The educational and skill level of employees in the United States and other 

Some people probably looked to Rudy Giuliani,
former mayor of New York, for inspiration even 
before September 11, 2001, when terrorists crashed 
jetliners into the twin towers of the World Trade
Center. But after that horrendous event, practically 
the whole  country recognized New York City’s mayor 
as the  epitome of what a leader should be: calm and 
steady in the face of crisis, strong but compassionate, 
honest but diplomatic. Giuliani’s book, titled simply
Leadership, shows that he has given a lot of thought,
both before and after September 11, to what makes a 
great leader.

The Hallmarks of Great Leadership
In a clear, interesting style, Giuliani lays out his prescrip-
tion for success as a leader in a complex and turbulent
world. Some of his principles include:

 • Develop and communicate strong beliefs. Great
leaders lead by ideas, so they have to know what 
they stand for and be able to communicate it in a
compelling way. A leader “cannot simply impose 
his will. . . .” Giuliani writes. “He must bring people 
aboard, excite them about his vision, and earn their 
support.”

• Accept responsibility. Leaders set an example 
for others by performing their jobs honestly and
 effectively and by accepting responsibility for
what happens during their watches. Good leaders
 welcome being held accountable, and they hold 
 others accountable for living up to high standards
as well.
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by Rudolph Giuliani, with Ken Kurson

• Surround yourself with great people. The most effec-
tive leaders are those who hire the best people they
can possibly find, motivate them, provide them with
challenges and opportunities to grow, and direct their
energies toward positive outcomes. Giuliani recalls
the September 11 aftermath: “Faced with the worst 
disaster New York had ever seen, it might have been
understandable for some people in my administra-
tion to go through the motions. . . . Instead, without
exception, my staff distinguished themselves.”

 • Study, Read, Learn Independently. Leaders should 
never leave important decisions to the experts. “No
matter how talented your advisors and deputies, you 
have to attack challenges with as much of your own
knowledge as possible.” Giuliani believes the best 
leaders are lifelong learners who “put time aside for 
deep study.” Leaders also prepare relentlessly so they
can identify potential problems before they happen.

The Making of a Leader
Giuliani makes the key point that leadership does not just
happen. It can be learned and developed through practice
as well as by studying the leadership ideas and behav-
ior of great leaders. Leadership incorporates not onlyp
Giuliani’s ideas but the thinking of numerous people—
from his mother, to President Ronald Reagan, to Winston
Churchill—who have shaped him as a leader. Through
insights and anecdotes, Giuliani offers us a chance to
learn from their wisdom as well.

Leadership, by Rudolph Giuliani with Ken Kurson, is published by
Hyperion.
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developed countries has also steadily increased over the past several decades, and 
many people are no longer satisfi ed working in an organization that doesn’t give 
them opportunities to participate and learn.

When all the organization needed was workers to run machines eight hours 
a day, traditional command-and-control systems generally worked quite well, but 
the organization received no benefi t from employees’ minds. Today, success de-
pends on the intellectual capacity of all employees, and leaders have to face a hard 
fact: Buildings and machines can be owned; people cannot. One of the leader’s 
most challenging jobs is to guide workers by using their power effectively to creat 
and develop a climate of respect and development for employees.16

From Competition to Collaboration
The move to empowerment also ties directly into new ways of working that 
 emphasize collaboration over competition and confl ict. Although some compa-
nies still encourage internal competition and aggressiveness, most of today’s orga-
nizations stress teamwork and cooperation. Self-directed teams and other forms
of horizontal collaboration are breaking down boundaries between departments 
and helping to spread knowledge and information throughout the organization. 
Compromise and sharing are recognized as signs of strength, not weakness.

Some competition can be healthy for an organization, but many leaders are 
resisting the idea of competition as a struggle to win while someone else loses. 
Instead, they direct everyone’s competitive energy toward being the best that they 
can be. There is a growing trend toward increasing collaboration with other orga-
nizations so that companies think of themselves as teams that create value jointly 
rather than as autonomous entities in competition with all others.17 A new form
of global business is made up of networks of independent companies that share 

s and leadership talents and provide access to one another’s tech-
nologies and markets.18

The move to collaboration presents greater challenges to 
leaders than did the old concept of competition. It is often more 
diffi cult to create an environment of teamwork and community 
hat fosters collaboration and mutual support. The call for empow-
rment, combined with an understanding of organizations as part 
a fl uid, dynamic, interactive system, makes the use of intimida-

on and manipulation obsolete as a means of driving the competitive 
rit.

From Uniformity to Diversity
Many of today’s organizations were built on assumptions of uniformity, separa-
tion, and specialization. People who think alike, act alike, and have similar job 
skills are grouped into a department, such as accounting or manufacturing, sepa-
rate from other departments. Homogenous groups fi nd it easy to get along, com-
municate, and understand one another. The uniform thinking that arises, however, 
can be a disaster in a world becoming more multinational and diverse.

Two business school graduates in their twenties discovered the importance 
of diversity when they started a specialized advertising fi rm. They worked hard, 
and as the fi rm grew, they hired more people just like themselves—bright, young, 
intense college graduates who were committed and hard working. The fi rm 
grew to about 20 employees over two and a half years, but the expected profi ts 
never materialized. The two entrepreneurs could never get a handle on what was 
wrong, and the fi rm slid into bankruptcy. Convinced the idea was still valid, they 
started over, but with a new philosophy. They sought employees with different 

Action MemoGo to Leader’s Self-Insight 1.1 to learn 
about your own “intelligence” for dealing 

with collaboration and with the other new 
realities facing organizations.



ages, ethnic backgrounds, and work experience. People had different styles, yet 
the organization seemed to work better. People played different roles, and the 
diverse experiences of the group enabled the fi rm to respond to unique situations 
and handle a variety of organizational and personal needs. The advertising fi rm 
is growing again, and this time it is also making a profi t.

Multiple Intelligence theory suggests that there are several 
different ways of learning about things, hence there are 
multiple “intelligences,” of which five are interpersonal
(learn via interactions with others), intrapersonal (own inner
states), logical/mathematical (rationality and logic), verbal/
linguistic (words and language), and musical (sounds, tonal
patterns, and rhythms). Most people prefer one or two of 
the intelligences as a way of learning, yet each person has 
the potential to develop skills in each of the intelligences.

The items below will help you identify the forms of intel-
ligence that you tend to use or enjoy most, as well as
the forms which you utilize less. Please check each item
below as Mostly False or Mostly True for you.

Mostly 
False

Mostly
True

1. I like to work with and solve
complex problems. _______ _______

2. I recently wrote something
that I am especially proud of. _______ _______

3. I have three or more close
friends. _______ _______

4. I like to learn about myself
through personality tests. _______ _______

5. I frequently listen to music
on the radio or iPod-type
player. _______ _______

6. Math and science were
among my favorite subjects. _______ _______

7. Language and social stud-
ies were among my favorite
subjects. _______ _______

8. I am frequently involved in
social activities. _______ _______

9. I have or would like to attend 
personal growth seminars. _______ _______

10. I notice if a melody is out of
tune or off-key. _______ _______

11. I am good at problem solving
that requires logical thinking. _______ _______

12. My conversations frequently
include things I’ve read or
heard about. _______ _______

13. When among strangers I
easily find someone to talk to. _______ _______

14. I spend time alone meditat-
ing, reflecting, or thinking. _______ _______

15. After hearing a tune once 
or twice I am able to sing it
back with some accuracy. _______ _______

Scoring and Interpretation
Count the number of items checked Mostly True that rep-
resent each of the four intelligences as indicated below.

Questions 1, 6, 11, Logical-mathematical intelligence
# Mostly True � ______.

Questions 2, 7, 12, Verbal-linguistic intelligence.
# Mostly True � ______.

Questions 3, 8, 13, Interpersonal intelligence.
# Mostly True � ______.

Questions 4, 9, 14, Intrapersonal intelligence.
# Mostly True � ______.

Questions 5, 10, 15, Musical intelligence.
# Mostly True � ______.

Educational institutions tend to stress the logical-
 mathematical and verbal-linguistic forms of learning.
How do your intelligences align with the changes taking
place in the world? Would you rather rely on using one
intelligence in-depth or develop multiple intelligences?
Any intelligence above for which you received a score of 
three is a major source of learning for you, and a score of
zero means you may not use it at all. How do your intel-
ligences fit your career plans and your aspirations for the 
type of leader you want to be?

Source: Based on Kirsi Tirri, Petri Nokelainen, and Martin Ubani,
“Conceptual Definition and Empirical Validation of the Spiritual
Sensitivity Scale,” Journal of Empirical Theology 19 (2006),y
pp. 37–62; and David Lazear, Seven Ways of Knowing: Teaching for
Multiple Intelligences (Palentine, IL: IRI/Skylight Publishing, 1991).
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The world is rapidly moving toward diversity at both national and inter-
national levels, and bringing diversity into the organization is the way to attract the
best human talent and develop an organizational mindset broad enough to 
thrive in a multinational world. Organizations suffer when leaders don’t respond 
to the reality of today’s diverse environment.

From Self-Centered to Higher Ethical Purpose
The ethical turmoil of the early twenty-fi rst century has prompted a determined 
and conscious shift in leader mindset from a self-centered focus to emphasis on a
higher ethical purpose. Public confi dence in business leaders in particular is 
at an all-time low, but politics, sports, and non-profi t organizations have also 
been affected.

Over years of business growth and success, many leaders slipped into a pat-
tern of expecting—and getting—more. Pay for CEOs of large organizations in 
the United States quadrupled between the years of 1993 and 2005. By then, the 
average CEO pay was 369 times as much as the average employee’s.19 Unfor-
tunately, the old-paradigm emphasis on individual ability, success, and prosper-
ity has sometimes pushed people to cross the line, culminating in organizational 
 corruption on a broad scale and ugly headlines exposing leaders from companies 
such as Enron, WorldCom, Tyco, and Adelphia Communications as unethical and 
self-serving rogues. At Enron, top executives rewarded highly competitive manag-
ers who were willing to do whatever it took—whether it was hiding their mistakes, 
fudging their reports, or backstabbing colleagues—to make the numbers and keep 
the stock price high. The overriding emphasis on individual ambition  created an
environment of vanity and greed whereby executives profi ted at the expense of 
employees, shareholders, and the community.20 And Enron managers didn’t hold a 
monopoly on greed. Top executives at companies including Qwest Communica-
tions, AOL Time Warner, Global Crossing, and Broadcom sold billions of  dollars 
worth of stock at vastly infl ated prices, making themselves rich even as their com-
panies deteriorated and average investors lost as much as 90 percent of their 
holdings.21

In the new paradigm, leaders emphasize accountability, integrity, and re-
sponsibility to something larger than individual self-interest, including employees, 
customers, the organization, and all stakeholders.22 This chapter’s Consider This
box presents ten commandments based on 1950s western fi lm star Gene Autry’s 
Cowboy Code that can be regarded as applicable to new paradigm leaders.

New-paradigm leaders reinforce the importance of doing the right thing, even 
if it hurts. One example is Aramark Worldwide Corp., the giant outsourcing com-
pany that provides food services for many universities and corporations. After 
a huge investment of time and money, CEO Joseph Neubauer walked away from a 
once-promising overseas merger when he discovered that the company’s business 
practices didn’t live up to Aramark’s ethical standards. “It takes a lifetime to build 
a reputation, and only a short time to lose it all,” Neubauer says.23

From Hero to Humble
A related shift is the move from the celebrity “leader-as-hero” to the hard-
 working behind-the-scenes leader who quietly builds a strong enduring company 
by supporting and developing others rather than touting his own abilities and 
 successes.24

During the last two decades of the twentieth century, good leadership 
 became equated with larger-than-life personalities, strong egos, and personal 



ambition. The media attention helped cultivate the image.25 In the early 1980s, 
Lee Iacocca was portrayed almost as a white knight riding in to save Chrysler. 
Over the next 20 years, corporate CEOs became superstars, featured on the 
covers of business and news magazines and celebrated for their charismatic 
or outrageous personalities as much as for their abilities. A remark made by 
Albert J. Dunlap, nicknamed “Chainsaw Al” for his slash-and-run tactics at 
companies such as Scott Paper and Sunbeam Corp. in the mid-1990s, captures 
the mindset of the leader-as-hero: “Most CEOs are ridiculously overpaid, but I 
deserved the $100 million,” Dunlap wrote in his self-congratulatory autobiog-
raphy. “I’m a superstar in my fi eld, much like Michael Jordan in basketball.”26

As we now know, Dunlap’s “turnarounds” were smoke and m
mostly on short-term accounting gimickry. His efforts netted him
millions, but left the companies, their employees, and share-
holders much worse off than they were before.

Although the majority of high-profi le leaders are not so self-
serving, the recent ethical maelstrom in the business world has 
contributed to a shift in mindset away from the individual leader 
as hero. When a business magazine recently asked a number of suc-
cessful leaders about the best advice they ever got, several, including
Meg Whitman of eBay and Howard Schultz of Starbucks, included
“letting others take the credit” in their answers. Brian  Roberts, CEO
of Comcast, got this advice from his father. “You’re in a lucky pos
tion and you know it,” Ralph Roberts told his son. “You don’t nee
all the glory. If you let others take the credit, it makes them feel like 
they’re part of something special.”27

The new-paradigm leader is characterized by an almost complete lack of ego, 
coupled with a fi erce resolve to do what is best for the organization. Jim Collins, 
author of Good to Great: Why Some Companies Make the Leap . . . and Others 

1.  A cowboy never takes unfair advantage—even of an
enemy.

2.  A cowboy never goes back on his word or betrays a 
trust.

 3. A cowboy always tells the truth.
 4. A cowboy is kind and gentle with children, the elderly, and animals.
 5. A cowboy is free from racial or religious prejudice.
 6. A cowboy is always helpful and lends a hand when anyone’s in trouble.
 7. A cowboy is a good worker.
 8. A cowboy stays clean in thought, speech, action, and personal habits.
 9. A cowboy respects womanhood, parents, and the laws of his nation.
10. A cowboy is a patriot to his country.

Source: Gene Autry’s Cowboy Commandments are reported, with some variations in wording, in multiple
sources.

Should Leaders Live by the Cowboy Code?
Consider This!

Action Memo

As a leader, you can respond to the 

reality of change and crisis, the need for 

empowerment, collaboration, and diversity, 

and the importance of a higher, ethical 

purpose. You can channel your ambition 

toward achieving larger organizational 

goals rather than feeding your own ego.
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14 PART 1: INTRODUCTION TO LEADERSHIP

Don’t, calls this new breed Level 5 leaders.28 In contrast to the view of great lead-
ers as larger-than-life personalities with strong egos and big ambitions, Level 5
leaders often seem shy and unpretentious. A classic example is Darwin E. Smith, 
who led Kimberly-Clark from 1971 to 1991.

Darwin E. Smith, Kimberly-Clark

During his 20 years as CEO, Darwin Smith turned Kimberly-Clark into the world’s
leading consumer paper products company, yet few people have ever heard of him.
And that’s just the way he wanted it.

Smith was somewhat shy and awkward in social situations, and he would
never make anybody’s best-dressed list. He wasn’t the feature of articles in Busi-
ness Week, Fortune, or The Wall Street Journal. Yet, far from being meek, Smith
demonstrated an aggressive determination to revive Kimberly-Clark, which at the
time was a stodgy old paper company that had seen years of falling stock prices.
Anyone who interpreted his appearance and demeanor as a sign of ineptness soon
learned differently, as Smith made diffi cult decisions that set Kimberly-Clark on the
path to greatness. When Smith took over, the company’s core business was in
coated paper. Convinced that this approach doomed the company to mediocrity,
Smith took the controversial step of selling the company’s paper mills and investing
all its resources in consumer products like Kleenex and Huggies diapers.

It proved to be a stroke of genius. Over the 20 years Smith led Kimberly-Clark, the 
company generated cumulative stock returns that were 4.1 times greater than those 
of the general market. When asked after his retirement about his exceptional perfor-
mance, Smith said simply, “I never stopped trying to become qualifi ed for the job.”29

As the example of Darwin Smith illustrates, despite their personal humility,
Level 5 leaders are highly ambitious for their organizations, with a fi erce determi-
nation to produce great and lasting results. They develop a solid corps of leaders 
throughout the organization and create a culture focused on high performance 
and integrity. Although Level 5 leaders accept full responsibility for mistakes, 
poor results, or failures, they typically give credit for successes to other people. 
Reuben Mark, current CEO of Colgate-Palmolive, shuns personal publicity and 
turns down requests for media profi les because he believes being personally pro-
fi led takes credit for the efforts of his employees. At annual meetings, Mark pays 
tribute to employees around the world who make even seemingly minor contribu-
tions to innovation, market increases, or business operations.30

Egocentric leaders often build an organization as a hero with a thousand 
 helpers. New-paradigm leaders, though, build their organizations with many strong 
leaders who can step forward and continue the company’s success long into the 
future. Although most research regarding the new type of leader has been on  corporate
CEOs such as Reuben Mark and Darwin Smith, it’s important to remember that 
new-paradigm or Level 5 leaders are in all positions in all types of organizations.

Comparing Management and Leadership
Management can be defi ned as the attainment of organizational goals in an effective 
and effi cient manner through planning, organizing, staffi ng, directing, and control-
ling organizational resources. So, what is it that distinguishes the process of leader-
ship from that of management? Hundreds of books and articles have been written 
in recent years about the difference between the two. Unfortunately, with the cur-
rent emphasis on the need for leadership, managers have gotten a bad name.31 Yet 
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Management
the attainment of organizational
goals in an effective and
effi cient manner through
planning, organizing, staffi ng,
directing, and controlling
organizational resources
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managers and leaders are not inherently different types of people, and many man-
agers already possess the abilities and qualities needed to be good leaders. Both 
management and leadership are essential in organizations and must be  integrated 
effectively to lead to high performance.32 That is, leadership cannot replace 
management; it should be in addition to management.

At Aetna, CEO Ronald A. Williams has used an integrated 
management and leadership approach to rescue the nation’s  largest 
health insurance provider from a steep decline. Williams clearly 
practices good management, such as controlling costs, implement-
ing operational changes and new technologies, establishing goals 
and plans, and monitoring performance. However, he is also a con-
summate leader who creates a culture that allows others to fl our-
ish, builds an environment that fosters integrity and accountability, and provides 
vision and inspiration for employees. “People will walk through walls for him,” 
said one health care industry observer.33 There are managers at all hierarchical 
levels in today’s organizations who are also good leaders, and most people can 
develop the qualities needed for effective leadership.

Exhibit 1.3 compares management to leadership in fi ve areas crucial to orga-
nizational performance—providing direction, aligning followers, building relation-
ships, developing personal qualities, and creating leader outcomes.34

Providing Direction
Both leaders and managers are concerned with providing direction for the organiza-
tion, but there are differences. Management focuses on establishing detailed plans and 

Action Memo

You can evaluate your own leadership 

potential by completing the quiz in Leader’s 

Self-Insight 1.2 on page 16.

Exhibit 1.3 Comparing Management and Leadership

Direction:

Alignment:

Relationships:

Personal Qualities:

Outcomes:

Management Leadership

Planning and budgeting
Keeping eye on bottom line

Organizing and staffing
Directing and controlling
Creating boundaries

Focusing on objects—producing/
 selling goods and services
Based on position power
Acting as boss

Emotional distance
Expert mind
Talking
Conformity
Insight into organization

Maintains stability; creates 
 culture of efficiency

Creating vision and strategy
Keeping eye on horizon

Creating shared culture and values
Helping others grow
Reducing boundaries

Focusing on people—inspiring
 and motivating followers
Based on personal power
Acting as coach, facilitator, servant

Emotional connections (Heart)
Open mind (Mindfulness)
Listening (Communication)
Nonconformity (Courage)
Insight into self (Character)

Creates change and a culture of
 integrity
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Questions 1–6 below are about you right now. Questions
7–22 are about how you would like to be if you were the
head of a major department at a corporation. Answer
Mostly False or Mostly True to indicate whether the item
describes you accurately, or whether you would strive to
perform each activity as a department head.

NOW

Mostly
False

Mostly
True

1. When I have a number of 
tasks or homework assign-
ments to do, I set priorities
and organize the work to
meet the deadlines. _______ _______

2. When I am involved in a 
 serious disagreement, I hang 
in there and talk it out until it 
is completely resolved. _______ _______

3. I would rather sit in front of 
my computer than spend a
lot of time with people. _______ _______

4. I reach out to include other
people in activities or when 
there are discussions. _______ _______

5. I know my long-term vision
for career, family, and other
activities. _______ _______

6. When solving problems, 
I prefer analyzing things
myself to working through
them with a group of people. _______ _______

HEAD OF MAJOR DEPARTMENT
7. I would help subordinates

clarify goals and how to 
reach them. _______ _______

8. I would give people a sense
of long-term mission and
higher purpose. _______ _______

9. I would make sure jobs get
out on time. _______ _______

10. I would scout for new prod-
uct or service opportuni ties. _______ _______

11. I would give credit to people
who do their jobs well. _______ _______

12. I would promote unconven-
tional beliefs and values. _______ _______

13. I would establish procedures 
to help the department oper-
ate smoothly. _______ _______

14. I would verbalize the higher
values that I and the organi-
zation stand for. _______ _______

Scoring and Interpretation
Count the number of Mostly True answers to even-
numbered questions: _____. Count the number of
Mostly True answers to odd-numbered questions: _____.
Compare the two scores.

The even-numbered items represent behaviors and
activities typical of leadership. Leaders are personally
involved in shaping ideas, values, vision, and change. 
They often use an intuitive approach to develop fresh 
ideas and seek new directions for the department or orga-
nization. The odd-numbered items are considered more
traditional management activities. Managers respond to 
organizational problems in an impersonal way, make ratio-
nal decisions, and work for stability and efficiency.

If you answered yes to more even-numbered than 
odd-numbered items, you may have potential lead-
ership qualities. If you answered yes to more odd-
numbered items, you may have management qualities. 
Management qualities are an important foundation for
new leaders because the organization first has to oper-
ate efficiently. Then leadership qualities can enhance
performance. Both sets of qualities can be developed or
improved with awareness and experience.

Sources: John P. Kotter, Leading Change (Boston, MA: Harvarde
Business School Press, 1996), p. 26; Joseph C. Rost, Leadership 
for the Twenty-first Century (Westport, CT; Praeger, 1993), p. 149;y
and Brian Dumaine, “The New Non-Manager Managers,” Fortune
(February 22, 1993), pp. 80–84.
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schedules for achieving specifi c results, then allocating resources to accomplish the 
plan. Leadership calls for creating a compelling vision of the future and developing 
farsighted strategies for producing the changes needed to achieve that vision. Whereas 
management calls for keeping an eye on the bottom line and short-term results, leader-
ship means keeping an eye on the horizon and the long-term future.

A vision is a picture of an ambitious, desirable future for the organization or 
team.35 It can be as lofty as Motorola’s aim to “become the premier company in 
the world” or as down-to-earth as the Swedish company IKEA’s simple vision “to 
provide affordable furniture for people with limited budgets.”

To be compelling for followers, the vision has to be one they can relate to 
and share. Consider that in Fortune magazine’s study of the “100 Best Compa-
nies to Work for in America,” two of the recurring traits of great companies are 
a powerful, visionary leader and a sense of purpose beyond increasing share-
holder value.36 At Google, people are energized by the psychic rewards they get 
from working on  intellectually stimulating and challenging technical problems, 
as well as by the potentially benefi cial global impact of their work. Leaders stress 
a  vision of unifying data and information around the world, one day totally 
obliterating language barriers via the Internet.37 Similarly, employees at mutual 
fund company Vanguard are motivated by a vision of helping people pay for a 
happy retirement.38

Aligning Followers
Management entails organizing a structure to accomplish the plan; staffi ng the 
structure with employees; and developing policies, procedures, and systems to direct 
employees and monitor implementation of the plan. Managers are thinkers and 
workers are doers. Leadership is concerned instead with communicating the vision 
and developing a shared culture and set of core values that can lead to the desired 
future state. This involves others as thinkers, doers, and leaders themselves, fostering 
a sense of ownership in everyone.39 Whereas the vision describes the destination, the 
culture and values help defi ne the journey toward it. Leadership focuses on getting 
everyone lined up in the same direction. Gertrude Boyle, a housewife and mother 
who took charge of Columbia Sportswear after her husband’s early death, created 
a comfortable, down-to-earth corporate culture that propelled the outdoor clothing 
manufacturer from sales of $800,000 to just under $300 million. She came into the 
company with no business experience, but says, “Running a company is like raising 
kids. You all have to be in the same line of thinking.”40

Management often means organizing by separating people into specialties and 
functions, with boundaries separating them by department and hierarchical level. 
Leaders break down boundaries so people know what others are doing, can coor-
dinate easily, and feel a sense of teamwork and equalness for achieving outcomes.

Rather than simply directing and controlling employees to achieve specifi c  
results, leaders “align [people] with broader ideas of what the company should 
be and why.”41 Leaders encourage people to expand their minds and abilities 
and to assume responsibility for their own actions. Think about classes you 
have taken at your college or university. In some college classes, the professor 
tells students exactly what to do and how to do it, and many students expect 
this kind of direction and control. Have you ever had a class where the instruc-
tor instead inspired and encouraged you and your classmates to fi nd innovative 
ways to meet goals? The difference refl ects a rational management versus a 
leadership approach. Whereas the management communication process gener-
ally involves providing answers and solving problems, leadership entails asking 
questions, listening, and involving others.42

Vision
a picture of an ambitious, 
desirable future for the 
organization or team
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Building Relationships
In terms of relationships, management focuses on objects such as machines and 
 reports, on taking the steps needed to produce the organization’s goods and ser-
vices. Leadership, on the other hand, focuses on motivating and inspiring people.

Whereas the management relationship is based on position and formal au-
thority, leadership is a relationship based on personal infl uence. Formal position 
power means that there is a written, spoken, or implied contract wherein people 
accept either a superior or subordinate role and see the use of coercive as well as 
noncoercive behavior as an acceptable way to achieve desired results.43 For ex-
ample, in an authority relationship, both people accept that a manager can tell a 
subordinate to be at work at 7:30 a.m. or her pay will be docked. Leadership, on 
the other hand, relies on infl uence, which is less likely to use coercion. Followers 
are empowered to make many decisions on their own. Leadership strives to make 
work stimulating and challenging and involves pulling rather than pushing people 
toward goals. The role of leadership is to attract and energize people, motivating 
them through identifi cation rather than rewards or punishments.44 The formal 
position of authority in the organization is the source of management power, but 
leadership power comes from the personal character of the leader. Leadership 
does not require that one hold a formal position of authority, and many people 
holding positions of authority do not provide leadership. The differing source of 
power is one of the key distinctions between management and leadership. Take 
away a manager’s formal position and will people choose to follow her? That is 
the mark of a leader. Leadership truly depends on who you are rather than on 
your position or title.

Developing Personal Leadership Qualities
Leadership is more than a set of skills; it relies on a number of subtle personal 
qualities that are hard to see, but are very powerful. These include things like 
enthusiasm, integrity, courage, and humility. First of all, good leadership springs 
from a genuine passion for the work and a genuine concern for other people. 
Great leaders are people who love what they do and want to share that love with 
others. The process of management generally encourages emotional distance, but

eans being emotionally connected to others. Where there is leader-
ship, people become part of a community and feel that they are 
contributing to something worthwhile.45

Whereas management means providing answers and solving prob-
ems, leadership requires the courage to admit mistakes and doubts, to 
ake risks, to listen, and to trust and learn from others. Emotional con-
ections can be uncomfortable for some managers, but they are neces-
ry for true leadership to happen. George Sparks, a graduate of the Air 
rce Academy and general manager of Hewlett-Packard’s measuring-

uipment business, says he learned this from a Girl Scout leader.

Frances Hesselbein and the Girl Scout Way

“The best two days of my career” is how George Sparks describes the time he 
spent following Frances Hesselbein around. Hesselbein is currently chairman of 
the board of governors of the Leader to Leader Institute and an acclaimed author 
and editor of more than 20 books, the most recent of which is titled Hesselbein
on Leadership. But she began her career more than 40 years ago as a volunteer
Scout leader. She eventually rose to CEO of the Girl Scouts, inheriting a troubled 
organization of 680,000 people, only 1 percent of whom were paid employees.

Action MemoAs a leader, you can awaken your leadership 
qualities of enthusiasm, integrity, courage, 

and moral commitment. You can make 
emotional connections with followers to 

increase your leadership effectiveness.
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Position power
a written, spoken, or implied 
contract wherein people accept 
either a superior or subordinate 
role and see the use of coercive
as well as noncoercive behavior
as an acceptable way of 
achieving desirable results
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By the time she retired in 1990, Hesselbein had turned around declining mem-
bership, dramatically increased participation by minorities, and replaced a brittle 
hierarchy with one of the most vibrant organizations in the non-profi t or business 
world.

Hesselbein describes how she works with others as a circle in which everyone 
is included. As Sparks observed her in action, the most compelling quality he noted 
was her ability to sense people’s needs on an emotional level. He explains, “Time 
and again, I have seen people face two possible solutions. One is 20 percent bet-
ter, but the other meets their personal needs—and that is the one they inevitably 
choose.” He noticed that Hesselbein would listen carefully and then link people in
such a way that their personal needs were met at the same time they were serving 
the needs of the organization. Hesselbein recognizes that the only way to achieve 
high performance is through the work of others, and she consistently treats people 
with care and respect. In her talks and writings for leaders, one of her primary les-
sons is that taking people for granted is contrary to the defi nition of what makes a 
leader.

Her defi nition of leadership, she says, was “very hard to arrive at, very 
 painful. . . . [It] is not a basket of tricks or skills. It is the quality and character and 
courage of the person who is the leader. It’s a matter of ethics and moral compass, 
the willingness to remain highly vulnerable.”46

As Frances Hesselbein noted, developing leadership qualities can sometimes 
be painful. Abraham Zaleznik has referred to leaders as “twice-born personali-
ties,” who struggle to develop their sense of self through psychological and so-
cial change.47 For leadership to happen, leaders have to undergo a journey of 
self-discovery and personal understanding.48 Leadership experts agree that a top 
characteristic of effective leaders is that they know who they are and what they 
stand for. In addition, leaders have the courage to act on their beliefs.49 By know-
ing what they believe in, leaders remain constant, so that followers know what 
to expect. One study revealed that people would much rather follow individuals 
they can count on, even when they disagree with their viewpoint, than people they 
agree with but who frequently shift their viewpoints or positions.50 One employee 
described the kind of person she would follow as this: “. . . it’s like they have 
a stick down through the center of them that’s rooted in the ground. I can tell 
when someone has that. When they’re not defensive, not egotistical. They’re open-
minded, able to joke and laugh at themselves. They can take a volatile situation 
and stay focused. They bring out the best in me by making me want to handle 
myself in the same way. I want to be part of their world.”51

True leaders draw on a number of subtle but powerful forces within them-
selves. For example, leaders tend to have open minds that welcome new ideas 
rather than closed minds that criticize new ideas. Leaders tend to care about 
others and build personal connections rather than maintain emotional distance. 
Leaders listen and discern what people want and need more than they talk to 
give advice and orders. Leaders are willing to be nonconformists, to disagree and 
say no when it serves the larger good, and to accept nonconformity from others 
rather than try to squeeze everyone into the same mindset. They and others step 
outside the traditional boundary and comfort zone, take risks, and make mistakes 
to learn and grow. Moreover, leaders are honest with themselves and others to the 
point of inspiring trust. They set high moral standards by doing the right thing, 
rather than just going along with standards set by others. Leadership causes wear 
and tear on the individual, because leaders are vulnerable, take risks, and initiate 
change, which typically encounters resistance.
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Creating Outcomes
The differences between management and leadership create two differing outcomes, 
as illustrated at the bottom of Exhibit 1.3. Management maintains a degree of sta-
bility, predictability, and order through a culture of effi ciency. Good management 
helps the organization consistently achieve short-term results and meet the expecta-
tions of various stakeholders. Leadership, on the other hand, creates change, often 
radical change, within a culture of integrity that helps the organization thrive over 
the long haul by promoting openness and honesty, positive relationships, and a 
long-term focus. Leadership facilitates the courage needed to make diffi cult and un-
conventional decisions that may sometimes hurt short-term results.

Leadership means questioning and challenging the status quo so that out-
dated, unproductive, or socially irresponsible norms can be replaced to meet 
new challenges. Good leadership can lead to extremely valuable change, such 
as new products or services that gain new customers or expand markets. Thus, 
although good management is needed to help organizations meet current com-
mitments, good leadership is needed to move the organization into the future. 
Remember that the two must be combined for the organization to succeed.

Evolving Theories of Leadership
To understand leadership as it is viewed and practiced today, it is important to 
recognize that the concept of leadership has changed over time. Leadership typi-
cally refl ects the larger society, and theories have evolved as norms, attitudes, and 
understandings in the larger world have changed.

Historical Overview of Major Approaches
The various leadership theories can be categorized into six basic approaches, each 
of which is briefl y described below. Many of these ideas are still applicable to 
leadership studies today and are discussed in various chapters of this text.

Great Man Theories This is the granddaddy of leadership concepts. The earliest
studies of leadership adopted the belief that leaders (who were always thought of 
as male) were born with certain heroic leadership traits and natural abilities 
of power and infl uence. In organizations, social movements, religions, govern-
ments, and the military, leadership was conceptualized as a single “Great Man” 
who put everything together and infl uenced others to follow along based on the 
strength of inherited traits, qualities, and abilities.

Trait Theories Studies of these larger-than-life leaders spurred research into the 
various traits that defi ned a leader. Beginning in the 1920s, researchers looked
to see if leaders had particular traits or characteristics, such as intelligence or 
energy, that distinguished them from non-leaders and contributed to success. It 
was thought that if traits could be identifi ed, leaders could be predicted, or per-
haps even trained. Although research failed to produce a list of traits that would 
always guarantee leadership success, the interest in leadership characteristics has 
continued to the present day.

Behavior Theories The failure to identify a universal set of leadership traits led 
researchers in the early 1950s to begin looking at what a leader does, rather than 
who he or she is.52 One line of research focused on what leaders actually do on 
the job, such as various management activities, roles, and responsibilities. These 
studies were soon expanded to try to determine how effective leaders differ in 
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their behavior from ineffective ones. Researchers looked at how a leader behaved 
toward followers and how this correlated with leadership effectiveness or inef-
fectiveness. Chapter 2 discusses trait and behavior theories.

Contingency Theories Researchers next began to consider the contextual and 
situational variables that infl uence what leadership behaviors will be effective. The 
idea behind contingency theories is that leaders can analyze their situation and 
tailor their behavior to improve leadership effectiveness. Major situational vari-
ables are the characteristics of followers, characteristics of the work  environment 
and follower tasks, and the external environment. Contingency theories, some-
times called situational theories, emphasize that leadership cannot be understood 
in a vacuum separate from various elements of the group or organizational situa-
tion. Chapter 3 covers contingency theories.

Influence Theories These theories examine infl uence processes between lead-
ers and followers. One primary topic of study is charismatic leadership (Chapter 12), 
which refers to leadership infl uence based not on position or formal authority 
but, rather, on the qualities and charismatic personality of the leader. Related 
areas of study are leadership vision (Chapter 13) and organizational culture
(Chapter 14). Leaders infl uence people to change by providing an inspiring  vision 
of the future and shaping the culture and values needed to attain it. Several chap-
ters of this text relate to the topic of infl uence because it is essential to understand-
ing leadership.

Relational Theories Since the late 1970s, many ideas of leadership have focused 
on the relational aspect, that is, how leaders and followers interact and infl uence 
one another. Rather than being seen as something a leader does to a follower, 
leadership is viewed as a relational process that meaningfully engages all partici-
pants and enables each person to contribute to achieving the vision. Interpersonal 
relationships are seen as the most important facet of leadership effectiveness.53

Two signifi cant relational theories are transformational leadership (Chapter 12) 
and servant leadership (Chapter 6).

Other important relational topics covered in various chapters of the text include 
the personal qualities that leaders need to build effective relationships, such as emo-
tional intelligence, a leader’s mind, integrity and high moral standards, and personal 
courage. In addition, leaders build relationships through motivation and empower-
ment, leadership communication, team leadership, and embracing diversity.

A Model of Leadership Evolution
Exhibit 1.4 provides a framework for examining the evolution of leadership from 
the early Great Man theories to today’s relational theories. Each cell in the model 
summarizes an era of leadership thinking that was dominant in its time but may 
be less appropriate for today’s world.

Leadership Era 1 This era may be conceptualized as pre-industrial and pre-
bureaucratic. Most organizations were small and were run by a single individual 
who many times hired workers because they were friends or relatives, not neces-
sarily because of their skills or qualifi cations. The size and simplicity of organiza-
tions and the stable nature of the environment made it easy for a single person to 
understand the big picture, coordinate and control all activities, and keep things 
on track. This is the era of Great Man leadership and the emphasis on personal 
traits of leaders. A leader was conceptualized as a single hero who saw the big 
picture and how everything fi t into a whole.
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Exhibit 1.4 Leadership Evolution

Scope

Individual

Organization

Stable

Environment

Turbulent

Era 2
Rational Management

•  Behavior theories
•  Contingency theories

Context:
• Vertical hierarchy, bureaucracy
•  Functional management

Era 4
Learning Leadership

•  Relational theories
•  Level 5 leadership

Context:
•  High-performance culture
•  Learning organization

•  Shared vision, alignment
•  Facilitate change and

adaptation

Era 3
Team or Lateral LeadershipTT

•  Influence theories

Context:
•  Horizontal organization
•  Cross-functional teams

Era 1
Great Person Leadership

•  Great Man theories
•  Trait theories

Context:
•  Pre-bureaucratic organization
•  Administrative principles

Leadership Era 2 In Era 2, we see the emergence of hierarchy and bureaucracy.
Although the world remains stable, organizations have begun to grow so large that 
they require rules and standard procedures to ensure that activities are performed
effi ciently and effectively. Hierarchy of authority provides a sensible mechanism 
for supervision and control of workers, and decisions once based on rules of 
thumb or tradition are replaced with precise procedures. This era sees the rise
of the “rational manager” who directs and controls others using an impersonal 
approach. Employees aren’t expected to think for themselves; they are expected 
to do as they’re told, follow rules and procedures, and accomplish specifi c tasks. 
The focus is on details rather than the big picture.

The rational manager was well-suited to a stable environment. The behavior 
and contingency theories worked here because leaders could analyze their situa-
tion, develop careful plans, and control what happened. But rational management 
is no longer suffi cient for leadership in today’s world.

Leadership Era 3 This era represented a tremendous shock to managers in 
North America and Europe. Suddenly, the world was no longer stable, and the 
prized techniques of rational management were no longer successful. Beginning 
with the OPEC oil embargo of 1972 to 1973 and continuing with the severe global 
competition of the 1980s and early 1990s, many managers saw that environmental
conditions had become chaotic. The Japanese began to dominate world commerce 
with their ideas of team leadership and superb quality. This became an era of great 
confusion for leaders. They tried team-based approaches, downsizing, re-
engineering, quality programs, and empowerment as ways to improve perfor-
mance and get more motivation and commitment from employees.
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This is the era of the team leader and the change leader. Infl uence was important 
because of the need to change organizational structures and cultures. This era sees the 
emergence of knowledge work, an emphasis on horizontal collaboration, and a shift to 
infl uence theories. Rather than conceiving of leadership as one person al-
ways being fi rmly “in charge,” leadership is often shared among team
leaders and members, shifting to the person with the most knowledge 
or expertise in the matter at hand.54 Many leaders have become com-
fortable with ideas of team leadership, empowerment, diversity, and 
open communication. However, some are still trapped in old ways of 
thinking, trying to use rational management for a stable world when
their organizations and the environment have already moved on.

Leadership Era 4 Enter the digital information age. It seems tha
everything is changing, and changing fast. Era 4 represents the learning 
leader who has made the leap to giving up control in the traditional sense. Leaders 
emphasize relationships and networks, and they infl uence others through vision 
and values rather than power and control. They are constantly experimenting, 
learning, and changing, both in their personal and professional lives, and they 
encourage the development and growth of others. Era 4 requires the full scope of 
leadership that goes far beyond rational management or even team leadership.

Implications The fl ow from Great Man leadership to rational management to team 
and change leadership to learning leadership illustrates trends in the larger world. 
The implication is that leadership refl ects the era or context of the organization and 
society. Most of today’s organizations and leaders are still struggling with the transi-
tion from a stable to a chaotic environment and the new skills and qualities needed 
in this circumstance. Thus, issues of diversity, team leadership, empowerment, and 
horizontal relationships are increasingly relevant. In addition, many leaders are rap-
idly shifting into Era 3 and 4 leadership by focusing on change management and 
facilitating a vision and values to transform their companies into learning organiza-
tions. Era 3 and Era 4 leadership is what much of this book is about.

Leadership Is Not Automatic
Many leaders are caught in the transition between the practices and principles that 
defi ned the industrial era and the new reality of the twenty-fi rst century. Attempts
to achieve collaboration, empowerment, and diversity in organization
fail because the beliefs and thought processes of leaders as well as
employees are stuck in an old paradigm that values control, stabil-
ity, and homogeneity. The diffi cult transition between the old and
the new partly explains the current crisis in organizational leader-
ship. It is diffi cult for many leaders to let go of methods and practices 
that have made them and their organizations successful in the past.

One of the most important aspects of the new paradigm of leader-
ship is the ability to use human skills to build a culture of performance,
trust, and collaboration. A few clues about the importance of acquiring
new leadership skills were brought to light by the Center for Creativ
Leadership in Greensboro, North Carolina.55 The study compared 21 de-
railed executives with 20 executives who successfully arrived at the top of a com-
pany. The derailed managers were successful people who were expected to go far, but 
they reached a plateau, were fi red, or were forced to retire early. They were all bright, 
worked hard, and excelled in a technical area such as accounting or engineering.

Learning leader
a leader who is open to learning
and change and encourages 
the growth and development of 
others

Action Memo

As a leader, you can cultivate your people 

skills to avoid executive derailment. You 

can treat others with kindness, interest, 

and respect, and avoid over-managing by 

selecting good followers and delegating 

effectively.

Action Memo

As a leader, you can use the leadership 

skills that fi t the correct era for your 

organization. You can use infl uence and 

relational aspects as appropriate for your 

organization.
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The striking difference between the two groups was the ability to use human 
skills. Only 25 percent of the derailed group were described as being good with 
people, whereas 75 percent of those who arrived at the top had people skills. 
Exhibit 1.5 lists the top seven reasons for failure. Unsuccessful managers were 
insensitive to others, abrasive, cold, arrogant, untrustworthy, overly ambitious 
and selfi sh, unable to delegate or build teams, and unable to acquire appropriate 
staff to work for them.

terestingly, even people who do make it to the top of organizations 
sometimes fail in the role of CEO because of poor human skills. For 
example, Philip Purcell was forced out as CEO of Morgan Stanley 
largely because he was a remote, tyrannical leader who treated many 
mployees with contempt and failed to build positive relationships with 
ther managers or clients. His lack of human skills left Purcell with little 
oodwill to back him up when things started going against him.56

The inability to surround oneself with good people and help them 
learn and contribute can doom a top leader. The best leaders, at all lev-

els, are those who are genuinely interested in other people and fi nd ways to bring 
out the best in them.57 In addition, today’s successful leaders value change over 
stability, empowerment over control, collaboration over competition, diversity 
over uniformity, and integrity over self-interest, as discussed earlier. The new in-
dustry of executive coaching has emerged partly to help people through the tran-g
sition to a new paradigm of leadership. Whereas management consultants typi-
cally help executives look outward, at company operations and strategic issues, 
executive coaches help them look inward. Executive coaches encourage leaders to
confront their own fl aws and hang-ups that inhibit effective leadership, then help
them develop stronger emotional and interpersonal skills.

This brings up an interesting question: How do people become good leaders? 
As Kembrel Jones, associate dean of full-time MBA programs at Emory  University’s 
Goizueta Business School said, “If the elements of leadership were easy . . . we 
wouldn’t be seeing the problems we see today.”58 But can leadership be taught? 
Many people don’t think so, because so much of leadership depends on self-
discovery. But it can be learned.

Learning the Art and Science of Leadership
As we have discussed in this chapter, the concept of leadership has evolved through 
many perspectives and continues to change. Today’s reality is that the old ways no 
longer work, but the new ways are just emerging. Everywhere, we hear the cry for 
leadership as the world around us is rocked by massive and often painful events.

How can a book or a course on leadership help you to be a better leader? It 
is important to remember that leadership is both an art and a science. It is an art 

Action MemoLeader’s Self-Insight 1.3 gives you a chance 
to test your people skills and see if there 

are areas you need to work on.

Exhibit 1.5 Top Seven Reasons for Executive Derailment

1. Acting with an insensitive, abrasive, intimidating, bullying style
2. Being cold, aloof, arrogant
3. Betraying personal trust
4. Being overly ambitious, self-centered, thinking of next job, playing politics
5. Having specific performance problems with the business
6. Overmanaging, being unable to delegate or build a team
7. Being unable to select good subordinates



because many leadership skills and qualities cannot be learned from a textbook. 
Leadership takes practice and hands-on experience, as well as intense personal 
exploration and development. However, leadership is also a science because a 
growing body of knowledge and objective facts describes the leadership process 
and how to use leadership skills to attain organizational goals.

Knowing about leadership research helps people analyze situations from a 
variety of perspectives and learn how to be more effective as leaders. By explor-
ing leadership in both business and society, students gain an understanding of the 

Many fast-trackers find themselves suddenly derailed and
don’t know why. Many times, a lack of people skills is to
blame. To help you determine whether you need to work
on your people skills, take the following quiz answering
each item as Mostly False or Mostly True. Think about
a job or volunteer position you have now or have held in
the past as you answer the following items.

PEOPLE SKILLS

Mostly 
False

Mostly 
True

1. Other people describe me as a
real “people person.” _______ _______

2. I spend a part of each day mak-
ing small talk with coworkers (or
teammates or classmates). _______ _______

3. I see some of my coworkers (or 
teammates or classmates) out-
side of work, and I know many
of them socially. _______ _______

4. Because I have good work 
relationships, I often succeed
where others fail. _______ _______

WORKING WITH AUTHORITY
5. When I have a good reason for

doing so, I will express a view 
that differs from that of leaders
in the organization. _______ _______

6. If I see a leader making a deci-
sion that seems harmful to the
organization, I speak up. _______ _______

7. People see me as someone 
who can independently assess
an executive decision and,
when appropriate, offer an
alternative perspective. _______ _______

Leader’s Self-Insight 1.3
8. When senior people ask for

my opinion, they know that I’ll
respond with candor. _______ _______

NETWORKING
9. I spend at least part of each

week networking with col-
leagues. _______ _______

10. I belong to organizations
where I can make professional
contacts. _______ _______

11. A few times each month, I am
invited to join key members
of my team or organization for
lunch. _______ _______

12. I regularly interact with peers 
at other organizations. _______ _______

Scoring and Interpretation
Tally the number of “Mostly Trues” checked for each set 
of questions.

People Skills:_____; Working with Authority: _____;
Networking: _____

If you scored 4 in an area, you’re right on track.
Continue to act in the same way.

If your score is 2–3, you can fine tune your skills in
that area. Review the questions where you said Mostly
False and work to add those abilities to your leadership
skill set.

A score of 0–1 indicates that you’re dangerously close 
to derailment. You should take the time to do an in-depth 
self-assessment and find ways to expand your interper-
sonal skills.

Source: Adapted from “Are You Knocking Out Your Own Career?”
Fast Company (May 1999), p. 230, based on Lois P. Frankel’sy Jump-
Start Your Career (New York: Three Rivers Press).r

Are You on a Fast Track to Nowhere?
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importance of leadership to an organization’s success, as well as the diffi culties 
and challenges involved in being a leader. Studying leadership can also lead to the 
discovery of abilities you never knew you had. When students in a leadership sem-
inar at Wharton were asked to pick one leader to represent the class, one woman 
was surprised when she outpolled all other students. Her leadership was drawn 
out not in the practice of leadership in student government, volunteer activities, 
or athletics, but in a classroom setting.59

Studying leadership gives you skills you can apply in the practice of leadership 
in your everyday life. Many people have never tried to be a leader because they 
have no understanding of what leaders actually do. The chapters in this book are 
designed to help you gain a fi rm knowledge of what leadership means and some 
of the skills and qualities that make a good leader. You can build competence in 
both the art and the science of leadership by completing the Self-Insight exercises 
throughout the book, by working on the activities and cases at the end of each 
chapter, and by applying the concepts you learn in class, in your relationships 
with others, in student groups, at work, and in voluntary organizations. Although 
this book and your instructors can guide you in your development, only you can 
apply the concepts and principles of leadership in your daily life. Learning to be a 
leader starts now, with you. Are you up to the challenge?

Organization of the Rest of the Book
The plan for this book refl ects the shift to a new paradigm summarized in Exhibit 1.2 
and the discussion of management versus leadership summarized in  Exhibit 1.3. 
The framework in Exhibit 1.6 illustrates the organization of the book. Part 1 intro-
duces leadership, its importance, and the transition to a new leadership paradigm. 

Exhibit 1.6 Framework for the Book

Part 3: The Personal Side of Leadership

Part 1: Introduction to Leadership
Chapter 1 What Does It Mean to Be a Leader?

Part 2: Research Perspectives on Leadership

Chapter 2 Traits, Behaviors, and RelationshipsTT
Chapter 3 Contingency Approaches

Part 5: The Leader as Social Architect

Chapter 13 Creating Vision and Strategic Direction
Chapter 14 Shaping Culture and ValuesVV
Chapter 15 Leading Change

Chapter 4 The Leader as an Individual
Chapter 5 Leadership Mind and Heart
Chapter 6 Courage and Moral Leadership
Chapter 7 Followership

Part 4: The Leader as Relationship Builder
Chapter 8   Motivation and Empowerment
Chapter 9   Leadership Communication
Chapter 10 LeadingTeamsTT
Chapter 11 Developing Leadership Diversity
Chapter 12 Leadership Power and Influence
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Part 2 explores basic research perspectives that evolved during a more stable time 
when rational management approaches were effective. These basic perspectives, 
including the Great Man and trait theories, behavior theories, and contingency 
theories, are relevant to dealing with specifi c tasks and  individuals and are based 
on a premise that leaders can predict and control various aspects of the environ-
ment to keep the organization running smoothly.

Parts 3, 4, and 5 switch to leadership perspectives that refl ect the paradigm 
shift to the chaotic, unpredictable nature of the environment and the need for 
fresh leader approaches. Part 3 focuses on the personal side of leadership and 
looks at some of the qualities and forces that are required to be effective in the 
new reality. These chapters emphasize the importance of self-awareness and  self-
 understanding, the development of one’s own leadership mind and heart, moral 
leadership and courage, and appreciating the role of followership. Part 4 is about 
building effective relationships, including motivating and empowering others, 
communicating as a leader, leading teams, embracing the diversity of today’s 
world, and using power and infl uence.

Part 5 brings together all of these ideas to examine the leader as builder of a 
social architecture that can help an organization create a brighter future. These 
chapters deal with creating vision and strategic direction, aligning culture and 
values to achieve the vision, and leading change.

Taken together, the sections and chapters paint a complete portrait of the lead-
ership experience as it has evolved to the present day and emphasize the new para-
digm skills and qualities that are relevant from today and into the future. This book 
blends systematic research evidence with real-world experiences and impact.

Summary and Interpretation
This chapter introduced the concept of leadership and explained how individuals 
can grow as leaders. Leadership is defi ned as an infl uence relationship among lead-
ers and followers who intend real changes and outcomes that refl ect their shared 
purposes. Thus leadership involves people in a relationship, infl uence, change, a 
shared purpose, and taking personal responsibility to make things happen. Most of 
us are aware of famous leaders, but most leadership that changes the world starts 
small and may begin with personal frustrations about events that prompt people to 
initiate change and inspire others to follow them. Your leadership may be expressed 
in the classroom, your neighborhood, community, or volunteer  organizations.

Concepts of leadership have evolved over time. Major research approaches 
include Great Man theories, trait theories, behavior theories, contingency theo-
ries, infl uence theories, and relational theories. Elements of all these approaches 
are still applicable to the study of leadership.

The biggest challenge facing leaders today is the changing world that wants 
a new paradigm of leadership. The new reality involves the shift from stability to 
change and crisis management, from control to empowerment, from competition 
to collaboration, from uniformity to diversity, and from a self-centered focus to 
a higher ethical purpose. In addition, the concept of leader as hero is giving way 
to that of the humble leader who develops others and shares credit for accomplish-
ments. These dramatic changes suggest that a philosophy based on control and 
personal ambition will probably fail in the new era. The challenge for leaders is to 
evolve to a new mindset that relies on human skills, integrity, and  teamwork.

The “soft” skills of leadership complement the “hard” skills of management, 
and both are needed to effectively guide organizations. Although leadership is often 
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equated with good management, leadership and management are  different pro-
cesses. Management strives to maintain stability and improve effi ciency.  Leadership, 
on the other hand, is about creating a vision for the future,  designing social architec-
ture that shapes culture and values, inspiring and motivating  followers, developing 
personal qualities, and creating change within a culture of integrity. Leadership can 
be integrated with management to achieve the greatest possible outcomes. Organi-
zations need to be both managed and led, particularly in today’s turbulent environ-
ment. Many managers already have the qualities needed to be effective leaders, but 
they may not have gone through the process needed to bring these qualities to life. 
It is important to remember that most people are not born with natural leadership 
skills and qualities, but leadership can be learned and developed.

Discussion Questions
 1. What do you consider your own strengths and weaknesses for leadership? Discuss

your answer with another student.

 2. How do you feel about changing yourself first in order to become a leader who can 
change an organization?

 3. Of the elements in the leadership definition as illustrated in Exhibit 1.1, which is the
easiest for you? Which is hardest? Explain.

 4. What does the paradigm shift from control to empowerment mean for you? Discuss.

 5. Describe the best leader you have known. How did this leader acquire his or her 
capability?

 6. Why do you think there are so few people who succeed at both management and
leadership? Is it reasonable to believe someone can be good at both? Discuss.

 7. Discuss some recent events and societal changes that might have contributed to a
shift “from hero to humble.” Do you agree or disagree that humility is important for
good leadership?

 8. “Leadership is more concerned with people than is management.” Do you agree?
Discuss.

 9. What personal capacities should a person develop to be a good leader versus those
developed to be a good manager?

10. Why is leadership considered both an art and a science?

Leadership at Work

Leadership Right–Wrong
Leader Wrong. Think of a specific situation in which you were working with someone 
who was in a leadership position over you, and that person was doing something that was 
wrong for you. This person might have been a coach, teacher, team leader, employer, imme-
diate boss, family member, or anyone who had a leadership position over you. “Wrong
for you” means that person’s behavior reduced your effectiveness, made you and/or your 
coworkers less productive, and was de-motivating to you and/or your colleagues. Write a 
few words below that describe what the leader was doing that was wrong for you.
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Think of a second situation in which someone in a leadership position did something 
wrong for you. Write a few words below that describe what the leader was doing that 
was wrong for you.

Leader Right. Think of a specific situation in which you were working with someone 
who was in a leadership position over you, and that person was doing something that 
was right for you. This person might have been a coach, teacher, team leader, employer, t
immediate boss, family member, or anyone who had a leadership position over you. “Right 
for you” means that person’s behavior made you and/or your coworkers more produc-
tive, highly motivated you and/or others, and removed barriers to make you more suc-
cessful. Write a few words below that describe what the leader was doing that was right 
for you.

Think of a second situation in which someone in a leadership position did something 
right for you. Write a few words below that describe what the leader was doing that 
was right for you.

The previous answers are data points that can help you understand the impact of leader 
behaviors. Analyze your four incidents—what are the underlying qualities of leadership 
that enable you to be an effective performer? Discuss your answers with another stu-
dent. What leadership themes are present in the eight combined incidents? What do these 
responses tell you about the qualities you both want and don’t want in your leaders?

In Class: An interesting way to use this exercise in class is to have students write (five 
words maximum) their leader “rights” on one board and their leader “wrongs” on another
board. The instructor can ask small groups to identify underlying themes in the collective 
set of leader data points on the boards to specify what makes an effective leader. After 
students establish four or five key themes, they can be challenged to identify the one key 
theme that distinguishes leaders who are effective with subordinates from those who 
are not.

Source: Based on Melvin R. McKnight, “Organizational Behavior as a Phenomenological, Free-Will Centered 
Science,” Working Paper, College of Business Administration, Northern Arizona University, 1997.

Leadership Development: Cases for Analysis

Sales Engineering Division
When DGL International, a manufacturer of refinery equipment, brought in John Terrill 
to manage its Sales Engineering division, company executives informed him of the urgent 
situation. Sales Engineering, with 20 engineers, was the highest-paid, best-educated, and 
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least-productive division in the company. The instructions to Terrill: Turn it around. 
Terrill called a meeting of the engineers. He showed great concern for their personal wel-
fare and asked point blank: “What’s the problem? Why can’t we produce? Why does this
division have such turnover?”

Without hesitation, employees launched a hail of complaints. “I was hired as an 
engineer, not a pencil pusher.” “We spend over half of our time writing asinine reports in
triplicate for top management, and no one reads the reports.” “We have to account for
every penny, which doesn’t give us time to work with customers or new developments.”

After a two-hour discussion, Terrill began to envision a future in which engineers
were free to work with customers and join self-directed teams for product improvement.
Terrill concluded he had to get top management off the engineers’ backs. He promised the
engineers, “My job is to stay out of your way so you can do your work, and I’ll try to keep
top management off your backs too.” He called for the day’s reports and issued an order
effective immediately that the originals be turned in daily to his office rather than mailed
to headquarters. For three weeks, technical reports piled up on his desk. By month’s end,
the stack was nearly three feet high. During that time no one called for the reports. When
other managers entered his office and saw the stack, they usually asked, “What’s all this?”
Terrill answered, “Technical reports.” No one asked to read them.

Finally, at month’s end, a secretary from finance called and asked for the monthly 
travel and expense report. Terrill responded, “Meet me in the president’s office tomorrow 
morning.”

The next morning the engineers cheered as Terrill walked through the department push-
ing a cart loaded with the enormous stack of reports. They knew the showdown had come.

Terrill entered the president’s office and placed the stack of reports on his desk. The
president and the other senior executives looked bewildered.

“This,” Terrill announced, “is the reason for the lack of productivity in the Sales 
Engineering division. These are the reports your people require every month. The fact that
they sat on my desk all month shows that no one reads this material. I suggest that the
engineers’ time could be used in a more productive manner, and that one brief monthly
report from my office will satisfy the needs of the other departments.”

QUESTIONS

 1. Does John Terrill’s leadership style fit the definition of leadership in Exhibit 1.1? Explain.

 2. With respect to Exhibit 1.4, in what leadership era is Terrill? In what era is headquarters?

 3. What approach would you have taken in this situation?

Airstar, Inc.
Airstar, Inc. manufactures, repairs, and overhauls pistons and jet engines for smaller, often
privately owned aircraft. The company had a solid niche, and most managers had been
with the founder for more than 20 years. With the founder’s death five years ago, Roy
Morgan took over as president at Airstar. Mr. Morgan has called you in as a consultant.

Your research indicates that this industry is changing rapidly. Airstar is feeling encroach-
ment of huge conglomerates like General Electric and Pratt & Whitney, and its backlog of 
orders is the lowest in several years. The company has always been known for its superior 
quality, safety, and customer service. However, it has never been under threat before, and 
senior managers are not sure which direction to take. They have considered potential acqui-
sitions, imports and exports, more research, and additional repair lines. The organization is 
becoming more chaotic, which is frustrating Morgan and his vice presidents.

Before a meeting with his team, he confides to you, “Organizing is supposed to be
easy. For maximum efficiency, work should be divided into simple, logical, routine tasks.
These business tasks can be grouped by similar kinds of work characteristics and arranged
within an organization under a particularly suited executive. So why are we having so
many problems with our executives?”

Morgan met with several of his trusted corporate officers in the executive dining
room to discuss what was happening to corporate leadership at Airstar. Morgan went
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on to explain that he was really becoming concerned with the situation. There have been 
outright conflicts between the vice president of marketing and the controller over merger 
and acquisition opportunities. There have been many instances of duplication of work, 
with corporate officers trying to outmaneuver each other.

“Communications are atrocious,” Morgan said to the others. “Why, I didn’t even 
get a copy of the export finance report until my secretary made an effort to find one for 
me. My basis for evaluation and appraisal of corporate executive performance is fast 
becoming obsolete. Everyone has been working up their own job descriptions, and they all 
include overlapping responsibilities. Changes and decisions are being made on the basis of 
expediency and are perpetuating too many mistakes. We must take a good look at these 
organizational realities and correct the situation immediately.”

Jim Robinson, vice president of manufacturing, pointed out to Morgan that Airstar 
is not really following the “principles of good organization.” “For instance,” explained 
Robinson, “let’s review what we should be practicing as administrators.” Robinson 
believed they should be following six principles:

 1. Determine the objectives, policies, programs, and plans that will best achieve the 
desired results for our company.

 2. Determine the various business tasks to be done.

 3. Divide the business tasks into a logical and understandable organizational structure.

 4. Determine the suitable personnel to occupy positions within the organizational  structure.

 5. Define the responsibility and authority of each supervisor clearly in writing.

 6. Keep the number of kinds and levels of authority at a minimum.

Robinson proposed that the group study the corporate organizational chart, as well 
as the various corporate business tasks. After reviewing the corporate organizational 
chart, Robinson, Morgan, and the others agreed that the number and kinds of formal cor-
porate authority were logical and not much different from other corporations. The group 
then listed the various corporate business tasks that went on within Airstar.

Robinson continued, “How did we ever decide who should handle mergers or acquisi-
tions?” Morgan answered, “I guess it just occurred over time that the vice president of mar-
keting should have the responsibility.” “But,” Robinson queried, “where is it written down? 
How would the controller know it?” “Aha!” Morgan exclaimed. “It looks like I’m part of 
the problem. There isn’t anything in writing. Tasks were assigned superficially, as they became 
problems. This has all been rather informal. I’ll establish a group to decide who should have 
responsibility for what so things can return to our previous level of efficiency.”

Source: Adapted from Bernard A. Deitzer and Karl A. Shilliff, Contemporary Management Incidents (Columbus, 
OH: Grid, Inc., 1977), pp, 43–46. Copyright ©1997 by John Wiley & Sons, Inc. This material is used by permis-
sion of John Wiley & Sons, Inc.

QUESTIONS

 1. What is your reaction to this conversation? What would you say to Morgan to help 
him lead the organization?

 2. To what extent do you rate both Morgan and Robinson as a good manager versus a 
good leader according to the dimensions in Exhibit 1.3?

 3. If you were to take over as president of Airstar, what would you do first? Second? Third?
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Your Leadership Challenge
After reading this chapter, you should be able to:

•  Identify personal traits and characteristics that are associated with 
effective leaders.

• Recognize autocratic versus democratic leadership behavior and the 
impact of each.

• Know the distinction between people-oriented and task-oriented 
leadership behavior and when each should be used.

• Understand how the theory of individualized leadership has broadened 
the understanding of relationships between leaders and followers.

• Recognize how to build partnerships for greater effectiveness.
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Traits, Behaviors, and Relationships
Imagine slogging through near-freezing water up to your waist, or walking for 
miles and then discovering you’re only 100 yards closer to your destination. 
That’s what happened when Robert Swan led a team to the North Pole and 
the ice cap melted beneath their feet. Swan’s carefully planned expedition, 
made up of eight people from seven countries, became a nightmare when the 
ice cap began to melt in April—four months earlier than usual.

The group survived—barely—because of teamwork and Swan’s extra-
ordinary leadership. Swan’s honesty, as well as his ability to maintain his 
poise, self-confi dence, and sense of purpose amid life-threatening and con-
stantly changing conditions, helped to nourish the spirit and motivation of 
the team. With the completion of the journey, Swan became the fi rst person 
ever to walk to both the North and the South Poles. Today, he recounts his 
adventures to groups around the world, including businesspeople hungry to 
learn what it means to be a leader in a dangerous and hostile environment.

Swan had dreamed of walking to the South Pole, tracing the route taken 
by Robert Falcon Scott in 1912, since he was a child. As a young adult, he 
spent seven years working as a taxi driver, a tree cutter, a gardener, and a 
hotel dishwasher to earn money, all the while selling the dream to  others 
to help raise funds. His fi rst expedition to Antarctica in 1986 changed his 
life completely. Motivated by fi rsthand observation of the destruction of 
the ozone layer and the waste and pollution he encountered, Swan be-
came deeply committed to environmental issues. He took on the diffi cult 
challenge of raising money for his second expedition, to the North Pole, 
inspired primarily by a vision of helping to save the polar regions from 
human  destruction. 

From an organizational viewpoint, Swan’s stories of courage, adventure, 
determination, and risk taking are good metaphors for what many leaders feel 
in today’s complex and challenging world.1

Robert Swan is a world-renowned explorer who is infl uencing young 
people, world leaders, businesspeople, and organizations around the globe. 
He works tirelessly for what he believes in and has inspired others to be-
come more actively involved. Those who participate in his expeditions take 
what they learn back to their organizations, further extending Swan’s infl u-
ence. Several personal attributes contribute to Swan’s leadership. He had 
the courage, self-confi dence, and determination to try something that ev-
eryone told him couldn’t be done. He had the drive and the commitment 
to work for years in menial jobs to make his dream a reality, and he con-
tinues to raise money for the causes he believes in. His poise and ability to 
maintain a positive attitude have helped team members survive harrowing 
conditions.

In considering Swan’s infl uence, it seems evident that characteristics 
such as courage, self-confi dence, drive, determination, and a willingness 
to take risks are part of the personality that make him a good leader. 
Indeed, personal traits are what captured the imagination of the earliest 
leadership researchers. Many leaders possess traits that researchers be-
lieve affect their leadership impact. For example, four-star Army General 
John Abizaid, who leads U.S. forces in the Middle East, is known for his 
intelligence, honesty, and ease in coping with uncertainty and chaos.2 An 
example from the business world is Julia Stewart, whose fi rst job was 
serving food at an International House of Pancakes (IHOP) in San Diego. 
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Traits such as ambition, persistence, responsibility, and enthusiasm have helped 
Stewart through a series of jobs since then, eventually landing her in the CEO’s 
chair at IHOP.3

Leaders display traits through patterns in their behavior. Consequently, 
many researchers have examined the behavior of leaders to determine what be-
havioral features comprise leadership style and how particular behaviors relate 
to effective leadership. Later research specifi ed behavior between a leader and 
each distinct follower, differentiating one-on-one behavior from leader-to-group 
behavior.

This chapter provides an overview of the initial leadership research in the 
twentieth century. We examine the evolution of the trait approach and the be-
havior approach, and introduce the theory of individualized leadership. The path 
illuminated by the research into leader traits and behaviors is a foundation for the 
fi eld of leadership studies and still enjoys remarkable dynamism for explaining 
leader success or failure.

The Trait Approach 
Early efforts to understand leadership success focused on the leader’s personal 
traits. Traits are the distinguishing personal characteristics of a leader, such as 
intelligence, honesty, self-confi dence, and appearance. Research early in the twen-
tieth century examined leaders who had achieved a level of greatness, and hence 
became known as the Great Man approach. Fundamental to this theory was the 
idea that some people are born with traits that make them natural leaders. The 
Great Man approach sought to identify the traits leaders possessed that distinguished 
them from people who were not leaders. Generally, research found only a weak 
relationship between personal traits and leader success.4 Indeed, the diversity of 
traits that effective leaders possess indicates that leadership ability is not neces-
sarily a genetic endowment.

Nevertheless, with the advancement of the fi eld of psychology during the 
1940s and 1950s, trait approach researchers expanded their examination of 
personal attributes by using aptitude and psychological tests. These early studies 
looked at personality traits such as creativity and self-confi dence, physical traits 
such as age and energy level, abilities such as knowledge and fl uency of speech, 
social characteristics such as popularity and sociability, and work- related char-
acteristics such as the desire to excel and persistence against obstacles. Effec-
tive leaders were often identifi ed by exceptional follower performance, or by a 
high status position within an organization and a salary that exceeded that of 
peers.5

In a 1948 literature review,6 Stogdill examined more than 100 studies 
based on the trait approach. He uncovered several traits that appeared con-
sistent with effective leadership, including general intelligence, initiative, inter-
personal skills, self-confi dence, drive for responsibility, and personal integrity. 
Stogdill’s fi ndings also indicated, however, that the importance of a particular 
trait was often relative to the situation. Initiative, for example, may contribute 
to the success of a leader in one situation, but it may be irrelevant to a leader in 
another situation. Thus, possessing certain personal characteristics is no guar-
antee of success.

Many researchers desisted their efforts to identify leadership traits in light of 
Stogdill’s 1948 fi ndings and turned their attention to examining leader behavior 
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and leadership situations. However, others continued with expanded trait lists 
and research projects. Stogdill’s subsequent review of 163 trait studies conducted 
between 1948 and 1970 concluded that some personal traits do indeed seem to 
contribute to effective leadership.7 The study identifi ed many of the same traits 
found in the 1948 survey, along with several additional characteristics, including 
aggressiveness, independence, and tolerance for stress. However, Stogdill again 
cautioned that the value of a particular trait or set of traits varies with the orga-
nizational situation.

In recent years, there has been a resurgence of interest in examining leader-
ship traits. A review by Kirkpatrick and Locke identifi ed a number of personal 
traits that distinguish leaders from non-leaders, including some pinpointed by 
Stogdill.8 Other studies have focused on followers’ perceptions and indicate that 
certain traits are associated with individuals’ perceptions of who is a leader. For 
example, one study found that the traits of intelligence, masculinity, and domi-
nance were strongly related to how individuals perceived leaders.9 In summary, 
trait research has been an important part of leadership studies throughout the 
twentieth century and continues into the twenty-fi rst. Many researchers still con-
tend that some traits are essential to effective leadership, but only in combination 
with other factors.10 Infl uential business consultant Ram Charan says successful 
leaders are those who apply their personal traits to develop leadership know-how, 
as discussed in the Leader’s Bookshelf. 

Exhibit 2.1 presents some of the traits and their respective categories that have 
been identifi ed through trait research over the years. Some of the traits considered 
important are optimism and self-confi dence, honesty and integrity, and drive.

Optimism and Self-Confidence Emerging research points to a positive out-
look as key to effective leadership.11 Optimism refers to a tendency to see the 
positive side of things and expect that things will turn out well. Numerous 
surveys indicate that the one characteristic most common to top executives, for 
example, is an optimistic attitude. People rise to the top because they have the 
ability to see opportunities where others see problems and can instill in others 
a sense of hope for the future. Leaders at all levels need a degree of optimism 
to see possibilities even through the thickest fog and rally people around a 
vision for a better tomorrow. One leadership researcher has gone so far as to 
say that “The opposite of a leader isn’t a follower. The opposite of a leader is 
a pessimist.”12

A related characteristic is having a positive attitude about oneself, which 
doesn’t mean being arrogant and prideful. Leaders who know themselves 
develop self-confi dence, which is assurance in one’s own judgments, decision mak-
ing, ideas, and capabilities. A leader with a positive self-image who displays cer-
tainty about his or her own ability fosters confi dence among followers, gains 
respect and admiration, and meets challenges. The confi dence a leader displays 
and develops creates motivation and commitment among followers for the mis-
sion at hand.

Active leaders need self-confi dence and optimism. How many of us willingly 
follow someone who is jaded and pessimistic, or someone who obviously doesn’t 
believe in him or herself? Leaders initiate changes and they often must make deci-
sions without adequate information. Problems are solved continuously.  Without 
the confi dence to move forward and believe things will be okay, even if an occa-
sional decision is wrong, leaders could be paralyzed into inaction. Setbacks have 
to be overcome. Risks have to be taken. Competing points of view have to be 
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managed, with some people left unsatisfi ed. Optimism and self-confi dence enables 
a leader to face all these challenges.13

Honesty and Integrity Positive attitudes have to be tempered by 
strong ethics or leaders can get into trouble. Consider Jeffrey Skilling, 
former CEO of Enron, who was convicted and sent to jail on 19 crim-

inal charges related to the largest  corporate fraud case in history. As 
a leader, Skilling displayed strong self-confi dence and optimism. The 
problem was that he didn’t have strong ethics to match. Ethics refers to 
a code of moral principles and values that governs a person’s behavior 
with respect to what is right or wrong. In today’s world, effective leaders 
are ethical leaders.

40

What does it take to be a great leader? Executive con-
sultant Ram Charan admits that it can help to possess 
traits such as intelligence, self-confidence, energy, and 
enthusiasm, but in his book Know-How: The 8 Skills That 
Separate People Who Perform From Those Who Don’t, 
he emphasizes that traits alone are not enough. “A per-
son may possess the entire panoply of personal traits that 
everyone admires, but without the know-hows of running 
a business,” Charan contends, “that person can be a 
recipe for disaster.” Charan has applied the understanding 
he’s gained from three decades of hands-on experience 
with leaders in diverse industries to identify key skills that 
are the bedrock of leadership success.

DEVELOP THE KNOW-HOW TO BE A GREAT 
LEADER
Leaders are made, not born, Charan says, and they’re 
made by hard work and commitment to personal devel-
opment. He describes eight essential skills that all great 
leaders share, and he emphasizes that anyone can develop 
these leadership know-hows, no matter what their person-
ality traits. Here are a few of the essential leadership skills:

 1. Learn how to judge people accurately. Great lead-
ers are people experts, which enables them to put 
the right people in the right jobs. Leaders carefully 
observe patterns of behavior, actions, and decisions, 
and they learn how to ask the right questions to judge 
people’s capabilities, needs, and interests.

 2. Mold a team of leaders. Judging people accurately 
enables leaders to put together a team of people who 
submerge their own agendas for the sake of common 
goals. An effective team in which everyone acts like a 

Leader’s Bookshelf
G

et
ty

 Im
ag

es
e 
t

by Ram Charan

leader, Charan says, “is a huge multiplier of your capabil-
ity for making better decisions and getting things done.”

 3. Manage the social system. For any organization to 
succeed, people have to work together smoothly. Great 
leaders invest time and energy in shaping and reinforc-
ing collaborative working relationships. They identify 
areas where interaction is needed and make sure there 
are mechanisms in place to bring the right people 
together for the sharing of ideas and information.

 4. Set the right goals. Poorly chosen goals is a com-
mon problem in struggling organizations. Too often, 
leaders simply take last year’s goal and add some 
incremental improvement to it, rather than taking 
a fresh look at current conditions. Charan uses the 
example of General Motors, where leaders are strug-
gling under a misguided goal of winning back U.S. 
market share rather than looking at the reality of a 
critical need to improve profitability.

Don’t Let Traits Get in the Way
Charan says anyone can become a better leader by “con-
sciously working to improve these skills and becoming 
aware of how your own personality affects them.” He 
cautions that some personality traits can get in the way. 
Optimism can be a positive characteristic for a leader, 
for example, but if a leader is overly optimistic, his or her 
assessments of people will be distorted, and goals may 
be unrealistic. The key, Charan says, is to be self-aware 
and consider personality traits that might be holding you 
back from fully developing leadership know-how.

Know-How: The 8 Skills That Separate People Who Perform From 
Those Who Don’t, by Ram Charan, is published by Crown Business.

Action MemoDo you believe you have the self-confi dence 
to be a strong and effective leader? 

Complete the questionnaire in Leader’s 
Self-Insight 2.1 on page 42 to assess your 

level of self-confi dence.
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One aspect of being an ethical leader is being honest with followers, custom-
ers, shareholders, and the public, and maintaining one’s integrity. Honesty refers to 
truthfulness and non-deception. It implies an openness that followers welcome. 
Integrity means that a leader’s character is whole, integrated, and grounded in solid 
moral principles, and he or she acts in keeping with those principles. When leaders 
model their convictions through their daily actions, they command admiration, 
respect, and loyalty. These virtues are the foundation of trust between leaders and 
followers.

In the wake of widespread corporate scandals, trust is sorely lacking in many 
organizations. Leaders need the traits of ethics, honesty, and integrity to rebuild 
trusting and productive relationships. People today are wary of authority and the 
deceptive use of power, and they are hungry for leaders who hold high 
standards and reinforce them through everyday actions. Successful 
leaders have also been found to be highly consistent, doing exactly 
what they say they will do when they say they will do it. Successful 
leaders are easy to trust. They have basic principles and consistently 
apply them. One survey of 1,500 managers asked the values most 
desired in leaders. Integrity was the most important characteristic. 
The authors concluded:

Honesty is absolutely essential to leadership. After all, if we are 
willing to follow someone, whether it be into battle or into the 
boardroom, we fi rst want to assure ourselves that the person is worthy of 
our trust. We want to know that he or she is being truthful, ethical, and 
principled. We want to be fully confi dent in the integrity of our leaders.14

Drive Another characteristic considered essential for effective leadership is drive. 
Leaders often are responsible for initiating new projects as well as guiding proj-
ects to successful completion. Drive refers to high motivation that creates a high 
effort level by a leader. Leaders with drive seek achievement, have energy and 

Honesty
truthfulness and nondeception

Integrity
the quality of being whole, 
integrated, and acting in 
accordance with solid moral 
principles 

Honesty
truthfulness and nondeception

Integrity
the quality of being whole, 
integrated, and acting in 
accordance with solid moral 
principles 

Drive
high motivation that creates a 
high effort level by a leader 

Drive
high motivation that creates a 
high effort level by a leader 

Exhibit 2.1 Personal Characteristics of Leaders

Sources: Bass and Stogdill’s Handbook of Leadership: Theory, Research, and Management Applications, 
3rd ed. (New York: The Free Press, 1990), pp. 80–81; and S. A. Kirkpatrick and E. A. Locke, “Leadership: 
Do Traits Matter?” Academy of Management Executive 5, no. 2 (1991), pp. 48–60. 

Personal Characteristics

Energy
Physical stamina

Intelligence and Ability

Intelligence, cognitive ability
Knowledge
Judgment, decisiveness

Personality

Optimism
Self-confidence
Honesty and integrity
Enthusiasm
Desire to lead
Independence

Social Characteristics

Sociability, interpersonal skills
Cooperativeness
Ability to enlist cooperation
Tact, diplomacy

Work-Related Characteristics

Drive, desire to excel
Responsibility in pursuit of goals
Persistence against obstacles, tenacity

Social Background

Education
Mobility

Action Memo

As a leader, you can develop the personal 

traits of self-confi dence, integrity, and drive, 

which are important for successful leadership 

in every organization and situation. You can 

work to keep an optimistic attitude and be 

ethical in your decisions and actions.



tenacity, and are frequently seen to have ambition and initiative to achieve their 
goals. If people don’t strive to achieve something, they rarely do. Leaders actively 
pursue goals. Ambition enables them to set challenging goals and take initiative 
to reach them.15 

A strong drive is associated with high energy. Leaders work long hours 
over many years. They have stamina and are vigorous and full of life in order 
to handle the pace, the demands, and the challenges of leadership. Jeff Immelt, 
CEO of General Electric, provides an excellent example of strong drive, as well 
as several other traits listed in Exhibit 2.1 that are associated with successful 
leaders.

Jeff Immelt, General Electric

“There are 24 hours in a day, and you can use them all,” says Jeff Immelt. Immelt 
claims he’s been working 100 hours a week for nearly a quarter of a century, long 
before he took over the top job at General Electric. “You have to have real stamina,” 
he says.

Immelt has shown a drive for achievement since his days at Harvard Business 
School, which he says he approached like a job. That’s where he began budget-
ing his time with steely discipline and pursuing goals with gritty determination. 

42

Leader’s Self-Insight 2.1
This questionnaire is designed to assess your level of 
self-confidence as reflected in a belief in your ability to 
accomplish a desired outcome. There are no right or 
wrong answers. Please indicate your personal feelings 
about whether each statement is Mostly False or Mostly 
True by checking the answer that best describes your 
attitude or feeling.

Mostly 
False

Mostly 
True

1. When I make plans, I am cer-
tain I can make them work. _______ _______

2. One of my problems is that I 
often cannot get down to work 
when I should. _______ _______

3. When I set important goals for 
myself, I rarely achieve them. _______ _______

4. I often give up on things before 
completing them. _______ _______

5. I typically put off facing difficult 
situations. _______ _______

6. If something looks too compli-
cated, I may not even bother 
to try it. _______ _______

7. When I decide to do something, 
I go right to work on it. _______ _______

8. When an unexpected problem 
occurs, I often don’t respond 
well. _______ _______

9. Failure just makes me try 
harder. _______ _______

10. I consider myself a self-reliant 
person. _______ _______

Scoring and Interpretation
Give yourself one point for checking Mostly True for 
items 1,7,9, and 10. Also give yourself one point for 
checking Mostly False for items 2,3,4,5,6, and 8. Enter 
your score here: _______. If your score is 8 or higher, it 
may mean that you are high on self confidence. If your 
score is 3 or less, your self confidence may be low. If 
your score is low, what can you do to increase your 
self-confidence? 

Source: This is part of the general self-efficacy subscale of the self-
efficacy scale published in M. Sherer, J. E. Maddux, B. Mercadante, 
S. Prentice-Dunn, B. Jacobs, and R. W. Rogers, “The Self-Efficacy 
Scale: Construction and Validation,” Psychological Reports 51 (1982), 
pp. 663–671. Used with permission.
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As CEO of GE, Immelt is known as a demanding boss who isn’t afraid to push 
aside his own hand-picked managers if they don’t meet performance standards. 
However, Immelt is also praised by employees (which he calls teammates) for 
his pleasant, approachable manner. His optimism about GE’s future is infectious; 
despite a slowdown in the company’s sales and a slide in the stock price, Immelt 
helps people see a world of promising opportunities that can make GE as central 
to this new century as it was to the previous one.

For such a hard-charging leader, Immelt can seem surprisingly relaxed, almost 
serene, partly due to his confi dence in his abilities and his belief in GE’s superior 
capabilities and quality people. Yet, as Fortune magazine put it, “his apparent seren-
ity masks rigor, toughness, and a white-hot desire to win.”16 

Working 100-hour weeks certainly isn’t necessary for effective leadership, but 
all leaders have to display drive and energy to be successful. Clearly, various traits 
such as drive, self-confi dence, optimisim, and honesty have great value for leaders. 
One study of 600 executives by Hay Group, a global organizational and human 
resources consulting fi rm, found that 75 percent of the successful executives stud-
ied possessed the characteristics of self-confi dence and drive.17 This chapter’s 
Consider This box presents the notion that personal characteristics of the leader 
are ultimately responsible for leadership outcomes. In Chapter 4, we will fur-
ther consider individual characteristics and qualities that play a role in leadership 
 effectiveness. However, as indicated earlier, traits alone cannot defi ne effective 
leadership. The inability of researchers to defi ne effective leadership based solely 
on personal traits led to an interest in looking at the behavior of leaders and how 
it might contribute to leadership success or failure.

Behavior Approaches 
Rather than looking at an individual’s personal traits, the behavior approach 
says that anyone who adopts the appropriate behavior can be a good leader. 
Diverse research programs on leadership behavior have sought to uncover the 
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behaviors that leaders engage in rather than what traits a leader possesses. 
Behaviors can be learned more readily than traits, enabling leadership to be 
accessible to all.

Autocratic Versus Democratic Leadership
One study that served as a precursor to the behavior approach recognized au-
tocratic and democratic leadership styles. An autocratic leader is one who tends 
to centralize authority and derive power from position, control of rewards, and 
coercion. A democratic leader delegates authority to others, encourages participa-
tion, relies on subordinates’ knowledge for completion of tasks, and depends on 
subordinate respect for infl uence.

The fi rst studies on these leadership behaviors were conducted at the Uni-
versity of Iowa by Kurt Lewin and his associates.18 The research included groups 
of children, each with its own designated adult leader who was instructed to act 
in either an autocratic or democratic style. These experiments produced some 
interesting fi ndings. The groups with autocratic leaders performed highly so 
long as the leader was present to supervise them. However, group members were 
displeased with the close, autocratic style of leadership, and feelings of hostil-
ity frequently arose. The performance of groups who were assigned democratic 
leaders was almost as good, and these groups were characterized by positive feel-
ings rather than hostility. In addition, under the democratic style of leadership, 
group members performed well even when the leader was absent. The participa-
tive techniques and majority-rule decision making used by the democratic leader 
trained and involved the group members so that they performed well with or 
without the leader present. These characteristics of democratic leadership may 
partly explain why the empowerment of employees is a popular trend in com-
panies today.

This early work implied that leaders were either autocratic or democratic in 
their approach. However, further work by Tannenbaum and Schmidt indicated 
that leadership behavior could exist on a continuum refl ecting different amounts 
of employee participation.19 Thus, one leader might be autocratic (boss-centered), 
another democratic (subordinate-centered), and a third a mix of the two styles. 
Exhibit 2.2 illustrates the leadership continuum.

Tannenbaum and Schmidt also suggested that the extent to which leaders 
should be boss-centered or subordinate-centered depended on organizational 
circumstances, and that leaders might adjust their behaviors to fi t the circum-
stances. For example, if there is time pressure on a leader or if it takes too long 
for subordinates to learn how to make decisions, the leader will tend to use 

an autocratic style. When subordinates are able to learn decision-making 
skills readily, a participative style can be used. Also, the greater 
the skill difference, the more autocratic the leader approach, be-
cause it is diffi cult to bring subordinates up to the leader’s exper-
tise level.20 

Jack Hartnett, president of D. L. Rogers Corp. and franchise 
owner of 54 Sonic drive-in restaurants, provides an example of the 
autocratic leadership style.21 The style works well in the fast-food res-
taurant business where turnover is typically high and many employees 
are young and low-skilled. In contrast, the CEO of Applegate Farms, 
a purveyor of organic and natural meats, is an extreme example of a 
democratic leader.

Autocratic
a leader who tends to centralize 
authority and derive power from 
position, control of rewards, and 
coercion

Democratic
a leader who delegates 
authority to others, encourages 
participation, relies on 
subordinates’ knowledge 
for completion of tasks, and 
depends on subordinate respect 
for infl uence

Autocratic
a leader who tends to centralize 
authority and derive power from 
position, control of rewards, and 
coercion

Democratic
a leader who delegates 
authority to others, encourages 
participation, relies on 
subordinates’ knowledge 
for completion of tasks, and 
depends on subordinate respect 
for infl uence

Action MemoAs a leader, you can use a democratic 
leadership style to help followers develop 

decision-making skills and perform well 
without close supervision. An autocratic 

style might be appropriate when there 
is time pressure or followers have low 

skill levels. 



CHAPTER 2: TRAITS, BEHAVIORS, AND RELATIONSHIPS 45

Stephen McDonnell, Applegate Farms

For most of Applegate Farms’ history, its CEO hasn’t even been in the offi ce. When 
Stephen McDonnell bought a struggling meat products company (then called 
 Jugtown Mountain Smokehouse) nearly 20 years ago, he spent the fi rst six months 
working full-time on-site, but since then he’s been working mostly from home.

From his experience at other companies, McDonnell had observed that most 
organizational problems were more easily diagnosed, and more effectively solved, 
within specifi c teams or work groups rather than by top managers. He decided that 
the best way to get a company running smoothly was to give everyone constant 
access to relevant information, empower them with the freedom and responsibility 
to act on it, and then stay out of the way.

What’s most interesting about the whole story is that McDonnell is a self-
confessed control-freak boss, full of anxiety and obsessed with meeting goals and 
moving on quickly. He realized that working mostly from home was the best way 
to protect the company from his tendency to micromanage. McDonnell goes into 
the offi ce only on Wednesdays, when he does everything from taste-test new 
products, observe twice-a-day team “huddles” (10-minute stand-up meetings to 
discuss key problems or issues), meet with senior staff members to discuss stra-
tegic issues, and deal with any staff problems that might threaten the company’s 
smooth functioning. 

Applegate is thriving under this system of extreme democratic leadership. The 
company has grown to sales of more than $35 million. Profi ts and productivity go 
up every year. To McDonnell, a hands-off leadership style “doesn’t mean they don’t 
need you—it means they need you looking ahead.”22 

The fi ndings about autocratic and democratic leadership in the original Uni-
versity of Iowa studies indicated that leadership behavior had a defi nite effect on 
outcomes such as follower performance and satisfaction. Equally important was 
the recognition that effective leadership was refl ected in behavior, not simply by 
what personality traits a leader possessed. The Stephen McDonnell example above 
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indicates that leaders can adopt behaviors that are almost in direct  opposition to 
their natural traits when its necessary. Jay Vogt, a consultant to Applegate, says of 
McDonnell: “If he’s at the company on some days he might do more harm than 
good, and he knows that. How many CEOs have that self-awareness?”23

Ohio State Studies
The idea that leadership is refl ected in behavior and not just personal traits pro-
vided a focus for subsequent research. One early series of studies on leadership 
behavior was conducted at the Ohio State University. Researchers conducted sur-
veys to identify specifi c dimensions of leader behavior. Narrowing a list of nearly 
2,000 leader behavirs into a questionnaire containing 150 examples of defi nitive 
leader behaviors, they developed the Leader Behavior Description Questionnaire 
(LBDQ) and administered it to employees.24 Hundreds of employees responded to 
behavior examples according to the degree to which their leaders engaged in the 
various behaviors. The analysis of ratings resulted in two wide-ranging categories 
of leader behavior types, later called consideration and initiating structure.

Consideration describes the extent to which a leader cares about subordinates, 
respects their ideas and feelings, and establishes mutual trust. Showing apprecia-
tion, listening carefully to problems, and seeking input from subordinates regard-
ing important decisions are all examples of consideration behaviors.

Initiating structure describes the extent to which a leader is task oriented and 
directs subordinates’ work activities toward goal achievement. This type of leader 
behavior includes directing tasks, getting people to work hard, planning, provid-
ing explicit schedules for work activities, and ruling with an iron hand.

Although many leaders fall along a continuum that includes both con-
sideration and initiating structure behaviors, these behavior categories are 
 independent of one another. In other words, a leader can display a high degree 
of both behavior types, or a low degree of both behavior types. Additionally, 
a leader might demonstrate high consideration and low initiating structure, or 
low consideration and high initiating structure behavior. Research indicates that 
all four of these leader style combinations can be effective.25 The following ex-
amples describe two U.S. Marine leaders who display different types of leader-
ship behavior that correlate to the consideration and initiating structure styles. 
Sometimes these styles clash.

Col. Joe D. Dowdy and Maj. Gen. James Mattis, U.S. Marine Corps

Only a few weeks into the war in Iraq, Marine Col. Joe D. Dowdy had both ac-
complished a grueling military mission and been removed from his command by 
Maj. Gen. James Mattis. The complicated and confl icting tales of why Col. Dowdy 
was dismissed are beyond the scope of this text, but one issue that came under 
examination was the differing styles of Col. Dowdy and Gen. Mattis, as well as the 
diffi cult, age-old wartime tension of “men versus mission.”

Gen. Mattis has been referred to as a “warrior monk,” consumed with the study 
of battle tactics and whose own battle plans in Iraq were considered brilliant. Gen. 
Mattis saw speed as integral to success in the early days of the Iraqi war, pushing 
for regiments to move quickly to accomplish a mission despite signifi cant risks. 
For Col. Dowdy, some risks seemed too high, and he made decisions that delayed 
his mission, but better protected his Marines. Col. Dowdy was beloved by his fol-
lowers because he was deeply concerned about their welfare, paid attention to 
them as inviduals, and treated them as equals, going so far as to decline certain 
privileges that were available only to offi cers.

Consideration
the extent to which a leader 
is sensitive to subordinates, 
respects their ideas and feelings, 
and establishes mutual trust

Consideration
the extent to which a leader 
is sensitive to subordinates, 
respects their ideas and feelings, 
and establishes mutual trust

Initiating Structure
the extent to which a leader 
is task oriented and directs 
subordinates’ work activities 
toward goal achievement 

Initiating Structure
the extent to which a leader 
is task oriented and directs 
subordinates’ work activities 
toward goal achievement 

IN
 T

HE
 L

EA
D



Despite their different styles, both leaders were highly respected by followers. 
When asked about Gen. Mattis, Gunnery Sgt. Robert Kane, who has served under 
both leaders, says he would certainly “follow him again.” However, when he learned 
that Col. Dowdy had been dismissed, Sgt. Kane says he “wanted to go with him. 
If [he] had said ‘Get your gear, you’re coming with me,’ I would’ve gone, even if it 
meant the end of my career.26 

Gen. Mattis might be considred highly task-oriented, refl ecting an initiating 
structure approach, while Col. Dowdy seems more people-oriented, refl ecting a 
consideration behavioral style. Whereas Gen. Mattis typically put the mission fi rst, 
combined with a concern for the Marines under his command, Col. Dowdy typi-
cally put Marines fi rst, even though he also gave his all to accomplish the mission.

Additional studies that correlated the two leader behavior types and 
impact on subordinates initially demonstrated that “considerate” 
supervisors had a more positive impact on subordinate satisfaction 
than did “structuring” supervisors.27 For example, when leader effec-
tiveness was defi ned by voluntary turnover or amount of grievances 
fi led by subordinates, considerate leaders generated less turnover and 
grievances. But research that utilized performance criteria, such as 
group output and productivity, showed initiating  structure behavior 
was rated more effective. Other studies involving aircraft commanders 
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Discover your leadership orientation related 

to consideration and initiating structure by 

completing the self-assessment exercise in 

Leader’s Self-Insight 2.2.
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and university department heads revealed that leaders rated  effective by subordi-
nates exhibited a high level of both consideration and initiating structure behaviors, 
whereas leaders rated less effective displayed low levels of both behavior styles.28 

University of Michigan Studies
Studies at the University of Michigan took a different approach by directly com-
paring the behavior of effective and ineffective supervisors.29 The effectiveness 
of leaders was determined by productivity of the subordinate group. Initial fi eld 
studies and interviews at various job sites gave way to a questionnaire not unlike 
the LBDQ, called the Survey of Organizations.30

Over time, the Michigan researchers established two types of leadership behav-
ior, each type consisting of two dimensions.31 First, employee-centered leaders display 
a focus on the human needs of their subordinates. Leader support and interaction 
facilitation are the two underlying dimensions of employee-centered behavior. This 
means that in addition to demonstrating support for their subordinates, employee-
centered leaders facilitate positive interaction among followers and seek to minimize 
confl ict. The employee-centered style of leadership roughly corresponds to the Ohio 
State concept of consideration. Because relationships are so important in today’s 
work environment, many organizations are looking for leaders who can facilitate 
positive interaction among others. Damark International, a general merchandise 
catalogue company, even has a position designed to help people get along better. 
Although his offi cial title is director of leadership and team development, Mark 
Johansson calls himself a “relationship manager.”  Johansson works with managers 
throughout the organization to help them improve their relationship and interper-
sonal skills and become more  employee-centered.32

In contrast to the employee-centered leader, the job-centered leader directs ac-
tivities toward scheduling, accomplishing tasks, and achieving effi ciency. Goal 
emphasis and work facilitation are dimensions of this leadership behavior. By fo-
cusing on reaching task goals and facilitating the structure of tasks, job-centered 
behavior approximates that of initiating structure.

However, unlike the consideration and initiating structure styles defi ned by 
the Ohio State studies, Michigan researchers considered employee-centered lead-
ership and job-centered leadership to be distinct styles in opposition to one an-
other. A leader is identifi able by behavior characteristic of one or the other style, 
but not both. Another hallmark of later Michigan studies is the acknowledg-
ment that often the behaviors of goal emphasis, work facilitation, support, and 
 interaction facilitation can be meaningfully performed by a subordinate’s peers, 
rather than only by the designated leader. Other people in the group could supply 
these behaviors, which enhanced performance.33

In addition, while leadership behavior was demonstrated to affect the perfor-
mance and satisfaction of subordinates, performance was also infl uenced by other 
factors related to the situation within which leaders and subordinates worked. 
The situation will be explored in the next chapter.

The Leadership Grid
Blake and Mouton of the University of Texas proposed a two-dimensional lead-
ership theory called The Leadership Grid that builds on the work of the Ohio State 
and Michigan studies.34 Based on a week-long seminar, researchers rated leaders 
on a scale of one to nine according to two criteria: the concern for people and the 
concern for production. The scores for these criteria are plotted on a grid with 
an axis corresponding to each concern. Exhibit 2.3 depicts the two-dimensional 
model and fi ve of the seven major leadership styles.

Employee-centered
a leadership behavior that 
displays a focus on the human 
needs of subordinates

Employee-centered
a leadership behavior that 
displays a focus on the human 
needs of subordinates

Job-centered
leadership behavior in which 
leaders direct activities toward 
effi ciency, cost-cutting, and 
scheduling, with an emphasis on 
goals and work facilitation

Job-centered
leadership behavior in which 
leaders direct activities toward 
effi ciency, cost-cutting, and 
scheduling, with an emphasis on 
goals and work facilitation

The Leadership Grid
a two-dimensional leadership 
model that describes major 
leadership styles based on 
measuring both concern 
for people and concern for 
production 

The Leadership Grid
a two-dimensional leadership 
model that describes major 
leadership styles based on 
measuring both concern 
for people and concern for 
production 
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Team management (9,9) often is considered the most effective style and is 
recommended because organization members work together to accomplish tasks. 
Country club management (1,9) occurs when primary emphasis is given to people 
rather than to work outputs. Authority-compliance management (9,1) occurs 
when effi ciency in operations is the dominant orientation. Middle-of-the-road 
management (5,5) refl ects a moderate amount of concern for both people and 
production. Impoverished management (1,1) means the absence of a leadership 
philosophy; leaders exert little effort toward interpersonal relationships or work 
accomplishment. Consider these examples:

TruServ and North Jackson Elementary School

When Pamela Forbes Lieberman learned that her subordinates called her the dragon 
lady, she embraced the moniker and hung a watercolor of a dragon in her offi ce. 
Lieberman makes no apologies for her hard-driving management style. Her emphasis 
on tough goals and bottom-line results is helping to restore the health of hard-
ware cooperative TruServ, which supplies inventory to True Value hardware stores. 
As soon as Lieberman became CEO, she began slashing costs and setting tough 
performance targets. “If [people] succeed, they will be rewarded, but if they don’t, 
then we’re going to have to look for new people sitting in their chairs,” Lieberman 
says. Despite her hard-nosed approach, Lieberman also believes in the importance 
of keeping morale high. She’s been known to join in karaoke nights, and she uses 
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interdependence through
a “common stake” in
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leads to relationships of
trust and respect.
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Exhibit 2.3 The Leadership Grid® Figure

Source: The Leadership Grid figure from Leadership Dilemma—Grid Solutions by Robert R. Blake and Anne 
Adams McCanse (formerly the Managerial Grid by Robert R. Blake and Jane S. Mouton). Houston: Gulf 
Publishing Company, p. 29. Copyright 1991 by Scientific Methods, Inc. Reproduced by permission of the owners.
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humor and stories to lighten up intense meetings. At the end of every meeting to 
outline new tasks or performance targets, she plays the song, “Nothing’s Gonna 
Stop Us Now” to keep people motivated and focused on goals.

Compare Lieberman’s approach as a new CEO at TruServ to Joyce Pully’s 
approach as the new principal of North Jackson Elementary School in Jackson, 
 Mississippi. Pully had a vision of transforming North Jackson into a model of creative 
learning. However, she didn’t make any changes at all during the fi rst year, working 
instead to build trust with teachers, staff, and students. She listened carefully to 
teachers’ concerns and began involving them closely in decision making. When she 
presented ideas for new ways of teaching and learning, Pully assured people she’d 
provide them with the training they needed to succeed. When teachers realized 
that Pully respected them and truly valued their input, they became more involved 
in planning the future of the school. Today, rote teaching and rote learning are gone 
at North Jackson, replaced by a vibrant educational process that relies on innova-
tion and discovery. Pully believes the change was possible only because the staff, 
 teachers, and students played an active role in making it happen.35 

The leadership of Pamela Forbes Lieberman is characterized by high concern 
for tasks and production and low-to-moderate concern for people. Joyce Pully, in 
contrast, is high on concern for people and moderate on concern for production. 
In each case, both concerns shown in the Leadership Grid are present, but they 
are integrated at different levels.

Theories of a “High-High” Leader
The leadership styles described by the researchers at Ohio State, University of 
Michigan, and University of Texas pertain to variables that roughly correspond 
to one another: consideration and initiating structure; employee-centered and job-
centered; concern for people and concern for production, as illustrated in Exhibit 2.4. 
The research into the behavior approach culminated in two predominate types of 
leadership  behaviors—people-oriented and task-oriented.

The fi ndings about two underlying dimensions and the possibility of lead-
ers rated high on both dimensions raise four questions to think about. The fi rst 

is whether these two dimensions are the most important behaviors of leader-
ship. Certainly, these two behaviors are important. They capture 
fundamental, underlying aspects of human behavior that must be 
considered for organizations to succeed. One reason why these two 
dimensions are compelling is that the fi ndings are based on empirical 
research, which means that researchers went into the fi eld to study 
real leaders across a variety of settings. When independent streams of 
fi eld research reach similar conclusions, they probably represent a fun-
damental theme in leadership behavior. One recent review of 50 years 

of leadership research, for example, identifi ed task-oriented behavior 
and people-oriented behavior as primary categories related to effective 

Action MemoAs a leader, you can succeed in a variety 
of situations by showing concern for both 

tasks and people. People-oriented behavior 
is related to higher follower satisfaction, 

and task-oriented behavior is typically 
associated with higher productivity.

Exhibit 2.4 Themes of Leader Behavior Research

 People-Oriented Task-Oriented

Ohio State University Consideration Initiating Structure
University of Michigan Employee-Centered Job-Centered
University of Texas Concern for People Concern for Production 
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leadership in numerous studies.36 Concern for tasks and concern for people must 
be shown toward followers at some reasonable level, either by the leader or by 
other people in the system. Although these are not the only important behaviors, 
as we will see throughout this book, they certainly require attention.

The second question is whether people orientation and task orientation exist 
together in the same leader, and how. The Grid theory argues that yes, both are 
present when people work with or through others to accomplish an activity. Al-
though leaders may be high on either style, there is considerable belief that the 
best leaders are high on both behaviors. John Fryer, superintendent of Florida’s 
Duvall County Schools, provides an example of a leader who succeeds on both 
dimensions. A former U.S. Air Force offi cer, Fryer developed a strategic plan for 
the school system, set high performance standards for both teachers and students, 
and directed everyone toward the accomplishment of specifi c tasks and goals. At 
fi rst skeptical of the new superintendent, teachers were won over by his genuine 
concern for their ideas and their anxieties. He gained commitment by involving 
teachers in the planning process and learning what they needed to succeed. “We 
fi nally got a superintendent who will listen,” said Terrie Brady, president of the 
teachers’ union.37

How does a leader achieve both behaviors? Some researchers argue that 
“high-high” leaders alternate the type of behavior from one to the other, show-
ing concern one time and task initiation another time.38 Another approach says 
that effective “high-high” leaders encompass both behaviors simultaneously in 
a fundamentally different way than people who behave in one way or the other. 
For example, Fryer sets challenging goals for student performance and also works 
closely with teachers to provide the tools and training they feel they need to 
achieve those goals. A task-oriented leader might set diffi cult goals and simply 
pressure subordinates to improve quality. On the other hand, a person-oriented 
leader might ignore student achievement scores and goal attainment and simply 
seek to improve schools by consulting with teachers and building positive rela-
tionships with them. The “high-high” leaders seem to have a knack for displaying 
concern for both people and production in the majority of their behaviors.39

The third question is whether a “high-high” leadership style is universal 
or situational. Universal means that the behavior will tend to be effective in 
every situation, whereas situational means the behavior succeeds only in cer-
tain settings. Research has indicated some degree of universality with respect to 
people-oriented and task-oriented behavior. In other words, the leader behavior 
of concern for people tended to be related to higher employee satisfaction and 
fewer personnel problems across a wide variety of situations. Likewise, task-
oriented behavior was associated with higher productivity across a large num-
ber of situations.

The fourth question concerns whether people can actually change themselves 
into leaders high on people and/or task-orientation. In the 1950s and 1960s, when 
the Ohio State and Michigan studies were underway, the assumption of research-
ers was that the behaviors of effective leaders could be emulated by anyone wish-
ing to become an effective leader. In general it seems that people can indeed learn 
new leader behaviors. There is a belief that “high-high” leadership is a desirable 
quality, because the leader will meet both needs simultaneously. Although “high-
high” leadership is not the only effective style, researchers have looked to this 
kind of leader as a candidate for success in a wide variety of situations. However, 
as we will see in the next chapter, the next generation of leadership studies refi ned 
the understanding of situations to pinpoint more precisely when each type of 
leadership behavior is most effective.
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Individualized Leadership 
Traditional trait and behavior theories assume that a leader adopts a general 
 leadership style that is used with all group members. A more recent approach 
to leadership behavior research, individualized leadership, looks instead at the 
 specifi c relationship between a leader and each individual member.40 Individualized 
leadership is based on the notion that a leader develops a unique relationship with 
each subordinate or group member, which determines how the leader behaves 
 toward the member and how the member responds to the leader. In this view, lead-
ership is a series of dyads, or a series of two-person interactions.

Sometimes called dyadic theory, individualized leadership examines why 
leaders have more infl uence over and greater impact on some members than on 
others. To understand leadership, then, a closer look at the specifi c relationship in 
each leader-member dyad is necessary.41 The dyadic view focuses on the concept 
of exchange, what each party gives to and receives from the other. Leaders can 
meet followers’ emotional needs and offer a sense of support for the follower’s 
self-worth, whereas followers provide leaders with commitment and high perfor-
mance. Some dyads might be “rich,” meaning there is a high level of both giving 
and receiving by both partners in the exchange, whereas others are “poor,” refl ect-
ing little giving and receiving by dyadic partners.42

The fi rst individualized leadership theory was introduced more than 25 years 
ago and has been steadily revised ever since. Exhibit 2.5 illustrates the devel-
opment of this viewpoint. The fi rst stage was the awareness of a relationship 
between a leader and each individual, rather than between a leader and a group 
of subordinates. The second stage examined specifi c attributes of the exchange 
relationship. The third stage explored whether leaders could intentionally develop 
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Exhibit 2.5 Stages of Development of Individualized Leadership 

Sources: Based on Fred Danereau, “A Dyadic Approach to Leadership: Learning and Nurturing This Approach 
Under Fire,” Leadership Quarterly 6, no. 4 (1995), pp. 479–490, and George B. Graen and Mary Uhl-Bien, 
“Relationship-Based Approach to Leadership: Development of Leader-Member Exchange (LMX) Theory of 
Leadership Over 25 Years: Applying a Multi-level, Multi-domain Approach,” Leadership Quarterly 6, no. 2 
(1995), pp. 219–247. 

1. Vertical Dyad Linkage
 Leaders’ behaviors and traits have
 different impacts across followers,
 creating in-groups and out-groups.

2. Leader–Member Exchange
 Leadership is individualized for each
 subordinate. Each dyad involves a
 unique exchange independent of
 other dyads.

3. Partnership Building
 Leaders can reach out to create 
 a positive exchange with every 
 subordinate. Doing so increases 
 performance. 

4. Systems and Networks
 Leader dyads can be created in all
 directions across levels and
 boundaries to build networks that
 enhance performance.
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partnerships with each group member, and the fourth stage expanded the view of 
dyads to include larger systems and networks.

Vertical Dyad Linkage Model
The Vertical Dyad Linkage (VDL) model argues for the importance of the dyad formed 
by a leader with each member of the group. Initial fi ndings indicated that sub-
ordinates provided very different descriptions of the same leader. For example, 
some subordinates reported a leader, and their relationship with the leader, as 
having a high degree of mutual trust, respect, and obligation. These high-quality 
relationships might be characterized as high on both people and task orientation. 
Other subordinates reported a low-quality relationship with the same leader, such 
as having a low degree of trust, respect, and obligation. These subordinates per-
ceived the leader as being low on important leadership behaviors.

Based on these two extreme exchange patterns, subordinates were found to 
exist in either an in-group or an out-group in relation to the leader. Exhibit 2.6 
delineates the differences in leader behavior toward in-group versus out-group 
members. Most of us who have had experience with any kind of group, whether 
it be a college class, an athletic team, or a work group, recognize that some lead-
ers may spend a disproportionate amount of time with certain people, and that 
these “insiders” are often highly trusted and may obtain special privileges. In the 
terminology of the VDL model, these people would be considered to participate 
in an in-group exchange relationship with the leader, whereas other members of 
the group who did not experience a sense of trust and extra consideration would 
participate in an out-group exchange.

In-group members, those who rated the leader highly, had developed close re-
lationships with the leader and often became assistants who played key roles in 
the functioning of the work unit. Out-group members were not key players in the 
work unit. Because of these differences, individuals often fell into subgroups, which 
might be considered supporters and opponents of the leader. Some subordinates 
were  getting their needs met, whereas others were not. These differences were based 
on the dyad between the leader and each subordinate. The in-group had high  access 
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Exhibit 2.6 Leader Behavior toward In-Group Versus Out-Group Members 

Source: Based on Jean-François Manzoni and Jean-Louis Barsoux, “The Set-Up-to-Fail Syndrome,” Harvard 
Business Review (March–April, 1988), pp. 101–113. 

In-Group Out-Group

•  Discusses objectives; gives  • Gives employee specific 
employee freedom to use his or  directives for how to accomplish
her own approach in solving   tasks and attain goals
problems and reaching goals

•  Listens to employee’s suggestions • Shows little interest in employee’s
and ideas about how work is done  comments and suggestions

•  Treats mistakes as learning • Criticizes or punishes mistakes
opportunities

•  Gives employee interesting • Assigns primarily routine jobs and
assignments; may allow employee   monitors employee closely
to choose assignment

•  Sometimes defers to subordinate’s  • Usually imposes own views
opinion

• Praises accomplishments • Focuses on areas of poor performance 
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to the leader, whereas the out-group members tended to be passive and did not have 
positions of infl uence or access to the leader. In-group members expressed greater 
mutual infl uence and collaborative effort with the leader, and they had opportunities 
to receive greater rewards and perform additional duties. Out-group members tended 
not to experience positive leader relationships and infl uence, and the leader was more 
likely to use formal authority and coercive behavior with these subordinates. In-group 
members typically received more attention, more approval, and probably more status, 
but they were also expected to be loyal, committed, and productive.

Thus, by focusing on the relationship between a leader and each individual, 
the Vertical Dyad Linkage research found great variance of leader style and im-
pact within a group of subordinates.

Leader–Member Exchange
Stage two in the development of the individual leadership theory explored the 
leader–member exchange (LMX) in more detail, discovering that the impact on outcomes 
depends on how the leader–member exchange process develops over time. Studies 
evaluating characteristics of the LMX relationship explored such things as commu-
nication frequency, value agreement, characteristics of followers, job satisfaction, 
performance, job climate, and commitment. Leaders typically tend to establish in-
group exchange relationships with individuals who have characteristics similar to 
those of the leader, such as similarity in background, interests, and values, and with 
those who demonstrate a high level of competence and interest in the job. Overall, 
studies have found that the quality of the leader–member exchange relationship is 
substantially higher for in-group members. LMX theory proposes that this higher-
quality relationship will lead to higher performance and greater job satisfaction 
for in-group members, and research in general supports this idea.43 High-quality 
LMX relationships have been found to lead to very positive outcomes for leaders, 
followers, work units, and the organization. For followers, a high-quality exchange 
relationship may mean more interesting assignments, greater responsibility and au-
thority, and tangible rewards such as pay increases and promotions. Leaders and 
organizations clearly benefi t from the increased effort and initiative of in-group 
participants to carry out assignments and tasks successfully.

LMX theorists identifi ed three stages dyad members go through in their 
working relationship. In the initial stage, the leader and follower, as strangers, 

test each other to identify what kinds of behaviors are comfortable. 
The relationship is negotiated informally between each follower 
and the leader. The defi nition of each group member’s role defi nes 
what the member and leader expect the member to do. Next, as the 
leader and member become acquainted, they engage in shaping and 
refi ning the roles they will play together. Finally, in the third stage, 
as the roles reach maturity, the relationship attains a steady pattern 
of behavior. Leader-member exchanges are diffi cult to change at this 

point. The exchange tends to determine in-group and out-group status.

Partnership Building
In this third phase of research, the focus was on whether leaders could develop 
positive relationships with a large number of subordinates. Critics of early LMX 
theory pointed out the dangers of leaders establishing sharply differentiated in-
group and out-group members, in that this may lead to feelings of resentment 
or even hostility among out-group participants.44 If leaders are perceived to be 
granting excessive benefi ts and advantages to in-group members, members of the 
out-group may rebel, which can damage the entire organization. Moreover, some 
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Action MemoAnswer the questions in Leader’s Self-
Insight 2.3 to understand how LMX theory 

applies to your own work experience.



studies have found that leaders tend to categorize employees into in-groups and 
out-groups as early as fi ve days into their relationship.45

Thus, the third phase of research in this area focused on whether leaders could 
develop positive relationships with all subordinates, not just a few “favorites.” The 
emphasis was not on how or why discrimination among subordinates occurred, but 
rather on how a leader might work with each subordinate on a  one-on-one basis to 
develop a partnership. The idea was that leaders could develop a unique, benefi cial 
relationship with each individual and provide all  employees with access to high-
quality leader-member exchanges, thereby providing a more equitable environment 
and greater benefi ts to leaders, followers, and the organization.

In this approach, the leader views each person independently, and may treat 
each individual in a different but positive way. Leaders strive to actively develop a 
positive relationship with each subordinate, although the positive relationship will 
have a different form for each person. For example, one person might be treated 
with “consideration,” another with “initiating structure,” depending on what fol-
lowers need to feel involved and to succeed. Heather Coin, director of operations 
for Calabasas, California-based Cheesecake Factory, emphasizes that developing a 
personal, positive relationship with each employee is one of a restaurant manager’s 
most critical jobs because it enables each person to contribute his or her best to the 
organization. As a former general manager for several of the company’s restaurants, 
Coin practiced what she now preaches in leading a team of 11 managers and dozens 
of staff, helping keep turnover low and morale and performance high.46

What was the quality of your leader’s relationship with 
you? Think back to a job you held and recall your feelings 
toward your leader, or if currently employed use your 
supervisor. Please answer whether each item below was 
Mostly False or Mostly True for you. 

Mostly 
False

Mostly 
True

1. I very much liked my supervisor 
as a person. _______ _______

2. My supervisor defended my 
work to people above him if I 
made a mistake. _______ _______

3. The work I did for my 
 supervisor went well beyond 
what was required. _______ _______

4. I admired my supervisor’s 
professional knowledge and 
ability. _______ _______

5. My supervisor was enjoyable 
to work with. _______ _______

6. I applied extra effort to  further 
the interests of my work 
group. _______ _______

Leader’s Self-Insight 2.3
7. My supervisor championed 

my case to others in the 
organization. _______ _______

8. I respected my supervisor’s 
management competence. _______ _______

Scoring and Interpretation
LMX theory is about the quality of a leader’s relationship 
with subordinates. If you scored 6 or more Mostly True, 
your supervisor clearly had an excellent relationship with 
you, which is stage two in Exhibit 2.5. You had a success-
ful dyad. If your supervisor had an equally good relation-
ship with every subordinate, that is a stage three level 
of development (partnership building). If you scored 3 or 
fewer Mostly True, then your supervisor was probably at 
level one, perhaps with different relationships with sub-
ordinates, some or all of which were unsucessful. What 
do you think accounted for the quality of your and other 
subordinates’ relationships (positive or negative) with your 
supervisor? Discuss with other students to learn why 
some supervisors have good LMX relationships.

Source: Based on Robert C. Liden and John M. Maslyn, Multidimen-
sionality of Leader-Member Exchange: An Empirical Assessment 
through Scale Development, Journal of Management 24 (1998), 
pp. 43–72.

Your “LMX” Relationship 
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In the LMX research study, leaders were trained to offer the opportunity for a 
high-quality relationship to all group members, and the followers who  responded 
to the offer dramtically improved their performance. As these  relationships ma-

tured, the entire work group became more productive, and the payoffs 
were tremendous. Leaders could count on followers to provide the 
assistance needed for high performance, and followers participated 
in and infl uenced decisions. Leaders provided support, encourage-
ment, and training, and followers responded with high performance. 
In some sense, leaders were meeting both the personal and work-
related needs of each subordinate, one at a time. The implications of 
this fi nding are that true performance and productivity gains can be 
achieved by having the leader develop positive relationships one-on-

one with each subordinate.

Systems and Networks
The fi nal stage of this work suggests that leader dyads can be expanded to larger 
systems. Rather than focusing on leaders and subordinates, a systems-level per-
spective examines how dyadic relationships can be created across traditional 
boundaries to embrace a larger system. This larger network for the leader may 
cut across work unit, functional, divisional, and even organizational boundar-
ies. In this view, leader relationships are not limited to subordinates, but include 
peers, teammates, and other stakeholders relevant to the work unit. To this 
point, there has been little systematic research on a broader systemic view of dy-
adic relationships. But the theory suggests the need for leaders to build networks 
of one-on-one relationships and to use their traits and behaviors selectively to 
create positive relationships with as many people as possible. A large number 
of people thereby can be infl uenced by the leader, and these stakeholders will 
contribute to the success of the work unit.

One organization that is promoting the idea of creating partnerships across a 
larger system is University Public Schools in Stockton, California.

University Public Schools

Education has always been a service business, with each child highly individual-
ized and needing a specifi c approach. However, many schools operate on an old-
 fashioned factory model that treats students like pieces of equipment. University 
Public Schools (UPS) of Stockton, California, takes a different approach.

UPS’s San Joaquin campus is a model of partnership. Leaders have established 
network linkages across traditional boundaries. Teachers at San Joaquin are ex-
pected to develop partnerships with students, each other, parents, and other com-
munity members. They are given an unprecedented amount of freedom to set their 
own goals and develop their own curriculum. If parents want something taught that 
isn’t being covered, they can request that it be included. “Parents can have a say 
about what’s important to them,” says Christina Cross, whose son attends UPS. 
“It’s nice to be involved in the education that goes on here.”

Teachers’ pay raises are based on merit and tied to meeting both individual 
and team goals. Teachers sign one-year contracts and there is no notion of tenure. 
Despite the lack of job security, people are so willing to work at the Stockton school 
that some make a daily commute of nearly four hours. One reason is that teachers 
feel they are involved in a genuine partnership with the school system, one another, 
and the community. UPS is trying to build a system that empowers everyone to 
shape a new vision of learning and make a real difference in the lives of students 
and the larger world.47
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Action MemoAs a leader, you can build a positive, 
individualized relationship with each 

follower to create an equitable work 
environment and provide greater benefi ts to 

yourself, followers, and the organization. 
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Summary and Interpretation
The point of this chapter is to understand the importance of traits and  behaviors in 
the development of leadership theory and research. Traits include self- confi dence, 
honesty, and drive. A large number of personal traits and abilities distinguish 
successful leaders from nonleaders, but traits themselves are not  suffi cient to 
guarantee effective leadership. The behavior approach explored autocratic 
 versus democratic leadership, consideration versus initiating structure, employee-
centered versus job-centered leadership, and concern for people versus concern 
for production. The theme of people versus tasks runs through this research, 
 suggesting these are fundamental behaviors through which leaders meet followers’ 
needs. There has been some disagreement in the research about whether a  specifi c 
leader is either people- or task-oriented or whether one can be both. Today, the 
consensus is that leaders can achieve a “high-high” leadership style.

Another approach is the dyad between a leader and each follower. Follow-
ers have different relationships with the leader, and the ability of the leader to 
develop a positive relationship with each subordinate contributes to team perfor-
mance. The leader-member exchange theory says that high-quality relationships 
have a positive outcome for leaders, followers, work units, and the organization. 
Leaders can attempt to build individualized relationships with each subordinate 
as a way to meet needs for both consideration and structure.

The historical development of leadership theory presented in this chapter intro-
duces some important ideas about leadership. Although certain personal traits and 
abilities indicate a greater likelihood for success in a leadership role, they are not in 
themselves suffi cient to guarantee effective leadership. Rather,  behaviors are equally 
signifi cant, as outlined by the research at several universities. Therefore, the style 
of leadership demonstrated by an individual greatly determines the outcome of the 
leadership endeavor. Often, a combination of styles is most effective. To understand 
the effects of leadership upon outcomes, the specifi c relationship  behavior between 
a leader and each follower is also an important consideration.

Discussion Questions
 1. Is the “Great Man’’ perspective on leadership still alive today? Think about some 

recent popular movies that stress a lone individual as hero or savior. How about 
some business stories? Discuss.

 2. Suggest some personal traits of leaders you have known. What traits do you believe 
are most valuable? Why?

 3. What is the difference between trait theories and behavioral theories of leadership?

 4. Would you prefer working for a leader who has a “consideration” or an “initiating-
structure” leadership style? Discuss the reasons for your answer.

 5. The Vertical Dyad Linkage model suggests that followers respond individually to 
the leader. If this is so, what advice would you give leaders about displaying people-
oriented versus task-oriented behavior?

 6. Does it make sense to you that a leader should develop an individualized relation-
ship with each follower? Explain advantages and disadvantages to this approach.

 7. Why would subordinates under a democratic leader perform better in the leader’s 
absence than would subordinates under an autocratic leader?

 8. What type of leader—task-oriented or people-oriented—do you think would have an 
easier time becoming a “high-high” leader? Why?
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Leadership at Work

Your Ideal Leader Traits
Spend some time thinking about someone you believe is an ideal leader. For the first part 
of the exercise, select an ideal leader you have heard about whom you don’t personally 
know. It could be someone like Mother Teresa, Rudolph Giuliani, Martin Luther King, 
Abraham Lincoln, or any national or international figure that you admire. Write the 
person’s name here: ______________________________ . Now, in the space below, write 
down three things you admire about the person, such as what he or she did or the quali-
ties that person possesses.

For the second part of the exercise, select an ideal leader whom you know personally. 
This can be anyone from your life experiences. Write the person’s name here: _________
_____________________. Now, in the space below, write down three things you admire 
about the person, such as what he or she did or the qualities that person possesses.

The first leader you chose represents something of a projective test based on what 
you’ve heard or read. You imagine the leader has the qualities you listed. The deeds and 
qualities you listed say more about what you admire than about the actual traits of the 
leader you chose. This is something like an inkblot test, and it is important because the traits 
you assign to the leader are traits you are aware of, have the potential to develop, and indeed 
can develop as a leader. The qualities or achievements you listed are an indicator of the traits 
you likely will express as you develop into the leader you want to become.

The second leader you chose is someone you know, so it is less of a projective test and 
represents traits you have had direct experience with. You know these traits work for you 
and likely will become the traits you develop and express as a leader.

What is similar about the traits you listed for the two leaders? Different? Interview 
another student in class about traits he or she admires. What do the traits tell you about 
the person you are interviewing? What are the common themes in your list and the other 
student’s list of traits? To what extent do you display the same traits as the ones on your 
list? Will you develop those traits even more in the future?

Leadership Development: Cases for Analysis 

Consolidated Products
Consolidated Products is a medium-sized manufacturer of consumer products with 
nonunionized production workers. Ben Samuels was a plant manager for Consolidated 
Products for 10 years, and he was very well liked by the employees there. They were 
grateful for the fitness center he built for employees, and they enjoyed the social activities 
sponsored by the plant several times a year, including company picnics and holiday par-
ties. He knew most of the workers by name, and he spent part of each day walking around 
the plant to visit with them and ask about their families or hobbies.
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Ben believed that it was important to treat employees properly so they would have a 
sense of loyalty to the company. He tried to avoid any layoffs when production demand 
was slack, figuring that the company could not afford to lose skilled workers that are so 
difficult to replace. The workers knew that if they had a special problem, Ben would try 
to help them. For example, when someone was injured but wanted to continue working, 
Ben found another job in the plant that the person could do despite having a disability. 
Ben believed that if you treat people right, they will do a good job for you without close 
supervision or prodding. Ben applied the same principle to his supervisors, and he mostly 
left them alone to run their departments as they saw fit. He did not set objectives and 
standards for the plant, and he never asked the supervisors to develop plans for improving 
productivity and product quality.

Under Ben, the plant had the lowest turnover among the company’s five plants, but 
the second worst record for costs and production levels. When the company was acquired 
by another firm, Ben was asked to take early retirement, and Phil Jones was brought in 
to replace him.

Phil had a growing reputation as a manager who could get things done, and he quickly 
began making changes. Costs were cut by trimming a number of activities such as the fitness 
center at the plant, company picnics and parties, and the human relations training programs 
for supervisors. Phil believed that human relations training was a waste of time; if employees 
don’t want to do the work, get rid of them and find somebody else who does.

Supervisors were instructed to establish high performance standards for their depart-
ments and insist that people achieve them. A computer monitoring system was introduced 
so that the output of each worker could be checked closely against the standards. Phil 
told his supervisors to give any worker who had substandard performance one warning, and 
then if performance did not improve within two weeks, to fire the person. Phil believed that 
workers don’t respect a supervisor who is weak and passive. When Phil observed a worker 
wasting time or making a mistake, he would reprimand the person right on the spot to set an 
example. Phil also checked closely on the performance of his supervisors. Demanding objec-
tives were set for each department, and weekly meetings were held with each supervisor to 
review department performance. Finally, Phil insisted that supervisors check with him first 
before taking any significant actions that deviated from established plans and policies.

As another cost-cutting move, Phil reduced the frequency of equipment maintenance, 
which required machines to be idled when they could be productive. Since the machines had 
a good record of reliable operation, Phil believed that the current maintenance schedule was 
excessive and was cutting into production. Finally, when business was slow for one of the 
product lines, Phil laid off workers rather than finding something else for them to do.

By the end of Phil’s first year as plant manager, production costs were reduced by 20 
percent and production output was up by 10 percent. However, three of his seven super-
visors left to take other jobs, and turnover was also high among the machine operators. 
Some of the turnover was due to workers who were fired, but competent machine opera-
tors were also quitting, and it was becoming increasingly difficult to find any replacements 
for them. Finally, there was increasing talk of unionizing among the workers.

Source: Reprinted with permission from Gary Yukl, Leadership in Organizations, 4th ed. (Englewood Cliffs, NJ: 
Prentice Hall, 1998), pp. 66–67.

QUESTIONS

 1. Compare the leadership traits and behaviors of Ben Samuels and Phil Jones.

 2. Which leader do you think is more effective? Why? Which leader would you prefer 
to work for?

 3. If you were Phil Jones’ boss, what would you do now?

D. L. Woodside, Sunshine Snacks
D. L. Woodside has recently accepted the position of research and development director 
for Sunshine Snacks, a large snack food company. Woodside has been assistant director of 
research at Skid’s, a competing company, for several years, but it became clear to him that 
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his chances of moving higher were slim. So, when Sunshine was looking for a new director, 
Woodside jumped at the chance.

At Skid’s, Woodside had worked his way up from the mail room, going to school at night 
to obtain first a bachelor’s degree and eventually a Ph.D. Management admired his drive and 
determination, as well as his ability to get along with just about anyone he came in contact 
with, and they gave him opportunities to work in various positions around the company over 
the years. That’s when he discovered he had a love for developing new products. He had been 
almost single-handedly responsible for introducing four new successful product lines at Skid’s. 
Woodside’s technical knowledge and understanding of the needs of the research and develop-
ment department were excellent. In addition, he was a tireless worker—when he started a 
project he rarely rested until it was finished, and finished well.

Despite his ambition and his hard-charging approach to work, Woodside was consid-
ered an easy-going fellow. He liked to talk and joke around, and whenever anyone had a 
problem they’d come to Woodside rather than go to the director. Woodside was always 
willing to listen to a research assistant’s personal problems. Besides that, he would often 
stay late or come in on weekends to finish an assistant’s work if the employee was hav-
ing problems at home or difficulty with a particular project. Woodside knew the director 
was a hard taskmaster, and he didn’t want anyone getting into trouble over things they 
couldn’t help. In fact, he’d been covering the mistakes of George, an employee who had a 
drinking problem, ever since he’d been appointed assistant director. Well, George was on 
his own now. Woodside had his own career to think about, and the position at Sunshine 
was his chance to finally lead a department rather than play second fiddle.

At Sunshine, Woodside is replacing Henry Meade, who has been the director for 
almost 30 years. However, it seems clear that Meade has been slowing down over the past 
few years, turning more and more of his work over to his assistant, Harmon Davis. When 
Woodside was first introduced to the people in the research department at Sunshine, he 
sensed not only a loyalty to Davis, who’d been passed over for the top job because of his 
lack of technical knowledge, but also an undercurrent of resistance to his own selection 
as the new director.

Woodside knows he needs to build good relationships with the team, and especially 
with Davis, quickly. The company has made it clear that it wants the department to initi-
ate several new projects as soon as possible. One reason they selected Woodside for the 
job was his successful track record with new product development at Skid’s.

Source: Based in part on “The Take Over,’’ Incident 52 in Bernard A. Deitzer and Karl A. Shilliff, Contemporary 
Management Incidents (Columbus, OH: Grid, Inc., 1977), pp. 161–162; and “Choosing a New Director of 
Research,’’ Case 2.1 in Peter G. Northouse, Leadership Theory and Practice, 2nd ed. (Thousand Oaks, CA: Sage 
Publications, 2001), pp. 25–26.

QUESTIONS

 1. What traits does Woodside possess that might be helpful to him as he assumes his 
new position? What traits might be detrimental?

 2. Would you consider Woodside a people-oriented or a task-oriented leader? Discuss 
which you think would be best for the new research director at Sunshine.

 3. How might an understanding of individualized leadership theory be useful to 
Woodside in this situation? Discuss.
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Your Leadership Challenge
After reading this chapter, you should be able to:

•  Understand how leadership is often contingent on people and 
situations.

•  Apply Fiedler’s contingency model to key relationships among leader 
style, situational favorability, and group task performance.

•  Apply Hersey and Blanchard’s situational theory of leader style to the 
level of follower readiness.

•  Explain the path–goal theory of leadership.

•  Use the Vroom–Jago model to identify the correct amount of follower 
participation in specific decision situations.

•  Know how to use the power of situational variables to substitute for or 
neutralize the need for leadership.
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Contingency Approaches
For Pat McGovern, founder and chairman of International Data Group, a 
technology publishing and research fi rm that owns magazines such as CIO, 
PC World, and Computerworld, having personal contact with employees 
and letting them know they’re appreciated is a primary responsibility of 
leaders. McGovern treats people to lunch at the Ritz on their 10th anni-
versary with IDG to tell them how important they are to the success of the 
company. He personally thanks almost every person in every business unit 
once a year, which takes about a month of his time. Managers provide him 
with a list of accomplishments for all their direct reports, which McGovern 
memorizes the night before his visit so he can congratulate people on spe-
cifi c accomplishments. Rather than establishing strict goals and standards 
for task accomplishment, McGovern decentralizes decision making so that 
people have the autonomy to make their own decisions about how best to 
do their jobs.

Wolfgang Bernhard, a member of Volkswagen AG’s  board of manage-
ment responsible for the core VW brand, displays a very different style of 
leadership. When he came to the struggling company, Bernhard moved 
quickly to cut jobs, scale back investments in underperfoming units, and get 
people focused on quality and productivity issues. He ordered more than 
200 employees to report to an auditorium a few miles from headquarters, 
formed them into teams and told them to fi gure out ways to meet specifi c cost 
reduction goals, and instructed them not to return to their workplaces until 
they’d done so. Often working until midnight, the teams took four weeks to 
meet the targets. Bernhard has also tied managers’ bonuses to demonstrated 
improvements in quality and productivity. His hard-charging style has ran-
kled some long-time employees and managers, but Bernhard doesn’t mind. “I 
am quick and focused, and I like to cut the formalites,” he says.1

IDG’s Pat McGovern is strongly people-oriented—that is, character-
ized by high concern for people and low concern for production. Wolfgang 
Bernhard, in contrast, is a strong, task-oriented leader, high on concern for 
production and relatively low on concern for people. Two leaders, both suc-
cessful, with two very different approaches to leading. This difference points 
to what researchers of leader traits and behaviors eventually discovered: 
Many different leadership styles can be effective. What, then, determines the 
success of a leadership style?

In the above example, Bernhard and McGovern are performing leader-
ship in very different situations. Volkswagen AG recruited Bernhard to assist 
in a massive restructuring and help the company reverse a steep drop in 
profi ts. Many people, including CEO Bernd Pischetsrieder, believe Bernhard’s 
blunt honesty and task-oriented approach is just what is needed to get the au-
tomaker back on track. McGovern, on the other hand, is operating in a much 
more favorable business situation. As a smaller, privately-held company, IDG 
isn’t under the same kind of public pressures from investors and analysts as 
Volkswagen. IDG is a leader in its industry, publishes more than 300 maga-
zines and newspapers, and consistently earns industry awards.  Morale and 
motivation among employees is high.2

This chapter explores the relationship between leadership effectiveness 
and the situation in which leadership activities occur. Over the years, re-
searchers have observed that leaders frequently behave situationally—that 
is, they adjust their leadership style depending on a variety of factors in the 
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situations they face. In this chapter, we discuss the elements of leader, follower, 
and the situation, and the impact each has upon the others. We examine several 
theories that defi ne how leadership styles, follower attributes, and organizational 
characteristics fi t together to enable successful leadership. The important point 
of this chapter is that the most effective leadership approach depends on many 
factors. Understanding the contingency approaches can help a leader adapt his or 
her approach, although it is important to recognize that leaders also develop their 
ability to adapt through experience and practice.

The Contingency Approach 
The failure to fi nd universal leader traits or behaviors that would always de-
termine effective leadership led researchers in a new direction. Although leader 
behavior was still examined, the central focus of the new research was the 
situation in which leadership occurred. The basic tenet of this focus was that 
behavior effective in some circumstances might be ineffective under different 
conditions. Thus, the effectiveness of leader behavior is contingent upon or-
ganizational situations. Aptly called contingency approaches, these theories 
explain the relationship between leadership styles and effectiveness in specifi c 
situations.

The universalistic approach as described in Chapter 2 is compared to the 
contingency approach used in this chapter in Exhibit 3.1. In the previous chapter, 
researchers were investigating traits or behaviors that could improve performance 
and satisfaction in any or all situations. They sought universal leadership traits and 
behaviors. Contingency means that one thing depends on other things, and for a 
leader to be effective there must be an appropriate fi t between the leader’s behavior 
and style and the conditions in the situation. A leadership style that works in one 
situation might not work in another situation. There is no one best way of lead-
ership. Contingency means “it depends.” This chapter’s Leader’s Bookshelf talks 
about a new approach to leadership for a new kind of contingency facing today’s 
organizations. 

Contingency
a theory meaning one thing 
depends on other things

Contingency
a theory meaning one thing 
depends on other things
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Exhibit 3.1 Comparing the Universalistic and Contingency Approaches to Leadership

Universalistic
Approach

Contingency
Approach

Followers Situation

Leader

Outcomes
(Performance, satisfaction, etc.)

Leadership
Traits/behaviors

Style
Traits

Behavior
Position

Outcomes
(Performance, satisfaction, etc.)

 Needs
Maturity
Training

Cohesion

Task
Structure
Systems

Environment



The contingencies most important to leadership as shown in Exhibit 3.1 are 
the situation and followers. Research implies that situational variables such as 
task, structure, context, and environment are important to leadership style, just 
as we saw in the opening examples. The nature of followers has also been identi-
fi ed as a key contingency. Thus, the needs, maturity, and cohesiveness of followers 
make a signifi cant difference to the best style of leadership.

Several models of situational leadership have been developed. The contin-
gency model developed by Fiedler and his associates, the situational theory of 
Hersey and Blanchard, path-goal theory, the Vroom–Jago model of decision 
participation, and the substitutes for leadership concept will all be described 
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Leadership and the New Science

by Margaret J. Wheatley

Leader’s Bookshelf

In searching for a better understanding of organizations 
and leadership, Margaret Wheatley looked to science for 
answers. In the world of Newtonian physics, every atom 
moves in a unique predictable trajectory determined by the 
forces exerted on it. Prediction and control are accomplished 
by reducing wholes into discrete parts and carefully regulat-
ing the forces that act on those parts. Applied to organiza-
tions, this view of the world led to rigid vertical hierarchies, 
division of labor, task description, and strict operating proce-
dures designed to obtain predictable, controlled results.

Just as Newton’s law broke down as physics explored 
ever-smaller elements of matter and ever-wider expanses 
of the universe, rigid, control-oriented leadership doesn’t 
work well in a world of instant information, constant 
change, and global competition. The physical sciences 
responded to the failure of Newtonian physics with a new 
paradigm called quantum mechanics. In Leadership and 
the New Science, Wheatley explores how leaders are 
redesigning organizations to survive in a quantum world.

CHAOS, RELATIONSHIPS, AND FIELDS
From quantum mechanics and chaos theory emerge new 
understandings of order, disorder, and change. Individual 
actions, whether by atoms or people, cannot be easily 
predicted and controlled. Here’s why:

 • Nothing exists except in relationship to everything 
else. It is not things, but the relationships among 
them that are the key determinants of a well-ordered 
system we perceive. Order emerges through a web 
of relationships that make up the whole, not as a 
result of controls on individual parts.

 • The empty space between things is filled with fields, 
invisible material that connects elements together. 

In organizations, the fields that bind people include 
vision, shared values, culture, and information.

 • Organizations, like all open systems, grow and change 
in reaction to disequilibrium, and disorder can be a 
source of new order.

IMPLICATIONS FOR LEADERSHIP
These new understandings provide a new way to see, 
understand, and lead today’s organizations. The new 
 sciences can influence leaders to:

 • Nurture relationships and the fields between people 
with a clear vision, statements of values, expressions 
of caring, the sharing of information, and freedom 
from strict rules and controls.

 • Focus on the whole, not on the parts in isolation.
 • Reduce boundaries between departments and 

 organizations to allow new patterns of relationships.
 • Become comfortable with uncertainty and recognize 

that any solutions are only temporary, specific to 
the immediate context, and developed through the 
 relationship of people and circumstances.

 • Recognize that healthy growth of people and organiza-
tions is found in disequilibrium, not in stability.

Wheatley believes leaders can learn from the new 
 sciences how to lead in today’s fast-paced, chaotic world, 
suggesting that “we can forgo the despair created by 
such common organization events as change, chaos, 
information overload, and cyclical behaviors if we recog-
nize that organizations are conscious entities, possessing 
many of the properties of living systems.”

Leadership and the New Science, by Margaret J. Wheatley, is 
published by Berrett-Koehler Publishers.
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in this chapter. The contingency approaches seek to delineate the characteristics 
of situations and followers and examine the leadership styles that can be used 
effectively. Assuming that a leader can properly diagnose a situation and muster 
the fl exibility to behave according to the appropriate style, successful outcomes 
are highly likely.

Two basic leadership behaviors that can be adjusted to address various 
contingencies are task behavior and relationship behavior, introduced in the previ-
ous chapter. Research has identifi ed these two meta-categories, or broadly defi ned 
behavior categories, as applicable to leadership in a variety of situations and time 
periods.3 A leader can adapt his or her style to be high or low on both task and 
relationship behavior. Exhibit 3.2 illustrates the four possible behavior ap-

proaches—high task–low relationship, high task–high relationship, 
high relationship–low task, and low task–low relationship. The exhibit 
describes typical task and relationship behaviors. High task behaviors 
include planning short-term activities, clarifying tasks,  objectives, and 
role expectations, and monitoring operations and performance. High 
relationship behaviors include providing support and recognition, de-

veloping followers’ skills and confi dence, and consulting and empower-
ing followers when making decisions and solving problems. 

Both Fiedler’s contingency model and Hersey and Blanchard’s situ-
ational theory, discussed in the following sections, use these meta-categories of 
leadership behavior but apply them based on different sets of contingencies.

Fiedler’s Contingency Model 
An early extensive effort to link leadership style with organizational situation was 
made by Fiedler and his associates.4 The basic idea is simple: Match the leader’s 
style with the situation most favorable for his or her success. Fiedler’s contingency 
model was designed to enable leaders to diagnose both leadership style and orga-
nizational situation.

Exhibit 3.2 Meta-Categories of Leader Behavior and Four Leader Styles

Source: Based on Gary Yukl, Angela Gordon, and Tom Taber, “A Hierarchical Taxonomy of Leadership Behavior: 
Integrating a Half Century of Behavior Research,” Journal of Leadership and Organizational Studies 9, no. 1 
(2002), pp. 15–32. 
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High

Low
Low High

High Task–Low Relationship
• Authoritative style
• Plan short-term activities
• Clarify tasks, objectives, and
 expectations
• Monitor operations and performance

• Coaching toward achievement style
• Combine task and relationship
 behaviors

High Task–High Relationship

High Relationship–Low Task
• Participative or supportive style
• Provide support and encouragement
• Develop followers’ skill and confidence
• Consult followers when making
 decisions and solving problems 

Low Task–Low Relationship
• Delegating style
• Low concern for both tasks and
 relationships

Action MemoComplete the questionnaire in Leader’s 
Self-Insight 3.1 to assess your relative 

emphasis on two important categories of 
leadership behavior.

Contingency approaches
approaches that seek to 
delineate the characteristics 
of situations and followers and 
examine the leadership styles 
that can be used effectively

Fiedler’s contingency model
a model designed to diagnose 
whether a leader is task-oriented 
or relationship-oriented and match 
leader style to the situation
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Leadership Style
The cornerstone of Fiedler’s theory is the extent to which the leader’s style 
is  relationship-oriented or task-oriented. A relationship-oriented leader is 
concerned with people. As with the consideration style described in Chapter 
2, a relationship-oriented leader establishes mutual trust and respect, and 
 listens to employees’ needs. A task-oriented leader is primarily motivated 
by task accomplishment. Similar to the initiating structure style described 
earlier, a task-oriented leader provides clear directions and sets performance 
standards.

Leadership style was measured with a questionnaire known as the least pre-
ferred coworker (LPC) scale. The LPC scale has a set of 16 bipolar adjectives 

Text not available due to copyright restrictions
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along an eight-point scale. Examples of the bipolar adjectives used by Fiedler on 
the LPC scale follow:

 open guarded

 quarrelsome harmonious

 efficient inefficient

 self-assured hesitant

 gloomy cheerful

If the leader describes the least preferred coworker using positive concepts, he 
or she is considered relationship-oriented; that is, a leader who cares about and is 
sensitive to other people’s feelings. Conversely, if a leader uses negative concepts 
to describe the least preferred coworker, he or she is considered task-oriented; 
that is, a leader who sees other people in negative terms and places greater value 
on task activities than on people.

Situation
Fiedler’s model presents the leadership situation in terms of three key elements 
that can be either favorable or unfavorable to a leader: the quality of leader–
 member relations, task structure, and position power.

Leader–member relations refers to group atmosphere and members’ attitudes 
toward and acceptance of the leader. When subordinates trust, respect, and have 
confi dence in the leader, leader–member relations are considered good. When 
subordinates distrust, do not respect, and have little confi dence in the leader, 
leader–member relations are poor.

Task structure refers to the extent to which tasks performed by the group 
are defi ned, involve specifi c procedures, and have clear, explicit goals. Routine, 
well-defi ned tasks, such as those of assembly-line workers, have a high degree 
of  structure. Creative, ill-defi ned tasks, such as research and development or 
strategic planning, have a low degree of task structure. When task structure is 
high, the situation is considered favorable to the leader; when low, the situation 
is less favorable.

Position power is the extent to which the leader has formal authority over 
subordinates. Position power is high when the leader has the power to plan and 
direct the work of subordinates, evaluate it, and reward or punish them. Position 
power is low when the leader has little authority over subordinates and cannot 
evaluate their work or reward them. When position power is high, the situation is 
considered favorable for the leader; when low, the situation is unfavorable.

Combining the three situational characteristics yields a list of eight leader-
ship situations, which are illustrated in Exhibit 3.3. Situation I is most favor-
able to the leader because leader–member relations are good, task structure is 
high, and leader position power is strong. Situation VIII is most unfavorable to 
the leader because leader–member relations are poor, task structure is low, and 
leader position power is weak. Other octants represent intermediate degrees of 
favorableness for the leader.

Contingency Theory
When Fiedler examined the relationships among leadership style, situational fa-
vorability, and group task performance, he found the pattern shown at the top of 
Exhibit 3.3. Task-oriented leaders are more effective when the situation is either 
highly favorable or highly unfavorable. Relationship-oriented leaders are more 
effective in situations of moderate favorability.
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The task-oriented leader excels in the favorable situation because everyone 
gets along, the task is clear, and the leader has power; all that is needed is for 
someone to take charge and provide direction. Similarly, if the situation is highly 
unfavorable to the leader, a great deal of structure and task direction is needed. A 
strong leader defi nes task structure and can establish authority over subordinates. 
Because leader–member relations are poor anyway, a strong task orientation will 
make no difference to the leader’s popularity.

The relationship-oriented leader performs better in situations of interme-
diate favorability because human relations skills are important in achieving 
high group performance. In these situations, the leader may be moderately 
well liked, have some power, and supervise jobs that contain some ambiguity. 
A leader with good interpersonal skills can create a positive group atmosphere 
that will improve relationships, clarify task structure, and establish position 
power.

A leader, then, needs to know two things in order to use Fiedler’s contingency 
theory. First, the leader should know whether he or she has a relationship- or task-
oriented style. Second, the leader should diagnose the situation and determine 
whether leader–member relations, task structure, and position power are favor-
able or unfavorable. Consider the following example of  Tom Freston, former 
CEO of MTV Networks and Viacom, Inc.

Tom Freston, Viacom, Inc.

A few years ago, Tom Freston was regarded as one of the best leaders in the enter-
tainment industry. In the fall of 2006, the 26-year company veteran, credited with 
building MTV into a global powerhouse, was fi red. What went wrong?

One way to look at Freston’s rise and fall is to examine his leadership in terms 
of Fiedler’s theory. As CEO of MTV Networks and later its parent company Viacom, 
Freston fostered a relaxed atmosphere and gave people freedom to explore, imagine, 
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and make many of their own decisions. In interviews, he often credited employees 
for the company’s success rather than taking all the applause for himself. Employ-
ees liked Freston’s laid-back approach and appreciated his trust and respect for their 
judgment. For many years, MTV Networks and Viacom maintained a steady level of 
success under Freston’s style of leadership.

But things in the media industry have changed dramatically with the emer-
gence of Internet startups such as MySpace and YouTube. As the power of  these 
new media outlets mushroomed, MTV began to lose its hip status. Viacom launched 
its own broadband channels, but they have fared poorly. At the same time, the tra-
ditional cable network audience is shrinking, along with advertising dollars. MTV’s 
2006 annual Video Music Awards provided the ultimate example of how much things 
have changed. Despite the show’s serious star power, ratings fell nearly 30 percent 
from the previous year and nearly 50 percent from two years earlier.

Viacom’s stock price has refl ected the company’s fl agging fortunes. Chairman 
Sumner Redstone believed something had to be done, and fast. Despite his earlier 
support of Freston, Redstone convened the Viacom board and got their approval to 
fi re the unsuspecting CEO. Redstone is now putting his hopes for Viacom’s future 
on Philippe Dauman, a numbers-oriented former lawyer who says he’s committed 
to putting the company “on the fast track.”5 

Tom Freston might be characterized as using a relationship-oriented style in 
an unfavorable situation. The environment has grown more challenging, the na-
ture of tasks in the media industry is unstructured, and Freson’s personal power 

with employees has begun to erode somewhat as the company has 
grown larger and faced bigger problems. Viacom Chairman Sumner 
Redstone grew impatient with the lack of results and the slow re-
sponse to increased competition, and he felt that Freston’s leadership 
approach was no longer working. Redstone believed a leader using 
a more task-oriented style might be able to impose the structure and 

discipline needed for the organization to succeed in its current situa-
tion.  In discussing his appointment as the new CEO, Philippe Dauman 
said Redstone “told me I was the right guy at the right time.”6 Read the 
Consider This box for an interesting perspective on the disadvantages 
of persisting in a behavior style despite the processes of change.

An important contribution of Fiedler’s research is that it goes be-
yond the notion of leadership styles to try to show how styles fi t the sit-
uation. Many studies have been conducted to test Fiedler’s model, and 

the research in general provides some support for the model.7 However, Fiedler’s 
model has also been criticized.8 Using the LPC score as a measure of relationship- 
or task-oriented behavior seems simplistic to some researchers, and the weights 
used to determine situation favorability seem to have been determined in an ar-
bitrary manner. In addition, some observers argue that the empirical support for 
the model is weak because it is based on correlational results that fail to achieve 
statistical signifi cance in the majority of cases. The model also isn’t clear about 
how the model works over time. For instance, if a task-oriented leader is matched 
with an unfavorable situation and is successful the organizational situation is 
likely to improve and become a situation more appropriate for a relationship-
oriented leader. 

Finally, Fiedler’s model and much of the subsequent research fails to consider 
medium LPC leaders, who some studies indicate are more effective than either 
high or low LPC leaders in a majority of situations.9 Leaders who score in the 
mid-range on the LPC scale presumably balance the concern for relationships 

Action MemoAs a leader, you can effectively use a 
task-oriented style when the organizational 

situation is either highly unfavorable or 
highly favorable to your leadership. Use a 

relationship-oriented style in situations of 
intermediate favorability because human 

relations skills can create a positive 
atmosphere. 
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with a concern for task achievement more effectively than high or low LPC lead-
ers, making them more adaptable to a variety of situations.

New research has continued to improve Fiedler’s model,10 and it is still con-
sidered an important contribution to leadership studies. However, its major im-
pact may have been to stir other researchers to consider situational factors more 
seriously. A number of other situational theories have been developed in the years 
since Fiedler’s original research.

Hersey and Blanchard’s Situational Theory 
The situational theory developed by Hersey and Blanchard is an interesting extension 
of the leadership grid outlined in Chapter 2. This approach focuses on the charac-
teristics of followers as the important element of the situation, and consequently 
of determining effective leader behavior. The point of Hersey and Blanchard’s 
theory is that subordinates vary in readiness level. People low in task readiness, 
because of little ability or training, or insecurity, need a different leadership style 
than those who are high in readiness and have good ability, skills, confi dence, and 
willingness to work.11

According to the situational theory, a leader can adopt one of four leader-
ship styles, based on a combination of relationship (concern for people) and task 
(concern for production) behavior. The appropriate style depends on the readiness 
level of followers. Exhibit 3.4 summarizes the relationship between leader style 
and follower readiness. The upper part of the exhibit indicates the four leader 
styles: telling, selling, participating, and delegating. The telling style refl ects a high 
concern for tasks and a low concern for people and relationships. This is a very 

Situational theory
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consequently, of determining 
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consequently, of determining 
effective leader behavior
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directive style. The leader gives explicit directions about how tasks should be 
 accomplished. The selling style is based on a high concern for both relationships 
and tasks. With this approach, the leader explains decisions and gives followers a 
chance to ask questions and gain clarity about work tasks. The participating style 
is characterized by high relationship and low task behavior. The leader shares 
ideas with followers, encourages participation, and facilitates decision making. 
The fourth style, the delegating style, refl ects a low concern for both tasks and re-
lationships. This leader provides little direction or support because responsibility 
for decisions and their implementation is turned over to followers.

The bell-shaped curve in Exhibit 3.4 is called a prescriptive curve because it 
indicates when each leader style should be used. The readiness level of followers 
is indicated in the lower part of the exhibit. R1 is low readiness and R4 represents 
very high readiness. The essence of Hersey and Blanchard’s situational theory is for 
the leader to diagnose a follower’s readiness and select a style that is appropriate 

Exhibit 3.4 Hersey and Blanchard’s Situational Theory of Leadership
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for the readiness level, such as their degree of education and skills, experience, 
self-confi dence, and work attitudes.

Low Readiness Level When one or more followers exhibit very low 
levels of readiness, the leader has to be very specifi c, “telling” fol-
lowers exactly what to do, how to do it, and when. For example, 
Phil Hagans owns two McDonald’s franchises in northeast Houston 
and gives many young workers their fi rst job. He uses a telling 
style  regarding everything from how to dress to the correct way to 
clean the grill, giving young workers the strong direction they need 
to  develop to higher levels of skill and self-confi dence.12

Moderate Readiness Level A selling leadership style works well 
when followers lack some education and experience for the job but 
demonstrate confi dence, ability, interest, and willingness to learn. 
With a selling style, the leader gives some direction but also seeks 
input from and clarifi es tasks for followers rather than merely instructing how 
tasks be performed. Kierstin Higgins, founder of Accommodations by Apple, a 
small company that handles corporate relocations, fi nds the selling style appro-
priate for her young employees, who are very energetic and enthusiastic about 
their jobs but have not yet gained a lot of experience. By seeking their input 
and clarifying tasks, Higgins believes she helps her workers learn from the chal-
lenges they face rather than being  frustrated by them.13

High Readiness Level A participating style can be effective when followers have 
the necessary education, skills, and experience, but they might be insecure in their 
abilities and need some guidance from the leader. The leader can guide followers’ 
development and act as a resource for advice and assistance. An example of the 
participating style is Eric Brevig, a visual-effects supervisor with Industrial Light 
and Magic, who maximizes the creativity of artists and animators by encouraging 
participation. Rather than telling people how to do their jobs, Brevig presents them 
with a challenge and works with them to fi gure out the best way to meet it.14

Very High Readiness Level The delegating style of leadership can be 
effectively used when followers have very high levels of education, 
experience, and readiness to accept responsibility for their own 
task behavior. The leader provides a general goal and suffi cient 
authority to do the tasks as followers see fi t. Highly educated pro-
fessionals such as lawyers, college professors, and social workers 
would typically fall into this category. There are followers in almost 
every organization who demonstrate high readiness. For example, 
many fast-food outlets have had great success hiring retirees for part-
time jobs. These older employees often have high levels of readiness 
because of their vast experience and positive attitudes, and leaders can 
effectively use a delegating style.

In summary, the telling style works best for followers who demon-
strate very low levels of readiness to take responsibility for their own task behavior, 
the selling and participating styles are effective for followers with moderate-to-
high readiness, and the delegating style is appropriate for employees with very 
high readiness.

This contingency model is easier to understand than Fiedler’s model be-
cause it focuses only on the characteristics of followers, not those of the larger 

Action Memo

As a leader, you can act as a resource 

to provide advice and assistance when 

followers have a high level of skill, 

experience, and responsibility. Delegate 

responsibility for decisions and their  

implementation to followers who have very 

high levels of skill and positive attitudes. 

Action Memo

As a leader, you can  tell followers how to 

perform their tasks if they have few skills, 

little experience, or low self-confi dence. If 

followers have a moderate degree of skill 

and show enthusiasm and willingness to 

learn, provide direction but seek followers’  

input and explain your decisions.



situation. The leader should evaluate subordinates and adopt whichever style is 
needed. The leader’s style can be tailored to individual subordinates similar 

to the leader–member exchange theory described in Chapter 2. If 
one follower is at a low level of readiness, the leader must be very 
specifi c, telling exactly what to do, how to do it, and when. For a 
follower high in readiness, the leader provides a general goal and 

suffi cient authority to do the task as the follower sees fi t. Leaders can 
carefully diagnose the readiness level of followers and then tell, sell, 
participate, or delegate.

Classroom teachers face one of the toughest leadership challenges 
around because they usually deal with students who are at widely dif-

ferent levels of readiness. Consider how Carole McGraw of the  Detroit, Michigan, 
school system met the challenge.

Carole McGraw, Detroit Public Schools

Carole McGraw describes what she sees when she walks into a classroom for the 
fi rst time: “A ubiquitous sea of easily recognizable faces. There’s Jamie, whose eyes 
glow with enthusiasm for learning. And Terrell, who just came from the crib after 
having no breakfast, no supervision of his inadequate homework, and a chip on his 
shoulder because he needed to fl ip hamburgers ‘til 10 o’clock at night. . . . And Matt, 
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Insight 3.2 to determine your own readiness 

level and the style of leadership that would 
be most appropriate for you as a follower.
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Are You Ready? 
Leader’s Self-Insight 3.2

A leader’s style can be contingent upon the readiness level 
of followers. Think of yourself working in your current or 
former job. Answer the questions below based on how you 
are on that job. Please answer whether each item below is 
Mostly False or Mostly True for you in that job.

Mostly 
False

Mostly 
True

1. I typically do the exact work requ-
ired of me, nothing more or less. _______ _______

2. I am often bored and uninterested 
in the tasks I have to perform. _______ _______

3. I take extended breaks when-
ever I can. _______ _______

4. I have great interest and enthusi-
asm for the job. _______ _______

5. I am recognized as an expert by 
colleagues and coworkers _______ _______

6. I have a need to perform to the 
best of my ability. _______ _______

7. I have a great deal of relevant 
education and  experience for this 
type of work. _______ _______

8. I am involved in 
“extra-work” activities 
such as  committees. _______ _______

9. I prioritize my work and  manage 
my time well. _______ _______

Scoring and Interpretation
In the Situational Theory of Leadership, the higher the 
follower’s readiness, the more participative and del-
egating the leader can be. Give yourself one point for 
each Mostly False answer to items 1–3 and one point 
for each Mostly True answer to items 4–9. A score 
of 8–9 points would suggest a “very high” readiness 
level. A score of 7–8 points would indicate a “high” 
readiness level. A score of 4–6 points would suggest 
“moderate” readiness, and 0–3 points would indicate 
“low” readiness. What is the appropriate leadership 
style for your readiness level? What leadership style 
did your supervisor use with you? What do you think 
accounted for your supervisor’s style?  Discuss your 
results with other students to explore which leadership 
styles are actually used with subordinates who are at 
different readiness levels.
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who slumps over his desk, fast asleep from the Ritalin he took for a learning disorder 
that was probably misdiagnosed to correct a behavior problem. . . .” And on and on.

McGraw diagnosed what teenagers have in common to fi nd the best way 
to help students of such varying degrees of readiness learn. She realized that 
 teenagers are exposed to countless hours of social networking Web sites, televi-
sion programs, CDs, and disc jockeys. They spend a lot of time playing sports, eating 
junk food, talking on the phone, playing computer games, going to the movies, read-
ing pop magazines, hanging out with peers, and avoiding adults. After considering 
this, McGraw developed her teaching method focused on three concepts: painless, 
interesting, and enjoyable. Students in McGraw’s biology class now do almost all of 
their work in labs or teamwork sessions. During the labs, a captain is selected to act 
as team leader. In teams, students select a viable problem to investigate and then 
split up the work and conduct research in books, on the  Internet, and in laboratory 
experiments. Teams also spend a lot of time engaged in dialogue and brainstorming. 
McGraw will throw out an idea and let the students take off with it.

McGraw’s teaching method combines telling and participating. Students are pro-
vided with direction about certain concepts, vocabulary words, and so forth that they 
must master, along with guidelines for doing so. This provides the structure and dis-
cipline some of her low-readiness level students need to succeed. However, most of 
her leadership focuses on supporting students as they learn and grow on their own. 
Does McGraw’s innovative approach work? Sixty percent of the students get a grade 
of A and all score fairly well on objective tests McGraw gives after the teamwork is 
complete. Students from her classes score great on standardized tests like the SAT 
because they not only accumulate a lot of knowledge but also gain self-confi dence and 
learn how to think on their feet. “All the stress my kids lived with for years disappears,” 
McGraw says. “My classroom buzzes with new ideas and individual approaches.”15 

Path–Goal Theory 
Another contingency approach to leadership is called the path–goal theory.16

 According to the path–goal theory, the leader’s responsibility is to increase subor-
dinates’ motivation to attain personal and organizational goals. As illustrated in 
Exhibit 3.5, the leader increases follower motivation by either (1) clarifying the 
follower’s path to the rewards that are available or (2) increasing the rewards that 
the follower values and desires. Path clarifi cation means that the leader works with 
subordinates to help them identify and learn the behaviors that will lead to suc-
cessful task accomplishment and organizational rewards. Increasing rewards means 
that the leader talks with subordinates to learn which rewards are important to 
them—that is, whether they desire intrinsic rewards from the work itself or extrin-
sic rewards such as raises or promotions. The leader’s job is to increase personal 
payoffs to subordinates for goal attainment and to make the paths to these payoffs 
clear and easy to travel.17 

This model is called a contingency theory because it consists 
of three sets of contingencies—leader style, followers and situation, 
and the rewards to meet followers’ needs.18 Whereas the Fiedler 
theory made the assumption that new leaders could take over as 
situations change, in the path–goal theory, leaders change their be-
haviors to match the situation.

Leader Behavior
The path–goal theory suggests a fourfold classifi cation of leader be-
haviors.19 These classifi cations are the types of behavior the leader can 

Path–goal theory
a contingency approach 
to leadership in which the 
leader’s responsibility is 
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motivation by clarifying the 
behaviors necessary for task 
accomplishment and rewards 
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As a leader, you can  increase follower 

motivation, satisfaction and performance 

by adopting a leadership behavior that 

will clarify the follower’s path to receiving 

available rewards or increase the 

availability of rewards the follower desires. 
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adopt and include supportive, directive, achievement-oriented, and participative 
styles.

Supportive leadership shows concern for subordinates’ well-being and per-
sonal needs. Leadership behavior is open, friendly, and approachable, and the 
leader creates a team climate and treats subordinates as equals. Supportive lead-
ership is similar to the consideration or people-oriented leadership described 
 earlier.

Directive leadership tells subordinates exactly what they are supposed to do. 
Leader behavior includes planning, making schedules, setting performance goals 
and behavior standards, and stressing adherence to rules and regulations. Direc-
tive leadership behavior is similar to the initiating structure or task-oriented lead-
ership style described earlier.

Participative leadership consults with subordinates about decisions. Leader 
behavior includes asking for opinions and suggestions, encouraging participation 
in decision making, and meeting with subordinates in their workplaces. The par-
ticipative leader encourages group discussion and written suggestions, similar to 
the selling or participating style in the Hersey and Blanchard model.

Achievement-oriented leadership sets clear and challenging goals for subordi-
nates. Leader behavior stresses high-quality performance and improvement over 
current performance. Achievement-oriented leaders also show confi dence in sub-
ordinates and assist them in learning how to achieve high goals.

Exhibit 3.5 Leader Roles in the Path–Goal Model 

Path Clarification Increase Rewards

Leader defines what follower
must do to attain work outcomes

Leader clarifies follower’s
work role

Follower has increased knowledge
and confidence to accomplish
outcomes

Follower displays increased
effort and motivation

Organizational work out-
comes are accomplished

Leader learns follower’s needs

Leader matches follower’s needs
to rewards if work outcomes are
accomplished

Leader increases value of work
outcomes for follower

Source: Based on and reprinted from Bernard M. Bass, “Leadership: Good, Better, Best,” Organizational 
Dynamics 13 (Winter 1985), pp. 26–40. Copyright 1985, with permission from Elsevier. 
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To illustrate achievement-oriented leadership, consider the training of army 
offi cers in the Reserve Offi cers’ Training Corps (ROTC).  This training goes far 
beyond how to command a platoon. It involves the concepts of motivation, re-
sponsibility, and the creation of a team in which decision making is expected of 
everyone. Fundamentally, this training will enable offi cers to respond to any situa-
tion, not just those outlined in the manual. Thus achievement-oriented leadership 
is demonstrated: The set goals are challenging, require improvement, and demon-
strate confi dence in the abilities of subordinates.20

The four types of leader behavior are not considered ingrained personality 
traits as in the earlier trait theories; rather, they refl ect types of behavior that every 
leader is able to adopt, depending on the situation. 

Situational Contingencies
The two important situational contingencies in the path–goal theory are (1) the 
personal characteristics of group members and (2) the work environment. Per-
sonal characteristics of followers are similar to Hersey and Blanchard’s readi-
ness level and include such factors as ability, skills, needs, and motivations. For 
example, if an employee has a low level of ability or skill, the leader may need 
to provide additional training or coaching in order for the worker to improve 
performance. If a subordinate is self-centered, the leader may use monetary re-
wards to motivate him or her. Subordinates who want or need clear direction and 
authority require a directive leader to tell them exactly what to do. Craft workers 
and professionals, however, may want more freedom and autonomy and work 
best under a participative leadership style.

The work environment contingencies include the degree of task structure, 
the nature of the formal authority system, and the work group itself. The task 
structure is similar to the same concept described in Fiedler’s contingency theory; 
it includes the extent to which tasks are defi ned and have explicit job descriptions 
and work procedures. The formal authority system includes the amount of legiti-
mate power used by leaders and the extent to which policies and rules constrain 
employees’ behavior. Work-group characteristics consist of the educational level 
of subordinates and the quality of relationships among them.

Use of Rewards
Recall that the leader’s responsibility is to clarify the path to rewards for followers 
or to increase the amount of rewards to enhance satisfaction and job performance. 
In some situations, the leader works with subordinates to help them acquire the 
skills and confi dence needed to perform tasks and achieve rewards already avail-
able. In others, the leader may develop new rewards to meet the specifi c needs of 
subordinates.

Exhibit 3.6 illustrates four examples of how leadership behavior is tailored 
to the situation. In the fi rst situation, the subordinate lacks confi dence; thus, 
the supportive leadership style provides the social support with which to encour-
age the subordinate to undertake the behavior needed to do the work and receive 
the rewards. In the second situation, the job is ambiguous, and the employee is 
not performing effectively. Directive leadership behavior is used to give instruc-
tions and clarify the task so that the follower will know how to accomplish it and 
receive rewards. In the third situation, the subordinate is unchallenged by the 
task; thus, an achievement-oriented behavior is used to set higher goals. This clari-
fi es the path to rewards for the employee. In the fourth situation, an incorrect 
reward is given to a subordinate, and the participative leadership style is used to 
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Exhibit 3.6 Path–Goal Situations and Preferred Leader Behaviors 

OutcomeLeader Behavior Impact on FollowerSituation

Follower lacks
self-confidence

Ambiguous job

Lack of job
challenge

Incorrect
reward

Increases confidence
to achieve work
outcome

Clarifies path
to reward

Sets and strives
for parallel structure

Clarifies followers’
needs to change
rewards

Increased
effort;
improved
satisfaction
and
performance

Supportive
Leadership

Directive
Leadership

Achievement-
Oriented
Leadership

Participative
Leadership

change this. By discussing the subordinate’s needs, the leader is able to identify 
the correct reward for task accomplishment. In all four cases, the outcome of fi t-
ting the leadership behavior to the situation produces greater employee effort by 
either clarifying how subordinates can receive rewards or changing the rewards 
to fi t their needs.

 At The Home Depot, former CEO Bob Nardelli reinvigorated employee 
 morale—and retail sales—with his achievement-oriented leadership, which 
 cascades down from headquarters to the store level.

Bob Nardelli, The Home Depot

When Bob Nardelli took over as CEO of The Home Depot, one of his fi rst moves 
was to impose high goals for everyone from headquarters down to the store level. 
By doing so, he turned a retail chain where employees were becoming complacent 
and bored into a company full of enterprising people who thrive on challenge, 
responsibility, and recognition.

Many low-performing store managers, who were accustomed to a more relaxed 
approach, left the company. Nardelli slowly began building a cadre of talented people, 
from top to bottom, and instituting a “no-bull performance culture” that gave people 
challenging goals and generous rewards for achieving them. Rigorous talent assess-
ments, new approaches to hiring, new performance measurement systems, and pro-
grams such as the Store Leadership Program and Accelerated Leadership Program 
enhanced employee skills and reduced turnover. Nardelli monitored stores in real 
time via computer, and he spent 1 week a quarter as a “mystery shopper,” popping in 
unannounced to as many as 10 stores a day.
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Nardelli’s achievement-oriented leadership worked. Within fi ve years, sales grew 
from $45.7 billion to around $80 billion, earnings per share increased by 20 percent 
annually, and the retailer gained an edge in lucrative new segments, such as the $410 
billion professional construction market. “His real ability,” says Jack Welch, who was 
Nardelli’s boss at General Electric, “is to motivate lots of people around a mission, 
excite them about it, and make it happen.”21 

Bob Nardelli’s achievement-oriented leadership encouraged every manager 
in the organization to focus on keeping people challenged and motivated to 
reach goals. Despite Nardelli’s success increasing sales and profi ts at the retail 
chain, however, Home Depot’s stock price did not increase. Unhappy share-
holders, concerns over Nardelli’s huge pay package, his refusal to tie his stock 
awards to shareholder gains, and growing resentment over Nardelli’s often 
brusque approach led Nardelli and the board to mutually agree that he would 
resign in early 2007.22  Nardelli’s rise and abrubt fall at The Home Depot pro-
vides a good example of how an achievement-oriented leader can drive positive 
internal performance but still face external dissatisfaction in today’s corporate 
environment.

  Path–goal theorizing can be complex, but much of the research on it has 
been encouraging.23 Using the model to specify precise relationships and make 
exact predictions about employee outcomes may be diffi cult, but the four types of 
leader behavior and the ideas for fi tting them to situational contingencies provide 
a useful way for leaders to think about motivating subordinates.

The Vroom–Jago Contingency Model
The Vroom–Jago contingency model shares some basic principles with the previous 
models, yet it differs in signifi cant ways as well. This model focuses specifi cally 
on varying degrees of participative leadership, and how each level of participa-
tion infl uences quality and accountability of decisions. A number of situational 
factors shape the likelihood that either a participative or autocratic approach will 
produce the best outcome.

This model starts with the idea that a leader faces a problem that requires 
a solution. Decisions to solve the problem might be made by a leader alone, or 
through inclusion of a number of followers.

The Vroom–Jago model is very applied, which means that it tells the leader 
precisely the correct amount of participation by subordinates to use in making a 
particular decision.24 The model has three major components: leader participa-
tion styles, a set of diagnostic questions with which to analyze a decision situa-
tion, and a series of decision rules.

Leader Participation Styles
The model employs fi ve levels of subordinate participation in decision making, 
ranging from highly autocratic (leader decides alone) to highly democratic (leader 
delegates to group), as illustrated in Exhibit 3.7.25 The exhibit shows fi ve decision 
styles, starting with the leader making the decision alone (Decide), presenting 
the problem to subordinates individually for their suggestions, and then making 
the decision (Consult Individually), presenting the problem to subordinates as a 
group, collectively obtaining their ideas and suggestions, then making the decision 
(Consult Group), sharing the problem with subordinates as a group and acting 
as a facilitator to help the group arrive at a decision (Facilitate), or delegating the 
problem and permitting the group to make the decision within prescribed limits 

Vroom–Jago contingency 
model
a contingency model that 
focuses on varying degrees of 
participative leadership, and 
how each level of participation 
infl uences quality and 
accountability of decisions.

Vroom–Jago contingency 
model
a contingency model that 
focuses on varying degrees of 
participative leadership, and 
how each level of participation 
infl uences quality and 
accountability of decisions.
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(Delegate). The fi ve styles fall along a continuum, and the leader should select one 
depending on the situation.

Diagnostic Questions
How does a leader decide which of the fi ve decision styles to use? The appropri-
ate degree of decision participation depends on a number of situational factors, 
such as the required level of decision quality, the level of leader or subordinate 
expertise, and the importance of having subordinates commit to the decision. 
Leaders can analyze the appropriate degree of participation by answering seven 
diagnostic questions.

 1. Decision significance: How significant is this decision for the project 
or organization? If the decision is highly important and a high-quality 
decision is needed for the success of the project or organization, the leader 
has to be actively involved.

 2. Importance of commitment: How important is subordinate commitment 
to carrying out the decision? If implementation requires a high level of 
commitment to the decision, leaders should involve subordinates in the 
decision process.

 3. Leader expertise: What is the level of the leader’s expertise in relation to 
the problem? If the leader does not have a high amount of information, 
knowledge, or expertise, the leader should involve subordinates to 
obtain it.

Text not available due to copyright restrictions
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 4. Likelihood of commitment: If the leader were to make the decision alone, 
would subordinates have high or low commitment to the decision? If 
subordinates typically go along with whatever the leader decides, their 
involvement in the decision-making process will be less important.

 5. Group support for goals: What is the degree of subordinate support 
for the team’s or organization’s objectives at stake in this decision? If 
subordinates have low support for the goals of the organization, the 
leader should not allow the group to make the decision alone.

 6. Goal expertise: What is the level of group members’ knowledge and 
expertise in relation to the problem? If subordinates have a high level of 
expertise in relation to the problem, more responsibility for the decision 
can be delegated to them.

 7. Team competence: How skilled and committed are group members to 
working together as a team to solve problems? When subordinates have 
high skills and high desire to work together cooperatively to solve problems, 
more responsibility for the decision making can be delegated to them.

These questions seem detailed, but considering these seven situational factors 
can quickly narrow the options and point to the appropriate level of group par-
ticipation in decision making.

Selecting a Decision Style
Further development of the Vroom–Jago model added concern for time con-
straints and concern for follower development as explicit criteria for determin-
ing the level of participation. That is, a leader considers the relative importance 
of time versus follower development in selecting a decision style. This led to the 
development of two decision matrixes, a time-based model, to be used if time is 
critical, for example, if the organization is facing a crisis and a decision must be 
made immediately, and a development-based model, to be used if time and effi -
ciency are less important criteria than the opportunity to develop the thinking and 
decision-making skills of followers.

Consider the example of a small auto parts manufacturer, which owns only 
one machine for performing welds on muffl ers. If the machine has broken down 
and production has come to a standstill, a decision concerning 
the purchase of a new machine is critical and has to be made im-
mediately to get the production line moving again. In this case, a 
leader would follow the time-based model for selecting the decision 
style. However, if the machine is scheduled for routine replacement 
in three months, time is not a critical factor. The leader is then free 
to consider the importance of involving production workers in the 
decision making to develop their skills. Thus, the leader may follow 
the development-based model because time is not a critical concern.

Exhibits 3.8 and 3.9 illustrate the two decision matrixes—a time-
based model and a development-based model—that enables leaders 
to adopt a participation style by answering the diagnostic questions in 
sequence. Returning to the example of the welding machine, if the ma-
chine has broken down and must be replaced immediately, the leader 
would follow the time-based model in Exhibit 3.8. The leader enters the matrix at 
the left side, at Problem Statement, and considers the seven situational questions 
in sequence from left to right, answering high (H) or low (L) to each one and 
avoiding crossing any horizontal lines.

Action Memo

As a leader, you can use the Vroom–Jago 

model to determine the appropriate amount 

of follower participation to use in making 

a decision. You can follow the time-based 

guidelines when time is of the essence, but 

use  development-based guidelines when 

cultivating followers’ decision-making skills 

is also important. 
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The fi rst question would be: How signifi cant is this decision for the project or 
organization? If the answer is High, the leader proceeds to importance of commit-
ment: How important is subordinate commitment to carrying out the decision? If 
the answer is High, the next question pertains to leader expertise: What is the level of 
the leader’s expertise in relation to the problem? If the leader’s knowledge and  expertise 
is High, the leader next considers likelihood of commitment: If the leader were to 
make the decision alone, how likely is it that subordinates would be committed to the 
decision? If there is a high likelihood that subordinates would be committed, the deci-
sion matrix leads directly to the Decide style of decision making, in which the leader 
makes the decision alone and presents it to the group.

As noted earlier, this matrix assumes that time and effi ciency are the most 
important criteria. However, consider how the selection of a decision style would 
differ if the leader had several months to replace the welding machine and con-
sidered follower development of high importance and time of little concern. 
In this case, the leader would follow the development-driven decision matrix in 

Exhibit 3.9 Development-Driven Model for Determining an Appropriate 
Decision-Making Style—Group Problems 
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 Exhibit 3.9. Beginning again at the left side of the matrix: How signifi cant is this de-
cision for the project or organization? If the answer is High, proceed to importance 
of commitment: How important is subordinate commitment? If high, the next ques-
tion concerns likelihood of commitment (leader expertise is not considered because 
the development model is focused on involving subordinates, even if the leader has 
knowledge and expertise): If the leader were to make the decision alone, how likely 
is it that subordinates would be committed to the decision? If there is a high likeli-
hood, the leader next considers group support: What is the degree of subordinate 
support for the team’s or organization’s objectives at stake in this decision? If the 
degree of support for goals is low, the leader would proceed directly to the Group 
Consult decision style. However, if the degree of support for goals is high, the leader 
would then ask: What is the level of group members’ knowledge and expertise in 
relation to the problem? An answer of High would take the leader to the question: 
How skilled and committed are group members to working together as a team to 
solve problems? An answer of High would lead to the delegate style, in which the 
leader allows the group to make the decision within certain limits.

Note that the time-driven model takes the leader to the fi rst decision style that 
preserves decision quality and follower acceptance, whereas the  development-
driven model takes other considerations into account. It takes less time to make 
an autocratic decision (Decide) than to involve subordinates by using a Facilitate 
or Delegate style. However, in many cases, time and effi ciency are less important 
than the opportunity to further subordinate development. In many of today’s 
organizations, where knowledge sharing and widespread participation are con-
sidered critical to organizational success, leaders are placing greater emphasis on 
follower development when time is not a critical issue.

Leaders can quickly learn to use the model to adapt their styles to fi t the 
situation. However, researchers have also developed a computer-based program 
that allows for greater complexity and precision in the Vroom–Jago model and 
incorporates the value of time and value of follower development as situational 
factors rather than portraying them in separate decision matrixes.

The Vroom–Jago model has been criticized as being less than perfect,26 but 
it is useful to decision makers, and the body of supportive research is growing.27

Leaders can learn to use the model to make timely, high-quality decisions. Let’s try 
applying the model to the following problem.

Dave Robbins, Whitlock Manufacturing

When Whitlock Manufacturing won a contract from a large auto manufacturer to 
produce an engine to power its fl agship sports car, Dave Robbins was thrilled to be 
selected as a project manager. The engine, of Japanese design and extremely com-
plex, has gotten rave reviews in the automotive press. This project has dramatically 
enhanced the reputation of Whitlock Manufacturing, which was previously known 
primarily as a producer of outboard engines for marine use.

Robbins and his team of engineers have taken great pride in their work on the 
project, but their excitement was dashed by a recent report of serious engine prob-
lems in cars delivered to customers. Fourteen owners of cars produced during the 
fi rst month have experienced engine seizures. Taking quick action, the auto manu-
facturer suspended sales of the sports car, halted current production, and notifi ed 
owners of the current model not to drive the car. Everyone involved knows this is a 
disaster. Unless the engine problem is solved quickly, Whitlock  Manufacturing could 
be exposed to extended litigation. In addition, Whitlock’s valued relationship with one 
of the world’s largest auto manufacturers would probably be lost forever.
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As the person most knowledgeable about the engine, Robbins has spent two 
weeks in the fi eld inspecting the seized engines and the auto plant where they were 
installed. In addition, he has carefully examined the operations and practices in 
Whitlock’s plant where the engine is manufactured. Based on this extensive  research, 
Robbins is convinced that he knows what the problem is and the best way to solve 
it. However, his natural inclination is to involve other team members as much as pos-
sible in making decisions and solving problems. He not only values their input, but 
thinks that by encouraging greater participation he strengthens the thinking skills of 
team members, helping them grow and contribute more to the team and the organi-
zation. Therefore, Robbins chooses to consult with his team before making his fi nal 
decision. The group meets for several hours that afternoon, discussing the problem 
in detail and sharing their varied perspectives, including the information Robbins has 
gathered during his research. Following the group session, Robbins makes his deci-
sion. He will present the decision at the team meeting the following morning, after 
which testing and correction of the engine problem will begin.28

In the Whitlock Manufacturing case, either a time-driven or a development-
driven decision tree can be used to select a decision style. Although time is of 
importance, a leader’s desire to involve subordinates can be considered equally 
important. Do you think Robbins used the correct leader decision style? Let’s 
examine the problem using the development-based decision tree, since Robbins 
is concerned about involving other team members. Moving from left to right in 
Exhibit 3.9, the questions and answers are as follows: How signifi cant is this 
 decision for the organization? Defi nitely high. Quality of the decision is of critical 
importance. The company’s future may be at stake. How important is subordi-
nate commitment to carrying out the decision? Also high. The team members 
must support and implement Robbins’s solution. If Robbins makes the decision 
on his own, will team members have high or low commitment to it? The answer 
to this question is probably also high. Team members respect Robbins, and they 
are likely to accept his analysis of the problem. This leads to the question, What 
is the degree of subordinate support for the team’s or organization’s objectives 
at stake in this decision? Defi nitely high. This leads to the question, What is the 
level of group members’ knowledge and expertise in relation to the problem?
The answer to this question is probably Low, which leads to the Consult Group 
decision style. Thus, Robbins used the style that would be recommended by the 
Vroom–Jago model.

Now, assume that Robbins chose to place more emphasis on time than on 
participant involvement and development. Using the time-based decision matrix 
in Exhibit 3.8, trace the questions and answers based on the information just 
provided and rate Robbins’s level of expertise as high. Remember to avoid cross-
ing any horizontal lines. What decision style is recommended? Is it the same or 
different from that recommended by the development-based tree?

Substitutes for Leadership 
The contingency leadership approaches considered so far have focused on the 
leader’s style, the follower’s nature, and the situation’s characteristics. The fi nal 
contingency approach suggests that situational variables can be so powerful that 
they actually substitute for or neutralize the need for leadership.29 This approach 
outlines those organizational settings in which task-oriented and people-oriented 
leadership styles are unimportant or unnecessary.
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Exhibit 3.10 shows the situational variables that tend to substitute for or 
neutralize leadership characteristics. A substitute for leadership makes the leadership 
style unnecessary or redundant. For example, highly educated, professional subor-
dinates who know how to do their tasks do not need a leader who initiates structure 
for them and tells them what to do. In addition, long-term education often develops 
autonomous, self-motivated individuals. Thus, task-oriented and people-oriented 
leadership is substituted by professional education and socialization.30

A neutralizer counteracts the leadership style and prevents the leader from dis-
playing certain behaviors. For example, if a leader is physically removed from 
subordinates, the leader’s ability to give directions to subordinates is greatly re-
duced. Kinko’s, a nationwide copy center, includes numerous locations widely 
scattered across regions. Regional managers enjoy very limited personal interac-
tion due to the distances between stores. Thus, their ability to both support and 

direct is neutralized.
Situational variables in Exhibit 3.10 include characteristics of the 

followers, the task, and the organization itself. For example, when 
subordinates are highly professional, such as research scientists in com-
panies like Merck or Monsanto, both leadership styles are less important. 
The employees do not need either direction or support. With respect to 
task characteristics, highly structured tasks substitute for a task-oriented 

style, and a satisfying task substitutes for a people-oriented style.
When a task is highly structured and routine, like auditing cash, 

the leader should provide personal consideration and support that is not 
provided by the task. Satisfi ed people don’t need as much consideration. 

Likewise, with respect to the organization itself, group cohesiveness substitutes for 
both leader styles. For example, the relationship that develops among 
air traffi c controllers and jet fi ghter pilots is characterized by high-
stress interactions and continuous peer training. This cohesiveness 

provides support and direction that substitutes for formal leadership.31

Formalized rules and procedures substitute for leader task orientation 
because the rules tell people what to do. Physical separation of leader 
and subordinate neutralizes both leadership styles.

The value of the situations described in Exhibit 3.10 is that they 
help leaders avoid leadership overkill. Leaders should adopt a style 

Substitute
a situational variable that makes 
leadership unnecessary or 
redundant

Substitute
a situational variable that makes 
leadership unnecessary or 
redundant

Neutralizer
a situational characteristic that 
counteracts the leadership style 
and prevents the leader from 
displaying certain behaviors

Neutralizer
a situational characteristic that 
counteracts the leadership style 
and prevents the leader from 
displaying certain behaviors

Action MemoAs a leader, you can avoid leadership 
overkill. Adopt a style that is complementary to the organizational 

situation to ensure that both task needs and 
people needs are met. 

Exhibit 3.10 Substitutes and Neutralizers for Leadership

  Task-Oriented People-Oriented
Variable  Leadership Leadership

Organizational Group cohesiveness Substitutes for Substitutes for
variables: Formalization Substitutes for No effect on
  Inflexibility Neutralizes No effect on
  Low positional power Neutralizes Neutralizes
  Physical separation Neutralizes Neutralizes

Task  Highly structured task Substitutes for No effect on
characteristics: Automatic feedback Substitutes for No effect on
  Intrinsic satisfaction No effect on Substitutes for

Follower  Professionalism Substitutes for Substitutes for
characteristics: Training/experience Substitutes for No effect on
  Low value of rewards Neutralizes Neutralizes

Action MemoMeasure how the task characteristics of 
your job or a job you’ve held in the past 

might act as substitutes for leadership by 
answering the questions in Leader’s Self-

Insight 3.3. 



with which to complement the organizational situation. For example, the work 
situation for bank tellers provides a high level of formalization, little fl exibility, 
and a highly structured task. The head teller should not adopt a task-oriented 
style because the organization already provides structure and direction. The head 
teller should concentrate on a people-oriented style. In other organizations, if 
group cohesiveness or previous training meets employee social needs, the leader 
is free to concentrate on task-oriented behaviors. The leader can adopt a style 
complementary to the organizational situation to ensure that both task needs and 
people needs of followers are met. Leadership overkill can help to explain the 
problems Lawrence Summers encountered as president of Harvard University.
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Think about your current job, or a job you have held in 
the past. Please answer whether each item below is 
Mostly False or Mostly True for you in that job. 

TASK STRUCTURE

Mostly 
False

Mostly 
True

1. Because of the nature of the 
tasks I perform, there is little 
doubt about the best way to 
do them. _______ _______

2. My job duties are so simple that 
almost anyone could perform 
them well after a little instruc-
tion. _______ _______

3. It is difficult to figure out the 
best way to do many of my 
tasks and activities. _______ _______

4. There is really only one correct 
way to perform most of the 
tasks I do. _______ _______

TASK FEEDBACK
5. After I’ve completed a task, 

I can tell right away from the 
results I get whether I have per-
formed it correctly. _______ _______

6. My job is the kind where you 
can finish a task and not know 
if you’ve made a mistake or 
error. _______ _______

7. Because of the nature of the 
tasks I do, it is easy for me to 
see when I have done some-
thing exceptionally well. _______ _______

Leader’s Self-Insight 3.3
INTRINSIC SATISFACTION

8. I get lots of satisfaction from 
the work I do. _______ _______

9. It is hard to imagine that any-
one could enjoy performing 
the tasks I have performed on 
my job. _______ _______

10. My job satisfaction depends 
primarily on the nature of the 
tasks and activities I perform. _______ _______

Scoring and Interpretation
For your task structure score, give yourself one point 
for Mostly True answers to items 1, 2, and 4, and for 
a Mostly False answer to item 3. This is your score for 
Task Structure: _____

For your task feedback score, give yourself one point 
for Mostly True answers to items 5 and 7, and for a 
Mostly False answer to item 6. This is your score for 
Task Feedback: _____

For your intrinsic satisfaction score, score one point 
for Mostly True answers to items 8 and 10, and for a 
Mostly False answer to item 9. This is your score for 
Intrinsic Satisfaction: _____

A high score (3 or 4) for Task Structure or Task 
Feedback indicates a high potential for those elements to 
act as a substitute for task-oriented leadership. A high score 
(3) for Intrinsic Satisfaction indicates the potential to be a 
substitute for people-oriented leadership. Does your leader 
adopt a style that is complementary to the task  situation, 
or is the leader guilty of leadership overkill? How can you 
apply this understanding to your own actions as a leader?

Source: Based on ”Questionnaire Items for the Measurement 
of Substitutes for Leadership,” Table 2 in Steven Kerr and John 
M. Jermier, “Substitutes for Leadership: Their Meaning and 
Measurement,” Organizational Behavior and Human Performance 
22 (1978), pp. 375–403.
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Lawrence H. Summers, Harvard University

Leading a major university has many challenges, and one of the biggest is choosing 
the right approach with deans, faculty members, and other professionals who are 
highly educated, independent, and often perform their jobs as much for the intrinsic 
satisfaction of the work as for the pay and other extrinsic benefi ts.

As president of Harvard University, former U.S. Treasury Secretary Lawrence 
Summers tried to use a heavy, primarily task-oriented style of leadership, which 
led to serious confl icts with some faculty members and eventual demands for his 
ouster. The assertive top-down style rankled followers who have been accustomed 
to thinking of themselves not as employees but as partners in an academic enter-
prise. Faculty members at Harvard, as at many universities, have long been used 
to decentralized, democratic decision making, such as having a say in matters such 
as department mergers or new programs of study. Summers made many decisions 
on his own that followers thought should be put to a faculty vote and then used a 
directive style to get things done.

Although students in general supported Summers, the confl icts and a vote of 
no-confi dence from some faculty convinced Summers to resign with many of his 
goals and plans for the university unrealized. There are a variety of reasons for Sum-
mers’ troubles and eventual departure, but his heavy-handed task-oriented approach 
likely played a role.32 

Lawrence Summers infuriated some Harvard faculty members 
by failing to appreciate the substitutes for leadership concept. In 
this situation, professionalism, education, and intrinsic satisfaction 
make both task- and people-oriented leadership behavior less impor-
tant. Summers likely would have been more successful using a light-
handed, primarily people-oriented style.

Recent studies have examined how substitutes (the situation) can 
be designed to have more impact than leader behaviors on outcomes 
such as subordinate satisfaction.33 The impetus behind this research is the 
idea that substitutes for leadership can be designed into organizations in 
ways to complement existing leadership, act in the absence of leadership, 

and otherwise provide more comprehensive leadership alternatives. For example, 
Paul Reeves, a foreman at Harmon Auto Parts, shared half-days with his 

subordinates during which they helped him perform his leader tasks. 
After Reeves’ promotion to middle management, his group no lon-
ger required a foreman. Followers were trained to act on their own.34

Thus, a situation in which follower ability and training were highly 
developed created a substitute for leadership.

The ability to utilize substitutes to fi ll leadership “gaps” is often 
advantageous to organizations. Indeed, the fundamental assumption 
of substitutes-for-leadership researchers is that effective leadership 

is the ability to recognize and provide the support and direction not 
 already provided by task, group, and organization.

Summary and Interpretation
The most important point in this chapter is that situational variables affect lead-
ership outcomes. The contingency approaches were developed to systematically 
address the relationship between a leader and the organization. The contingency 

Action MemoAs a leader, you can use a people-oriented 
style when tasks are highly structured and 

followers are bound by formal rules and 
procedures. You can adopt a task-oriented 

style if group cohesiveness and followers’ 
intrinsic job satisfaction meet their social 

and emotional needs. 

Action MemoAs a leader, you can provide minimal 
task direction and personal support to 

highly-trained employees; followers’ 
professionalism and intrinsic satisfaction 

substitute for both task- and people-
oriented leadership.
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approaches focus on how the components of leadership style, subordinate charac-
teristics, and situational elements impact one another. Fiedler’s contingency model, 
Hersey and Blanchard’s situational theory, the path–goal theory, the Vroom–Jago 
model, and the substitutes-for-leadership concept each examine how different 
situations call for different styles of leadership behavior.

According to Fiedler, leaders can determine whether the situation is favorable 
to their leadership style. Task-oriented leaders tend to do better in very easy or 
very diffi cult situations, whereas relationship-oriented leaders do best in situa-
tions of intermediate favorability. Hersey and Blanchard contend that leaders can 
adjust their task or relationship style to accommodate the readiness level of their 
subordinates. The path–goal theory states that leaders can use a style that appro-
priately clarifi es the path to desired rewards. The Vroom–Jago model indicates 
that leaders can choose a participative decision style based on contingencies such 
as quality requirement, commitment requirement, or the leader’s information. In 
addition, concern for time (the need for a fast decision) versus concern for fol-
lower development are taken into account. Leaders can analyze each situation 
and answer a series of questions that help determine the appropriate level of fol-
lower participation. Finally, the substitutes-for-leadership concept recommends 
that leaders adjust their style to provide resources not otherwise provided in the 
organizational situation.

By discerning the characteristics of tasks, subordinates, and organizations, 
leaders can determine the style that increases the likelihood of successful lead-
ership outcomes. Therefore, effective leadership is about developing diagnostic 
skills and being fl exible in your leadership behavior.

Discussion Questions

 1. Consider Fiedler’s theory as illustrated in Exhibit 3.3. How often do you think very 
favorable, intermediate, or very unfavorable situations occur to leaders in real life? 
Discuss.

 2. Do you think leadership style is fixed and unchangeable or flexible and adaptable? 
Why?

 3. Consider the leadership position of the managing partner in a law firm. What task, 
subordinate, and organizational factors might serve as substitutes for leadership in 
this situation?

 4. Compare Fiedler’s contingency model with the path–goal theory. What are the simi-
larities and differences? Which do you prefer?

 5. If you were a first-level supervisor of  a team of telemarketers, how would you 
go about asessing the readiness level of your subordinates? Do you think most 
leaders are able to easily shift their leadership style to suit the readiness level 
of followers?

 6. Think back to teachers you have had, and identify one each who fits a supportive 
style, directive style, participative style, and achievement-oriented style according to 
the path–goal theory. Which style did you find most effective? Why?

 7. Do you think leaders should decide on a participative style based on the most effi-
cient way to reach the decision? Should leaders sometimes let people participate for 
other reasons?

 8. Consider the situational characteristics of group cohesiveness, organizational formal-
ization, and physical separation. How might each of these substitute for or neutralize 
task-oriented or people-oriented leadership? Explain.
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Leadership at Work

Task Versus Relationship Role Play
You are the new distribution manager for French Grains Bakery. Five drivers report to 
you that deliver French Grains baked goods to grocery stores in the metropolitan area. 
The drivers are expected to complete the Delivery Report to keep track of actual deliveries 
and any changes that occur. The Delivery Report is a key element in inventory control and 
provides the data for French Grains invoicing of grocery stores. Errors become excessive 
when drivers fail to complete the report each day, especially when store managers request 
different inventory when the driver arrives. As a result, French Grains may not be paid 
for several loaves of bread a day for each mistake in the Delivery Report. The result is lost 
revenue and poor inventory control.

One of the drivers accounts for about 60 percent of the errors in the Delivery Reports. 
This driver is a nice person and generally reliable, but sometimes is late for work. His 
major problem is that he falls behind in his paperwork. A second driver accounts for about 
30 percent of the errors, and a third driver for about 10 percent of the errors. The other 
two drivers turn in virtually error-free Delivery Reports.

You are a high task-oriented (and low relationship-oriented) leader, and have decided 
to talk to the drivers about doing a more complete and accurate job with the Delivery 
Report. Write below exactly how you will go about correcting this problem as a task-
oriented leader. Will you meet with drivers individually or in a group? When and where 
will you meet with them? Exactly what will you say and how will you get them to listen?

Now adopt the role of a high relationship-oriented (and low task-oriented) leader. 
Write below exactly what you will do and say as a relationship-oriented distribution man-
ager. Will you meet with the drivers individually or in a group? What will you say and 
how will you get them to listen? 

In Class: The instructor can ask students to volunteer to play the role of the 
Distribution Manager and the drivers. A few students can take turns role playing 
the Distribution Manager in front of the class to show how they would handle the 
drivers as task- and relationship-oriented leaders. The instructor can ask other students 
for feedback on the leader’s effectiveness and on which approach seems more effective for 
this situation, and why.

Source: Based on K. J. Keleman, J. E. Garcia, and K. J. Lovelace, Management Incidents: Role Plays for Management 
Development (Kendall Hunt Publishing Company, 1990), pp. 69–72. 
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Finance Department
Ken Osborne stared out the window, wondering what he could do to get things back on 
track. When he became head of the finance department of a state government agency, 
Osborne inherited a group of highly trained professionals who pursued their jobs with 
energy and enthusiasm. Everyone seemed to genuinely love coming to work every day. The 
tasks were sometimes mundane, but most employees liked the structured, routine nature 
of the work. In addition, the lively camaraderie of the group provided an element of fun 
and excitement that the work itself sometimes lacked.

Ken knew he’d had an easy time of things over the last couple of years—he had been 
able to focus his energies on maintaining relationships with other departments and agen-
cies and completing the complex reports he had to turn in each month. The department 
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practically ran itself. Until now. The problem was Larry Gibson, one of the department’s 
best employees. Well-liked by everyone in the department, Gibson had been a key con-
tributor to developing a new online accounting system, and Ken was counting on him 
to help with the implementation. But everything had changed after Gibson attended a 
professional development seminar at a prestigious university. Ken had expected him to 
come back even more fired up about work, but lately Larry was spending more time on 
his outside professional activities than he was on his job. “If only I’d paid more atten-
tion when all this began,” Ken thought, as he recalled the day Larry asked him to sign 
his revised individual development plan. As he’d done in the past, Ken had simply chat-
ted with Larry for a few minutes, glanced at the changes, and initialed the modification. 
Larry’s revised plan included taking a more active role in the state accountants’ society, 
which he argued would enhance his value to the agency as well as improve his own skills 
and professional contacts.

Within a month, Ken noticed that most of Gibson’s energy and enthusiasm seemed 
to be focused on the society rather than the finance department. On “first Thursday,” the 
society’s luncheon meeting day, Larry spent most of the morning on the phone notifying 
people about the monthly meeting and finalizing details with the speaker. He left around 
11 a.m. to make sure things were set up for the meeting and usually didn’t return until 
close to quitting time. Ken could live with the loss of Gibson for one day a month, but 
the preoccupation with society business seemed to be turning his former star employee 
into a part-time worker. Larry shows up late for meetings, usually doesn’t participate very 
much, and seems to have little interest in what is going on in the department. The new 
accounting system is floundering because Larry isn’t spending the time to train people in 
its effective use, so Ken is starting to get complaints from other departments. Moreover, 
his previously harmonious group of employees is starting to whine and bicker over minor 
issues and decisions. Ken has also noticed that people who used to be hard at work when 
he arrived in the mornings seem to be coming in later and later every day.

“Everything’s gone haywire since Larry attended that seminar,” Ken brooded. “I 
thought I was one of the best department heads in the agency. Now, I realize I haven’t had 
to provide much leadership until now. Maybe I’ve had things too easy.”

Source: Based on David Hornestay, “Double Vision,” Government Executive (April 2000), pp. 41–44.

QUESTIONS

 1. Why had Ken Osborne’s department been so successful even though he has provided 
little leadership over the past two years?

 2. How would you describe Osborne’s current leadership style? Based on the path–goal 
theory, which style do you think he might most effectively use to turn things around 
with Larry Gibson?

 3. If you were in Osborne’s position, describe how you would evaluate the situation 
and handle the problem.
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Chapter 4
Your Leadership Challenge
After reading this chapter, you should be able to:

• Identify major personality dimensions and understand how personality 
influences leadership and relationships within organizations.

• Clarify your instrumental and end values, and recognize how values 
guide thoughts and behavior.

• Define attitudes and explain their relationship to leader behavior.

• Explain attribution theory and recognize how perception affects the 
leader-follower relationship.

• Recognize individual differences in cognitive style and broaden your 
own thinking style to expand leadership potential.

• Understand different types of leadership roles and the cognitive skills, 
personalities, and behaviors that might contribute to your success and 
happiness in each type of role.
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The Leader as an Individual
Thom Keeton, an offshore oil rig manager for Transocean Sedco Forex, 
keeps a color chart under the glass covering his desk. When a crew member 
comes in, Keeton checks the color of the dot on his hard hat to help him 
know how to relate to the worker. The colored dots are a shorthand way 
to help people understand one another’s personality styles. Reds tend to be 
strong-willed and decisive, whereas Greens are cautious and serious. Blues 
are sensitive and dislike change, and sunny Yellows are emotional and talk-
ative. If Keeton, a red–green leader, sees that a worker is a blue–yellow, he 
knows to tone down his blunt, to-the-point style to enhance communication 
and understanding.

The color-coding system, which grew out of a training program that 
profi led employees’ personalities, started as a way to help people commu-
nicate better and work together more smoothly. Color charts are posted 
not only in offi ces, but on the bulkheads of Transocean’s rigs. Cramped 
living conditions, aggressive bosses, and frayed nerves can lead to volatile 
and dangerous conditions on an oil rig, and Transocean leaders  believe 
the training has relieved tensions and helped people get along better. 
One worker, who’s a laid-back blue-yellow, says he can now cope with 
“those high-strung red-greens” because he understands where they’re 
coming from.

Employees aren’t required to show their colors, and some don’t. One 
employee who doesn’t reveal his colors publicly is CEO J. Michael Talbert, 
who says he needs to be a bit of a chameleon because he has to change his 
own personality to suit the people he’s dealing with at the time. Transocean’s 
training instructor reveals that Talbert’s really a green–blue. However, he 
can act like a competitive red when he needs to, the instructor says, refer-
ring to a recent merger. “Once the merger stuff settles down, he’ll go back 
to green and blue.”1

We all know that people differ in many ways. Some are quiet and shy 
while others are gregarious; some are thoughtful and serious while oth-
ers are impulsive and fun-loving. All these individual differences affect the 
leader–follower interaction. Differences in personality, attitudes, values, and 
so forth infl uence how people interpret an assignment, whether they like 
to be told what to do, how they handle challenges, and how they interact 
with others. Leaders’ personalities and attitudes, as well as their ability to 
understand individual differences among employees, can profoundly affect 
leadership effectiveness. Many of today’s organizations are using personal-
ity and other psychometric tests as a way to help people better understand 
and relate to one another. 

In Chapter 2, we examined studies of some personality traits, individual 
qualities, and behaviors that are thought to be consistent with effective lead-
ership. Chapter 3 examined contingency theories of leadership, which con-
sider the relationship between leader activities and the situation in which 
they occur, including followers and the environment. Clearly, organizational 
leadership is both an individual and an organizational phenomenon. This 
chapter explores the individual in more depth, looking at some individual 
differences that can infl uence leadership abilities and success. We begin 
by looking at personality and some leader-related personality dimensions. 
Then, the chapter considers how values affect leadership and the ways in 
which a leader’s attitudes toward self and others infl uence behavior. We also 
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explore the role of perception, discuss attribution theory, and look at cognitive 
differences, including a discussion of thinking and decision-making styles and the 
concept of brain dominance. Finally, the chapter considers the idea that different 
personalities and thinking styles are better suited to different types of leadership 
roles.

Personality and Leadership
Some people are consistently pleasant in a variety of situations, whereas others 
are moody or aggressive. To explain this behavior, we may say, “He has a pleas-
ant personality,” or “She has an aggressive personality.” This is the most common 
usage of the term personality, and it refers to an individual’s behavior patterns 
as well as how the person is viewed by others. However, there is also a deeper 
meaning to the term. Personality is the set of unseen characteristics and processes 
that underlie a relatively stable pattern of behavior in response to ideas, objects, 
or people in the environment. Leaders who have an understanding of how indi-
viduals’ personalities differ can use this understanding to improve their leadership 
effectiveness.

A Model of Personality
Most people think of personality in terms of traits. As we discussed in Chapter 2, 
researchers have investigated whether any traits stand up to scientifi c scrutiny, 
and we looked at some traits associated with effective leadership. Although in-
vestigators have examined thousands of traits over the years, their fi ndings have 
been distilled into fi ve general dimensions that describe personality. These often 
are called the Big Five personality dimensions, which describe an individual’s extraver-
sion, agreeableness, conscientiousness, emotional stability, and openness to expe-
rience.2 Each dimension contains a wide range of specifi c traits—for example, all 
of the personality traits that you would use to describe a teacher, friend, or boss 
could be categorized into one of the Big Five dimensions. These factors represent 
a continuum, in that a person may have a low, moderate, or high degree of each 
of the dimensions.

Extraversion is made up of traits and characteristics that infl uence behavior in 
group settings. Extraversion refers to the degree to which a person is outgoing, 
sociable, talkative, and comfortable meeting and talking to new people. Someone 
low on extraversion may come across as quiet, withdrawn, and socially unassert-
ive. This dimension also includes the characteristic of dominance. A person with 
a high degree of dominance likes to be in control and have infl uence over others. 
These people often are quite self-confi dent, seek out positions of authority, and 
are competitive and assertive. They like to be in charge of others or have respon-
sibility for others. It is obvious that both dominance and extraversion could be 

valuable for a leader. However, not all effective leaders necessarily have 
a high degree of these characteristics. 

For example,  many successful top leaders, including Bill Gates, 
Charles Schwab, and Steven Spielberg, are introverts, people who be-
come drained by social encounters and need time alone to refl ect and 
recharge their batteries. One study found that 4 in 10 top executives 
test out to be introverts.3 Thus, the quality of extraversion is not as 

signifi cant as is often presumed. In addition, a high degree of domi-
nance could even be detrimental to effective leadership if not tempered 
by other qualities, such as agreeableness or emotional stability.

Personality
the set of unseen characteristics 
and processes that underlie 
a relatively stable pattern of 
behavior in response to ideas, 
objects, and people in the 
environment

Personality
the set of unseen characteristics 
and processes that underlie 
a relatively stable pattern of 
behavior in response to ideas, 
objects, and people in the 
environment

Big Five personality 
dimensions
fi ve general dimensions 
that describe personality: 
extraversion, agreeableness, 
conscientiousness, emotional 
stability, and openness to 
experience

Big Five personality 
dimensions
fi ve general dimensions 
that describe personality: 
extraversion, agreeableness, 
conscientiousness, emotional 
stability, and openness to 
experience

Extraversion
the degree to which a person is 
outgoing, sociable, talkative, and 
comfortable meeting and talking 
to new people

Extraversion
the degree to which a person is 
outgoing, sociable, talkative, and 
comfortable meeting and talking 
to new people

Action MemoSee where you fall on the Big Five 
scale for extraversion, agreebleness, 

conscientiousness, emotional stability, and 
openness to experience by answering the 

questions in Leader’s Self-Insight 4.1.



Agreeableness refers to the degree to which a person is able to get along with 
others by being good-natured, cooperative, forgiving, compassionate, understand-
ing, and trusting. A leader who scores high on agreeableness seems warm and ap-
proachable, whereas one who is low on this dimension may seem cold, distant, 
and insensitive. People high on agreeableness tend to make friends easily and 
often have a large number of friends, whereas those low on agreeableness gener-
ally establish fewer close relationships. 

Traits of agreeableness seem to be particularly important for leaders in  today’s 
collaborative organizations. The days are over when a hard-driving  manager can 
run roughshod over others to earn a promotion. Today’s successful leaders are 
not the tough guys of the past but those men and women who know how to 
get people to like and trust them.4 One recent book even argues that the secret 
to success in work and in life is likability. We all know we’re more willing to 
do something for someone we like than for someone we don’t, whether it be 
a teammate, a neighbor, a professor, or a supervisor. Leaders can increase their 
likeability by developing characteristics of agreeableness, including being friendly 
and  cooperative, understanding other people in a genuine way, and striving to 

Agreeableness
the degree to which a person is 
able to get along with others by 
being good-natured, cooperative, 
forgiving, compassionate, 
understanding, and trusting

Agreeableness
the degree to which a person is 
able to get along with others by 
being good-natured, cooperative, 
forgiving, compassionate, 
understanding, and trusting
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Leader’s Self-Insight 4.1
The Big Five Personality Dimensions

Each individual’s collection of personality traits is different; it is what makes us unique. But, although each collection of 
traits varies, we all share many common traits. The following phrases describe various traits and behaviors. Rate how 
accurately each statement describes you, based on a scale of 1 to 5, with 1 being very inaccurate and 5 very accurate. 
Describe yourself as you are now, not as you wish to be. There are no right or wrong answers.

1   2   3   4   5
 Very Inaccurate Very Accurate

Which are your most prominent traits? For fun and discussion, compare your responses with those of classmates.

Source: These questions were adapted from a variety of sources.

Extraversion

I am usually the life of the party. 1    2    3    4    5

I feel comfortable around people. 1    2    3    4    5

I am talkative. 1    2    3    4    5

 Neuroticism (Low Emotional Stability)

I often feel critical of myself. 1    2    3    4    5

I often envy others. 1    2    3    4    5

I am temperamental. 1    2    3    4    5

 Openness to New Experiences

I am imaginative. 1    2    3    4    5

I prefer to vote for liberal
political candidates. 1    2    3    4    5

I really like art. 1    2    3    4    5

Agreeableness

I am kind and sympathetic. 1    2    3    4    5

I have a good word for everyone. 1    2    3    4    5

I never insult people. 1    2    3    4    5

Conscientiousness

I am systematic and efficient. 1    2    3    4    5

I pay attention to details. 1    2    3    4    5

I am always prepared for class. 1    2    3    4    5
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make people feel positive about themselves.5 Bob and Stan Lee, brothers who run 
a  family-owned manufacturing plant that makes parts for machines that produce 
 cardboard boxes, are striving to incorporate this advice to improve their leader-
ship effectiveness.

Bob and Stan Lee, Corrugated Replacements Inc.

Corrugated Replacements Inc. (CRI) has been successful since the day Bob and 
Stan Lee founded it in their family’s barn more than 25 years ago. But the indus-
try is changing, with consolidation in the paper industry and the outsourcing of 
manufacturing to lower-wage countries. To meet the new challenges, the com-
pany requested the advice of experts about what internal changes they needed 
to make.

Although the two top leaders were concerned mainly about strategic issues, 
the team of consultants pointed out that one of the company’s biggest problems 
was poor morale and alienation among employees. In a small, family-owned com-
pany, one might expect to fi nd a warm, family feeling, but that wasn’t the case at 
CRI. One staff member joked that it seemed the leaders feared that sales might 
actually increase if they listened to their staff. Comments from the shop fl oor were 
even more biting. “In the time I’ve worked here, the owner has said maybe two 
words [to me and given me] no handshake when I’ve come through the door,” one 
production worker said. Another added, “A pat on the back would go a long way 
with me.” 

The hazards of failing to make people feel appreciated  became painfully clear 
when the Lees moved CRI from the original plant in Atlanta to a new facility in 
northern Georgia. More than 80 percent of employees, including a top-notch plant 
foreman, chose not to make the move, forcing the Lees to hire a new and largely 
untrained workforce.

Based on suggestions from the team of consultants, the Lees started holding 
monthly management meetings to foster better communication, placed a sugges-
tion box on the plant fl oor, and boosted benefi ts. The biggest challenge, though, is 
for the leaders to learn to be friendlier with their employees, such as by building 
time into each workday to connect with shop fl oor workers.6 

At Corrugated Replacements Inc., Bob and Stan Lee have begun their change 
initiative with the more easily-implemented ideas, such as a suggestion box. 
 However, unless they can adopt behaviors that make them more agreeable and 
likable, employees aren’t likely to respond positively to any of the other iniatives 
aimed at improving morale. 

The next personality dimension, conscientiousness, refers to the degree to 
which a person is responsible, dependable, persistent, and achievement-oriented. 
A conscientious person is focused on a few goals, which he or she pursues in a 
purposeful way, whereas a less conscientious person tends to be easily distracted 
and impulsive. This dimension of personality relates to the work itself rather 
than to relationships with other people. Many entrepreneurs show a high level of 
conscientiousness. For example, Mary Clare Murphy and Christie Miller started 
 FSBOMadison to help people sell their homes without going through a tradi-
tional real estate agent. As one of the country’s largest for-sale-by-owner Web 
sites,  FSBOMadison now lists almost 15 percent of all houses for sale in and 
around Madison, Wisconsin. The two women stayed focused on their goal despite 
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Action Memo

As a leader, you can learn about your own 

basic personality dimensions and how to 

emphasize the positive aspects of your 

personality in dealing with followers.

resistance from the local real estate industry, and they work around the clock 
to manage the thriving business. One woman called at midnight to ask whether 
she should paint a closet to make her house more marketable. “Calls come at all 
hours, even on Christmas,” Miller says.7

The dimension of emotional stability refers to the degree to which a person is 
well-adjusted, calm, and secure. A leader who is emotionally stable handles stress 
well, is able to handle criticism, and generally doesn’t take mistakes and failures 
personally. In contrast, leaders who have a low degree of emotional stability are 
likely to become tense, anxious, or depressed. They generally have lower self-
confi dence and may explode in emotional outbursts when stressed or criticized. 
The related topic of emotional intelligence will be discussed in detail in the next 
chapter.

The fi nal Big Five dimension, openness to experience, is the degree to which a 
person has a broad range of interests and is imaginative, creative, and willing 
to consider new ideas. These people are intellectually curious and often seek 
out new experiences through travel, the arts, movies, reading widely, or other 
activities. Steve Odland, CEO of Offi ce Depot, for example, has spent his vaca-
tion for the past 11 years at the Chautauqua Institution in upstate New York, 
which offers arts performances, participation in sports, classes for adults and 
children, and daily lectures on a wide range of topics, from religion to gover-
nance. “When I’m at a Chautauqua lecture with 1,000 people who are intel-
lectually curious,”  Odland says, “that opens my mind to a breadth of issues and 
points of view.”8

People lower in this dimension tend to have narrower interests and stick 
to the tried-and-true ways of doing things. Open-mindedness is important to 
leaders because, as we learned in Chapter 1, leadership is about change rather 
than stability. In an interesting study of three nineteenth-century leaders—
John Quincy Adams, Frederick Douglass, and Jane Addams—one researcher 
found that early travel experiences and exposure to different ideas and  cultures 
were critical elements in developing open-minded qualities in these leaders.9

Travel during the formative years helped these leaders develop a greater  degree 
of openness to experience because it put them in situations that required 
 adaptability.

Despite the logic of the Big Five personality dimensions, 
they can be diffi cult to measure precisely. In addition, since each 
dimension is made up of numerous traits, a person can be high 
on some of the specifi c traits but low on others. For example, 
concerning the dimension of conscientiousness, it might be pos-
sible for a person to be highly responsible and dependable and yet 
also have a low degree of achievement-orientation. Furthermore, 
research has been mostly limited to subjects in the United States, so 
the theory is diffi cult to apply cross-culturally.

Few studies have carefully examined the connection between the Big Five 
and leadership success. One recent summary of more than 70 years of person-
ality and leadership research did fi nd evidence that four of the fi ve dimensions 
were consistently related to successful leadership.10 The researchers found con-
siderable evidence that people who score high on the dimensions of extraver-
sion, agreeableness, conscientiousness, and emotional stability are more success-
ful leaders.  Results for openness to experience were less consistent; that is, in 
some cases, higher scores on this dimension related to better performance, but 
they did not seem to make a difference in other cases. Yet, in a recent study by 
a team of psychologists of the personality traits of the greatest U.S. presidents 
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(as determined by historians), openness to experience produced the highest cor-
relation with  historians’  ratings of greatness. The study noted that presidents 
such as Abraham Lincoln and Thomas Jefferson were high on this personal-
ity dimension. Other  personality dimensions the team found to be associated 
with great presidents were extraversion and conscientiousness, including traits 
such as aggressiveness, setting ambitious goals, and striving for achievement. 
Although agreeableness did not correlate with greatness, the ability to empathize 
with  others and being concerned for others, which could be considered elements 
of emotional stability, did.11

It is important to note that few leaders have consistently high scores across all 
of the Big Five dimensions, yet there are many successful leaders. Higher scores on 
the Big Five dimensions are not necessarily predictive of leadership effectiveness, 
and persons who score toward the lower end of the scale can also be good leaders. 
The value of the Big Five for leaders is primarily to help them understand their 
own basic personality dimensions, and then learn to emphasize the positive and 
mitigate the negative aspects of their own natural style. 

Exhibit 4.1 gives some tips for both introverts and extraverts to help 
them be better leaders. Many factors contribute to effective leadership. As 
we learned in the previous two chapters, situational factors play a role in 
determining which traits may be most important. In addition, a leader’s intel-
ligence, knowledge of the business, values and attitudes, and problem-solving 
styles, which are not measured by the Big Five, also play a role in leadership 
effectiveness. Later in this chapter, we will discuss values and attitudes, as well 
as examine some cognitive differences that affect leadership. First, let’s look 
more closely at two personality attributes that have signifi cant implications 
for leaders.

Source: Based on Patricia Wallington, “The Ins and Outs of Personality,” CIO (January 15, 2003), pp. 42, 44. 

Exhibit 4.1 Maximizing Leadership Effectiveness

Tips for Extraverts Tips for Introverts

• Don’t bask in the glow of your • Get out and about. Resist the urge 
own personality. Learn to hold  to hibernate.
back and listen to others when  • Practice being friendly and outgoing
the situation calls for it.  in settings outside of work. Take

• Try to underwhelm. Your natural  your new skills to the office.
exuberance can be intimidating and  • Give yourself a script. Come up 
miss important facts and ideas.  with a few talking points you can

• Talk less, listen more. Develop the  rely on to cover silences in
discipline to let others speak first on   conversations.
an issue to avoid the appearance of • Smile. A frown or a soberly
arrogance.  introspective expression can be

• Don’t be Mr. or Ms. Personality.   misinterpreted. A bright countenance
Extraverts tend to agree too quickly  reflects confidence that you know
just to be liked. These casual agree-  where you’re going and want
ments can come back to haunt you.  others to follow.
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Personality Traits and Leader Behavior 
Two specifi c personality attributes that have a signifi cant impact on behavior 
and are thus of particular interest for leadership studies are locus of control and 
authoritarianism.

Locus of Control Some people believe that their actions can strongly affect what 
happens to them. In other words, they believe they are “masters of their own fate.” 
Others feel that whatever happens to them in life is a result of luck, chance, or 
outside people and events; they believe they have little control over their fate. A 
person’s locus of control defi nes whether he or she places the primary responsibility 
within the self or on outside forces.12 People who believe their actions determine 
what happens to them have a high internal locus of control (internals), whereas 
those who believe outside forces determine what happens to them have a high 
external locus of control (externals).

Research on locus of control has shown real differences in behavior between 
internals and externals across a wide range of settings.13 Internals in general are 
more self-motivated, are in better control of their own behavior, participate more 
in social and political activities, and more actively seek information. There is 
also evidence that internals are better able to handle complex information and 
problem solving, and that they are more achievement-oriented than 
externals. In  addition, people with a high internal locus of con-
trol are more likely than externals to try to infl uence others, 
and thus more likely to assume or seek leadership opportunities. 
People with a high external locus of control typically prefer to 
have structured, directed work situations. They are better able than 
internals to handle work that requires compliance and conformity, 
but they are generally not as effective in situations that require ini-
tiative, creativity, and independent action. Therefore, since externals 
do best in situations where success depends on complying with the 
direction or guidance of others, they are less likely to enjoy or succeed 
in leadership positions.

Authoritarianism The belief that power and status differences should exist in an 
organization is called authoritarianism.14 Individuals who have a high degree of this 
personality trait tend to adhere to conventional rules and values, obey established 
authority, respect power and toughness, judge others critically, and disapprove 
of the expression of personal feelings. A leader’s degree of authoritarianism will 
affect how the leader wields and shares power. A highly authoritarian leader is 
likely to rely heavily on formal authority and unlikely to want to share power 
with subordinates. High authoritarianism is associated with the traditional, ratio-
nal approach to management described in Chapter 1. The new leadership para-
digm requires that leaders be less authoritarian, although people who rate high 
on this personality trait can be effective leaders as well. Leaders 
should also understand that the degree to which followers possess 
authoritarianism infl uences how they react to the leader’s use of 
power and authority. When leaders and followers differ in their 
degree of authoritarianism, effective leadership may be more dif-
fi cult to achieve.

A trait that is closely related to authoritarianism is dogmatism, 
which refers to a person’s receptiveness to others’ ideas and opin-
ions. A highly dogmatic person is closed-minded and not receptive 
to others’ ideas. When in a leadership position, dogmatic individuals 
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Action Memo

Do you believe luck, chance, or the actions 

of other people play a major role in your 

life, or do you feel in control of your own 

fate? Learn more about your locus of control 

by completing the questionnaire in Leader’s 

Self-Insight 4.2 on page 104.

Action Memo

As a leader, you can improve your 

effectiveness by recognizing how traits such 

as authoritarianism and locus of control 

affect your relationships with followers. 

You can tone down a strong authoritarian or 

dogmatic personality to motivate others.



often make decisions quickly based on limited information, and they are unrecep-
tive to ideas that confl ict with their opinions and decisions. Effective leaders, on 
the other hand, generally have a lower degree of dogmatism, which means they 
are open-minded and receptive to others’ ideas.

Understanding how personality traits and dimensions affect behavior can be 
a valuable asset for leaders. Knowledge of individual differences gives leaders 
valuable insights into their own behavior as well as that of followers. It also of-
fers a framework that leaders can use to diagnose situations and make changes 
to benefi t the organization. For example, when Reed Breland became a team fa-
cilitator at Hewlett-Packard’s fi nancial services center in Colorado, he noticed 
immediately that one team was in constant turmoil. Breland’s understanding of 

Leader’s Self-Insight 4.2
For each of these ten questions, indicate the extent to 
which you agree or disagree using the following scale:
1 = Strongly disagree 5 = Slightly agree
2 = Disagree  6 = Agree
3 = Slightly disagree 7 = Strongly agree
4 = Neither agree or disagree
   Strongly Strongly
   disagree agree

 1. When I get what I want, it’s  1 2 3 4 5 6 7
usually because I worked 
hard for it.

 2. When I make plans, I am  1 2 3 4 5 6 7
almost certain to make 
them work.

 3. I prefer games involving  1 2 3 4 5 6 7
some luck over games 
requiring pure skill.

 4. I can learn almost anything  1 2 3 4 5 6 7
if I set my mind to it.

 5. My major accomplishments  1 2 3 4 5 6 7
are entirely due to my hard 
work and ability.

 6. I usually don’t set goals,  1 2 3 4 5 6 7
because I have a hard time 
following through on them.

 7. Competition discourages  1 2 3 4 5 6 7
excellence.

 8. Often people get ahead just  1 2 3 4 5 6 7
by being lucky.

 9. On any sort of exam or  1 2 3 4 5 6 7
competition, l like to know 
how well I do relative to 
everyone else.

 10. It’s pointless to keep  1 2 3 4 5 6 7
working on something 
that’s too difficult for me.

Scoring and Interpretation

To determine your score, reverse the values you selected 
for questions 3, 6, 7, 8, and 10 (1 � 7, 2 � 6, 3 � 5, 4 � 
4, 5 � 3, 6 � 2, 7 � 1). For example, if you strongly dis-
agreed with the statement in question 3, you would have 
given it a value of 1. Change this value to a 7. Reverse 
the scores in a similar manner for questions 6, 7, 8, 
and 10. Now add the point values from all 10 questions 
together.
Your score:_______
This questionnaire is designed to measure locus of 
control beliefs. Researchers using this questionnaire in 
a study of college students found a mean of 51.8 for 
men and 52.2 for women, with a standard deviation of 
6 for each. The higher your score on this questionnaire, 
the more you tend to believe that you are generally 
responsible for what happens to you; in other words, 
high scores are associated with internal locus of con-
trol. Low scores are associated with external locus of 
control. Scoring low indicates that you tend to believe 
that forces beyond your control, such as powerful other 
people, fate, or chance, are responsible for what hap-
pens to you.

Sources: Adapted from J. M. Burger, Personality: Theory and 
Research (Belmont, CA: Wadsworth, 1986), pp. 400–401, cited in 
D. Hellriegel, J. W. Slocum, Jr., and R. W. Woodman, Organizational 
Behavior, 6th ed. (St. Paul, MN: West Publishing Co., 1992), 
pp. 97–100. Original Source: D. L. Paulhus. “Sphere-Specific 
Measures of Perceived Control.”Journal of Personality and Social 
Psychology 44 (1983), pp. 1253–1265.
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individual differences helped him recognize that two members of the team had 
a severe personality clash and could not see eye-to-eye on any issue. Although 
Breland tried to work things out within the team, after several months he simply 
dissolved the group and reassigned members to other areas. The team members 
all did fi ne in other assignments; the personality confl ict between the two mem-
bers was just too strong to overcome and it affected the team’s productivity and 
effectiveness.15

Values and Attitudes 
In addition to personality differences, people differ in the values and attitudes 
they hold. These differences affect the behavior of leaders and followers.

Instrumental and End Values
Values are fundamental beliefs that an individual considers to be important, 
that are relatively stable over time, and that have an impact on attitudes, 
perception, and behavior.16 Values are what cause a person to prefer that 
things be done one way rather than another way. Whether we recognize it or 
not, we are constantly valuing things, people, or ideas as good or bad, pleas-
ant or unpleasant, ethical or unethical, and so forth.17 When a person has 
strong values in certain areas, these can have a powerful infl uence on behav-
ior. For example, a person who highly values honesty and integrity might lose 
respect and lessen his commitment and performance for a leader who tells 
“little white lies.”

One way to think about values is in terms of instrumental and end values.18

Social scientist Milton Rokeach developed a list of 18 instrumental values and 
18 end values that have been found to be more or less universal across cultures. 
End values, sometimes called terminal values, are beliefs about the kind of goals 
or outcomes that are worth trying to pursue. For example, some people value 
security, a comfortable life, and good health above everything else as the im-
portant goals to strive for in life. Others may place greater value on social 
recognition, pleasure, and an exciting life. Instrumental values are beliefs about 
the types of  behavior that are appropriate for reaching goals. Instrumental val-
ues include such things as being helpful to others, being honest, or exhibiting 
courage.

Although everyone has both instrumental and end values, individuals dif-
fer in how they order the values into priorities, which accounts for tremendous 
variation among people. Part of this difference relates to culture. In the United 
States, independence is highly valued and is reinforced by many institutions, 
including schools, religious organizations, and businesses. Other cultures place 
less value on independence and more value on being part of a tigh
munity. A person’s family background also infl uences his or her
values. Values are learned, not inherited, but some values be-
come incorporated into a person’s thinking very early in life. 
Some leaders cite their parents as a primary source of their lead-
ership abilities because they helped to shape their values.19 Bill
Farmer, president of the Jackson-Monroe (Mississippi) division 
of Time Warner Cable, says his mother instilled in him the impor-
tance of giving back to the community. Farmer voluteers as a guest
reader at Jackson State University’s Learning Center, has served on
the boards of numerous non-profi t organizations, and is actively

ValuesValues
fundamental beliefs that an fundamental beliefs that an
individual considers to be individual considers to be
important, that are relativelyimportant, that are relatively
stable over time, and that have an stable over time, and that have an
impact on attitudes and behaviorimpact on attitudes and behavior

End valuesEnd values
sometimes called terminalsometimes called terminal
values, these are beliefs about values, these are beliefs about
the kind of goals or outcomes the kind of goals or outcomes
that are worth trying to pursuethat are worth trying to pursue
Instrumental valuesInstrumental values
beliefs about the types ofbeliefs about the types of
behavior that are appropriate forbehavior that are appropriate for
reaching goalsreaching goals

Action Memo

Complete the exercise in Leader’s Self-

Insight 4.3 on page 106 to see what you can 

learn about your own values and how they 

affect your decisions and actions. Were you 

surprised by any of your instrumental or end 

values?



involved in local Chamber of Commerce initiatives designed to create a positive 
community environment.20 

Our values are generally fairly well established by early adulthood, but a 
person’s values can also change throughout life. This chapter’s Consider This
 refl ects on how the values that shape a leader’s actions in a moment of crisis have 
been developed over time. Values may affect leaders and leadership in a number 
of ways.21 For one thing, a leader’s personal values affect his or her perception of 
situations and problems. Perception will be discussed in more detail in the follow-
ing section. Values also affect how leaders relate to others. A leader who values 
obedience, conformity, and politeness may have a diffi cult time understanding 
and appreciating a follower who is self-reliant, independent, creative, and a bit 
rebellious. Consider the kind of values that contribute to successful leadership at 
Whole Foods Market.

In each column below, place a check mark by the five 
values that are most important to you. After you have 
checked five values in each column, rank order the 
checked values in each column from one to five, with 
1 = most important and 5 = least important.

Rokeach’s Instrumental and End Values

End Values  Instrumental Values
A comfortable life ____ Ambition ____
Equality ____ Broad-mindedness ____
An exciting life ____ Capability ____
Family security ____ Cheerfulness ____
Freedom ____ Cleanliness ____
Health ____ Courage ____
Inner harmony ____ Forgiveness ____
Mature love ____ Helpfulness ____
National security ____ Honesty ____
Pleasure ____ Imagination ____
Salvation ____ Intellectualism ____
Self-respect ____ Logic ____
A sense of   Ability to love ____
accomplishment ____ Loyalty ____
Social recognition ____ Obedience ____
True friendship ____ Politeness ____
Wisdom ____ Responsibility ____
A world at peace ____ Self-control ____
A world of beauty ____

NOTE: The values are listed in alphabetical order and 
there is no one-to-one relationship between the end and 
instrumental values.
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Leader’s Self-Insight 4.3
Scoring and Interpretation 
End values, according to Rokeach, tend to fall into two 
categories—personal and social. For example, mature love 
is a personal end value and equality is a social end value. 
Analyze the five end values you selected and their rank 
order, and determine whether your primary end values 
tend to be personal or social. What do your five selections 
together mean to you? What do they mean for how you 
make life decisions? Compare your end value selections 
with another person, with each of you explaining what you 
learned about your end values from this exercise.
 Instrumental values also tend to fall into two 
categories—morality and competence. The means peo-
ple use to achieve their goals might violate moral values 
(e.g., be dishonest) or violate one’s personal sense of 
competence and capability (e.g., be illogical). Analyze 
the five instrumental values you selected, and their rank 
order, and determine whether your primary instrumental 
values tend to focus on morality or competence. What 
do the five selected values together mean to you? What 
do they mean for how you will pursue your life goals? 
Compare your instrumental value selections with another 
person and describe what you learned from this exercise.

Warning: The two columns shown to the left do not 
represent the full range of instrumental and end values. 
Your findings would change if a different list of values were 
provided. This exercise is for discussion and learning 
 purposes only and is not intended to be an accurate 
assessment of your actual end and instrumental values.

Sources: Robert C. Benfari, Understanding and Changing Your 
Management Style (San Francisco: Jossey-Bass, 1999), pp. 178–183; 
and M. Rokeach, Understanding Human Values (The Free Press, 1979).
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Wendy Steinberg, Whole Foods Market

Whole Foods Market started as one small health foods store in Austin, Texas in 
1978. By 2006, it had grown to 187 locations with sales approaching $5 billion.

Wendy Steinberg, now an associate team leader at the Columbus Circle Store, 
recalls her fi rst meeting with the company’s founder and CEO, John Mackey:  “I was 
on break in the break room. I hadn’t been a team member more than six months, 
and there was this guy in the break room. He was sitting there, with his hands 
crossed . . . just checking things out. . . . He asked me a lot of questions. I had no 
idea who he was.” Mackey’s style is a refl ection of the values that guide Whole 
Foods, even through its tremendous growth in recent years. As Mackey once put it, 
“We’re creating an organization based on love instead of fear.”

At Whole Foods, leaders from the top down have to be comfortable with 
extreme decentralization, a “no-secrets” management approach, and an egalitar-
ian culture. The company’s core values include a commitment to both “customer 
delight” and “team member happiness.” Whole Foods’ dress code is very liberal, 
allowing people to express their individuality, and each employee can take 20 hours 
of paid time each year to do volunteer work. Each store is divided into functional 
teams that make decisions about everything from what gets stocked on the shelves 
to who gets hired as a team member. People are hired onto a team provisionally; 
after four weeks, the team votes whether to keep the new employee permanently. 
It’s a critical issue, since high performing teams earn additional money through 
profi t-sharing. At headquarters, as well, the National Leadership Team makes de-
cisions by majority vote. At the end of every business meeting, including those 
conducted by the CEO, participants do a round of “appreciations” in which they say 
something nice about the other people involved in the meeting.

In every Whole Foods store, there’s a book that lists the pay of every employee, 
from the CEO on down. Executive pay is limited to no more than 14 times the aver-
age pay of frontline workers. Everyone qualifi es for stock options (about 94 percent 
are currently held by non-management employees), and employees get to vote on 
such matters as what health insurance plan to adopt (Whole Foods pays 100 percent 
of the cost for full-time workers).
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“The character that takes command in moments of critical 
choices has already been determined. It has been deter-
mined by a thousand other choices made earlier in seemingly 
unimportant moments. It has been determined by all those 

‘little’ choices of years past—by all those times when the voice of conscience was at war 
with the voice of temptation—whispering a lie that ‘it doesn’t really matter.’ It has been 
determined by all the day-to-day decisions made when life seemed easy and crises seemed 
far away, the decisions that piece by piece, bit by bit, developed habits of discipline or of 
laziness; habits of self-sacrifice or self-indulgence; habits of duty and honor and integrity—or 
dishonor and shame.”

Source: President Ronald Reagan, quoted in Norman R. Augustine, “Seven Fundamentals of Effective 
Leadership,” an original essay written for the Center for the Study of American Business, Washington 
University in St. Louis, CEO Series Issue no. 27, (October 1998).
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At the Columbus Circle store in Manhattan, long-time employees and leaders 
such as Steinberg provided the “starter culture” to instill the Whole Foods values 
into new workers. Many of the store’s newcomers were “used to being trod on” 
by previous employers, says Barry Keenan, who works on the seafood team. “They 
have a lot more respect for you as a person here.”22 

To some, Whole Foods unwritten management rules seem eccentric. Certainly, 
a leader who highly values personal ambition, authoritarianism, status and power, 
and obedience would not feel comfortable working in an environment like that at 
Whole Foods. Recognizing value differences can help leaders fi nd compatible job 
situations, as well as help them better understand and work with varied followers.

A third way in which values affect leadership is that they guide a leader’s 
choices and actions. A leader who places high value on being courageous and 
standing up for what one believes in, for example, is much more likely to make 
decisions that may not be popular but which he believes are right. Values deter-

mine how leaders acquire and use power, how they handle confl ict, 
and how they make decisions. A leader who values competitiveness 
and ambition will behave differently from one who places a high 
value on cooperativeness and forgiveness. Ethical values help guide 
choices concerning what is morally right or wrong. Values concern-
ing end goals also help determine a leader’s actions and choices in the 

workplace. Leaders can be more effective when they clarify their own 
values and understand how values guide their actions and affect their 
organizations. In addition, for many organizations today, clarifying 
and stating their corporate values, including ethical values, has become 
an important part of defi ning how the organization operates. 

How Attitudes Affect Leadership
Values help determine the attitudes leaders have about themselves and about their 
followers. An attitude is an evaluation—either positive or negative—about people, 
events, or things. As we discussed in Chapter 2, an optimistic attitude or positive 
outlook on life is often considered a key to successful and effective leadership. 

Behavioral scientists consider attitudes to have three components: cogni-
tions (thoughts), affect (feelings), and behavior.23 The cognitive component 
 includes the ideas and knowledge a person has about the object of an attitude, such 
as a leader’s knowledge and ideas about a specifi c employee’s performance and 
 abilities. The affective component concerns how an individual feels about the 
object of an attitude. Perhaps the leader resents having to routinely answer ques-
tions or help the employee perform certain tasks. The behavioral component of 
an attitude predisposes a person to act in a certain way. For example, the leader 
might avoid the employee or fail to include him or her in certain activities of the 
group. Although attitudes change more easily than values, they typically refl ect 
a person’s fundamental values as well as a person’s background and life experi-
ences. A leader who highly values forgiveness, compassion toward others, and 
helping others would have different attitudes and behave very differently toward 
the above-mentioned subordinate than one who highly values personal ambition 
and capability.

One consideration is a leader’s attitudes about himself or herself. Self-concept
refers to the collection of attitudes we have about ourselves and includes the ele-
ment of self-esteem, whether a person generally has positive or negative feelings 
about himself. A person with an overall positive self-concept has high self-esteem, 
whereas one with a negative self-concept has low self-esteem. In general, leaders 

Attitude
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Self-concept
the collection of attitudes we 
have about ourselves; includes 
self-esteem and whether a 
person generally has a positive 
or negative feeling about 
him/herself

Action MemoAs a leader, you can clarify your values 
so you know what you stand for and how 

your values may confl ict with others in the 
organization. You can cultivate positive 

attitudes toward yourself and others, and 
learn to expect the best from followers. 
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Success, says executive coach Marshall Goldsmith, 
makes many people believe they must be doing eveything 
right. Therefore, they sabotage their continued effective-
ness and career advancement by failing to recognize and 
correct the mistakes they make in interpersonal relation-
ships. “All other things being equal, your people skills 
(or lack of them) become more pronounced the higher 
up you go,” he writes in What Got You Here Won’t Get 
You There. Goldsmith and his collaborator, Mark Reiter, 
identify 20 behavioral habits that damage organizational 
relationships and hold leaders back.

NOBODY’S PERFECT 
Every leader has some habits or negative behaviors that 
can limit his or her effectiveness. Following are a few of 
the behavioral flaws Goldsmith and Reiter describe. Do 
you recognize any of these in your own behaviors?

 • Winning at all costs and in all situations. We all 
know them—those people who feel like they have to 
win every argument and always be right. They want 
to win the big points, the small points, and everything 
in between. If they go along with another’s idea that 
doesn’t work out, they adopt an “I told you so” atti-
tude. In the workplace, a leader’s need to be right and 
to point out that he or she is right damages relation-
ships and destroys teamwork.

 • Clinging to the past. There’s nothing wrong with 
looking at and understanding the past as a way to 
come to terms with it or learn from it. Too often, 

G
et

ty
 Im

ag
es

What Got You Here Won’t Get You There

by Marshall Goldsmith and Mark Reiter

Leader’s Bookshelf

though, people cling to the past as a way to blame 
others for things that have gone wrong in their lives, 
using the past as a weapon to control others or pun-
ish them for not doing exactly what the leader wants.

· • Never being able to say you’re sorry. It’s not true 
that “love means never having to say you’re sorry.” 
Apologizing is love in action. Refusing to apologize 
probably causes more ill will—whether it be in a 
romance, a family, or a work relationship—than any 
other interpersonal flaw. “People who can’t apologize 
at work may as well be wearing a T-shirt that says: ‘I 
don’t care about you,’” Gladwell writes. 

CHANGE IS POSSIBLE 
Gladwell has spent his career helping leaders find and fix 
their behavioral blind spots. His prescription for success can 
benefit any leader who genuinely wants to improve his or 
her interpersonal relationships. The first step is to gather 
feedback that helps you identify the specific behaviors you 
need to change. Next, focus on fixing the problem by apolo-
gizing for your behavioral flaws, advertising your efforts to 
change, listening to the input of others, showing gratitude 
for others’ contributions to your change process, and fol-
lowing up on your progress. When you acknowledge your 
dependence on others, Gladwell points out, they typically 
not only agree to help you be better person, they also try to 
become better people themselves.

What Got You Here Won’t Get You There, by Marshall Goldsmith and 
Mark Reiter, is published by Hyperion Books.

with positive self-concepts are more effective in all situations. Leaders who have 
a negative self-concept, who are insecure and have low self-esteem, often  create 
environments that limit other people’s growth and development.24 They may 
also sabotage their own careers. The Leader’s Bookshelf  further discusses how 
 certain attitudes and behavior patterns can limit a leader’s effectiveness and career 
development.

The way in which the leader relates to followers also depends signifi cantly on 
his or her attitudes about others.25 A leader’s style is based largely on attitudes 
about human nature in general—ideas and feelings about what motivates people, 
whether people are basically honest and trustworthy, and about the extent to which 
people can grow and change. One theory developed to explain differences in style 
was developed by Douglas McGregor, based on his experiences as a manager and 
consultant and his training as a psychologist.26 McGregor identifi ed two sets of 
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assumptions about human nature, called Theory X and Theory Y, which represent 
two very different sets of attitudes about how to interact with and infl uence 
subordinates. Exhibit 4.2 explains the fundamental assumptions of Theory X and 
Theory Y.

In general, Theory X refl ects the assumption that people are basically lazy 
and not motivated to work and that they have a natural tendency to avoid 
responsibility. Thus, a supervisor who subscribes to the assumptions of Theory X 
believes people must be coerced, controlled, directed, or threatened to get them to 
put forth their best effort. In some circumstances, the supervisor may come across 
as bossy or overbearing, impatient with others, and unconcerned with people’s 
feelings and problems. Referring back to Chapter 2, the Theory X leader would 
likely be task-oriented and highly concerned with production rather than people. 
Theory Y, on the other hand, is based on assumptions that people do not inher-
ently dislike work and will commit themselves willingly to work that they care 
about. Theory Y also assumes that, under the right conditions, people will seek out 
greater responsibility and will exercise imagination and creativity in the pursuit of 
solutions to organizational problems. A leader who subscribes to the assumptions 
of Theory Y does not believe people have to be coerced and controlled in order to 
perform effectively. These leaders are more often people-oriented and concerned 
with relationships, although some Theory Y leaders can also be task- or production-
oriented. McGregor believed Theory Y to be a more realistic and productive 

Theory X
the assumption that people are 
basically lazy and not motivated 
to work and that they have 
a natural tendency to avoid 
responsibility

Theory Y
the assumption that people do 
not inherently dislike work and 
will commit themselves willingly 
to work that they care about

Theory X
the assumption that people are 
basically lazy and not motivated 
to work and that they have 
a natural tendency to avoid 
responsibility

Theory Y
the assumption that people do 
not inherently dislike work and 
will commit themselves willingly 
to work that they care about
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approach for viewing subordinates and shaping leaders’ attitudes. Studies explor-
ing the relationship between leader attitudes and leadership success in general 
support his idea, although this relationship has not been carefully explored.27

Social Perception and Attribution Theory
By perception, we mean the process people use to make sense out of their surround-
ings by selecting, organizing, and interpreting information. Values and attitudes affect 
perceptions, and vice versa. For example, a person might have developed the atti-
tude that managers are insensitive and arrogant, based on a pattern of perceiving 
arrogant and insensitive behavior from managers over a period of time. If the 
person moves to a new job, this attitude will continue to affect the way he or she 
perceives superiors in the new environment, even though managers in the new 
workplace might take great pains to understand and respond to employees’ needs. 
As another example, a leader who greatly values ambition and career success may 
perceive a problem or a subordinate’s mistake as an impediment to her own success, 
whereas a leader who values helpfulness and obedience might see it as a chance to 
help a subordinate improve or grow.

Because of individual differences in attitudes, personality, values, interests, and 
experiences, people often “see” the same thing in different ways. Consider that a 
recent survey of nearly 2,000 workers in the United States found that 92 percent of 
managers think they are doing an “excellent” or “good” job managing  employees, 
but only 67 percent of workers agree. As another example, in a survey of fi nance 
professionals, 40 percent of women said they perceive that women face a “glass 
ceiling” that keeps them from reaching top management levels, whereas only 
10 percent of men share that perception.28

Perceptual Distortions
Of particular concern for leaders are perceptual distortions, errors in perceptual 
judgment that arise from inaccuracies in any part of the perceptual process. Some 
types of errors are so common that leaders should become familiar with them. 
These include stereotyping, the halo effect, projection, and perceptual defense. 
Leaders who recognize these perceptual distortions can better adjust their percep-
tions to more closely match objective reality.

Stereotyping is the tendency to assign an individual to a group or broad category 
(e.g., female, black, elderly or male, white, disabled) and then to attribute widely 
held generalizations about the group to the individual. Thus, someone meets a 
new colleague, sees he is in a wheelchair, assigns him to the category “physically 
disabled,” and attributes to this colleague generalizations she believes about peo-
ple with disabilities, which may include a belief that he is less able than other 
 coworkers. However, the person’s inability to walk should not be seen as indicative 
of lesser abilities in other areas. Indeed, the assumption of limitations may not only 
offend him, it also prevents the person making the stereotypical judgment from 
benefi ting from the many ways in which this person can contribute. Stereotyping 
prevents people from truly knowing those they classify in this way. In addition, 
negative stereotypes prevent talented people from advancing in an organization 
and fully contributing their talents to the organization’s success.

The halo effect occurs when the perceiver develops an overall impression of 
a person or situation based on one characteristic, either favorable or unfavor-
able. In other words, a halo blinds the perceiver to other characteristics that 
should be used in generating a more complete assessment. The halo effect can 

Perception
the process people use to make 
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play a  signifi cant role in performance appraisal. For example, a person with an 
outstanding attendance record may be assessed as responsible, industrious, and 
highly productive; another person with less-than-average attendance may be as-
sessed as a poor performer. Either assessment may be true, but it is the leader’s job 
to be sure the assessment is based on complete information about all job-related 
characteristics and not just his or her preferences for good attendance.

Projection is the tendency of perceivers to see their own personal traits in other 
people; that is, they project their own needs, feelings, values, and attitudes into their 
judgment of others. A leader who is achievement oriented might assume that subor-
dinates are as well. This might cause the manager to restructure jobs to be less rou-
tine and more challenging, without regard for employees’ actual satisfaction. The 
best guards against errors based on projection are self-awareness and empathy.

Perceptual defense is the tendency of perceivers to protect themselves against 
ideas, objects, or people that are threatening. People perceive things that are satis-
fying and pleasant, but tend to disregard things that are disturbing and unpleasant. 
In essence, people develop blind spots in the perceptual process so that negative 
sensory data do not hurt them. For example, the director of a non-profi t educa-
tional organization in Tennessee hated dealing with confl ict because he had grown 
up with parents who constantly argued and often put him in the middle of their 
arguments. The director consistently overlooked discord among staff members 
until things would reach a boiling point. When the blow-up occurred, the director 
would be shocked and dismayed, because he had truly perceived that everything 
was going smoothly among the staff. Recognizing perceptual blind spots can help 
people develop a clearer picture of reality.

Attribution Theory
As people organize what they perceive, they often draw conclusions, such as 
about an object, event, or  person. Attribution theory refers to how people explain 
the causes of events or behaviors. For example, many people contribute the suc-
cess or failure of an organization to the top leader, when in reality there may be 
many factors that contribute to organizational performance. People also make 
attributions or judgments about what caused a person’s behavior—something 
about the person or something about the situation. An internal attribution says 
characteristics of the person led to the behavior (“My subordinate missed the 
deadline because he’s lazy and incompetent”). An external attribution says some-
thing about the situation caused the person’s behavior (“My subordinate missed 
the deadline because he didn’t have the team support and  resources he needed”). 
Attributions are important because they help people decide how to handle a situ-
ation. In the case of a subordinate missing a deadline, a leader who blames the 
mistake on the employee’s personal characteristics might reprimand the person or, 
more effectively, provide additional training and direction. A leader who blames 
the mistake on external factors will try to help prevent such situations in the fu-
ture, such as making sure team members have the resources they need, providing 
support to remove obstacles, and insuring that deadlines are realistic.

Social scientists have studied the attributions people make and identifi ed 
three factors that infl uence whether an attribution will be external or internal.29 
Exhibit 4.3 illustrates these three factors.

 1. Distinctiveness. Whether the behavior is unusual for that person (in contrast 
to a person displaying the same kind of behavior in many situations). If 
the behavior is distinctive, the perceiver probably will make an external 
attribution.

Projection
the tendency to see one’s own 
personal traits in other people

Projection
the tendency to see one’s own 
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Attribution theory
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behaviors or events

Attribution theory
how people draw conclusions 
about what caused certain 
behaviors or events
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 2. Consistency. Whether the person being observed has a history of behaving 
in the same way. People generally make internal attributions about con-
sistent behavior.

 3. Consensus. Whether other people tend to respond to similar situations in 
the same way. A person who has observed others handle similar situations 
in the same way will likely make an external attribution; that is, it will 
seem that the situation produces the type of behavior observed.

In addition to these general rules, people tend to have biases that they apply 
when making attributions. When evaluating others, we tend to underestimate the 
infl uence of external factors and overestimate the infl uence of internal factors. 
This tendency is called the fundamental attribution error. Consider the case of someone 
being promoted to CEO. Employees, outsiders, and the media generally focus on 
the characteristics of the person that allowed him or her to achieve the promotion. 
In reality, however, the selection of that person might have been heavily infl uenced 
by external factors, such as business conditions creating a need for someone with 
a strong fi nancial or marketing background at that particular time.

Another bias that distorts attributions involves attributions we make about our 
own behavior. People tend to overestimate the contribution of internal factors to their 
successes and overestimate the contribution of external factors to their failures. This 
tendency, called the self-serving bias, means people give themselves too much credit for 
what they do well and give external forces too much blame when they fail. Thus, if 
a leader’s subordinates say she doesn’t listen well enough, and the leader thinks sub-
ordinates don’t communicate well enough, the truth may actually lie somewhere in 
between. At Emerald Pakaging, Kevin Kelly examined his attributions and improved 
his leadership effectiveness by overcoming the self-serving bias.

Fundamental attribution error
the tendency to underestimate 
the infl uence of external factors 
on another’s behavior and 
overestimate the infl uence of 
internal factors

Fundamental attribution error
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the infl uence of internal factors 
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Exhibit 4.3 Factors Influencing Whether Attributions Are Internal or External

Internal attributionLow distinctiveness

High distinctiveness External attribution

Observed
Behavior

Yes

No

Internal attributionHigh consistency

Low consistency External attribution

Yes

No

Internal attribution

High consensus

Low consensus

External attributionYes

No

Does the person
behave in this
way in other
situations?

Does the person
have a history of
behaving this way
at other times?

Do other people
behave in this
way in similar
situations?
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Kevin Kelly, Emerald Packaging

As the top leader of his family’s California company, Emerald Packaging—a maker 
of plastic bags for the food industry, Kevin Kelly thought of himself as on top of his 
game, chief architect of the company’s growing sales and profi ts. When Emerald 
began to falter,  Kelly blamed it on his managers’ resistance to new ideas that could 
keep the business thriving. He thought everyone needed to change except him.

For some time, Kelly’s leadership approach was to reprimand and complain, 
then let the matter drop, only to reprimand and complain again a few weeks or 
months later. Then, Kelly decided to look at things in a different way. Was it re-
ally all his managers’ fault? Maybe there were other factors besides their personal 
shortcomings that were to blame. Realizing that everyone was under stress from 
several years of rapid growth, Kelly decided to hire a pack of new, young manag-
ers to reinforce his exhausted troops. Surprisingly, though, things just seem to get 
worse, with the new managers feeling adrift and the old-timers seeming even less 
focused than before. Then Kelly had to face an even harder truth: rather than being 
the one person in the organization who didn’t need to change, as Kelly had previ-
ously thought, he realized he was a big part of the problem.

The idea both unnerved and excited him as Kelly realized that he needed to 
remake himself, becoming a mentor who could shape positive attitudes in others 
and knit the newcomers and long-time employees into a cohesive and productive 
team. Kelly sought out consultants and classes to help boost his people skills and 
began taking a more interested and understanding role in the problems his veteran 
managers had been facing on a daily basis. He began meeing regularly with the new 
hires as well, rather than expecting other managers to do all the work of integrat-
ing them into the team. By examining his attributions and shifting his perception of 
himself, the organizational situation, and his managers’ abilities, Kelly made changes 
that successfully united the two groups into a cohesive team.30

Cognitive Differences
The fi nal area of individual differences we will explore is cognitive style. Cognitive 
style refers to how a person perceives, processes, interprets, and uses informa-
tion. Thus, when we talk about cognitive differences, we are referring to varying 
 approaches to perceiving and assimilating data, making decisions, solving prob-
lems, and relating to others.31 Cognitive approaches are preferences that are not 
necessarily rigid, but most people tend to have only a few preferred habits of 
thought. One of the most widely recognized cognitive differences is between what 
we call left-brained versus right-brained thinking patterns.

Patterns of Thinking and Brain Dominance
Neurologists and psychologists have long known that the brain has two distinct 
hemispheres. Furthermore, science has shown that the left hemisphere controls 
movement on the body’s right side and the right hemisphere controls movement 
on the left. In the 1960s and 1970s, scientists also discovered that the distinct 
hemispheres infl uence thinking, which led to an interest in what has been called 
left-brained versus right-brained thinking patterns. The left hemisphere is associ-
ated with logical, analytical thinking and a linear approach to problem-solving, 
whereas the right hemisphere is associated with creative, intuitive, values-based 
thought processes.32 A recent JC Penney television commercial provides a simple 
illustration. The commercial shows a woman whose right brain is telling her to go 
out and spend money to buy fun clothes, while the left brain is telling her to be 
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logical and save money. As another simplifi ed example, people who are very good 
at verbal and written language (which involves a linear thinking process) are 
using the left brain, whereas those who prefer to interpret infor-
mation through visual images are more right-brained.

Although the concept of right-brained versus left-brained 
thinking is not entirely accurate physiologically (not all processes 
associated with left-brained thinking are located in the left hemi-
sphere and vice versa), this concept provides a powerful metaphor 
for two very different ways of thinking and decision making. It is 
also important to remember that everyone uses both left-brained and 
right-brained thinking, but to varying degrees.

More recently, these ideas have been broadened to what is called 
the whole brain concept.33 Ned Herrmann began developing his concept 
of whole brain thinking while he was a manager at General Electric in 
the late 1970s and has expanded it through many years of research with 
thousands of individuals and organizations. The whole brain approach considers 
not only a person’s preference for right-brained versus left-brained thinking, but 
also for conceptual versus experiential thinking. Herrmann’s whole brain model 
thus identifi es four quadrants of the brain that are related to different thinking 
styles. Again, while not entirely accurate physiologically, the whole brain model 
is an excellent metaphor for understanding differences in thinking patterns. Some 
people strongly lean toward using one quadrant in most situations, whereas oth-
ers rely on two, three, or even all four styles of thinking. An individual’s preference 

Whole brain concept
an approach that considers not 
only a person’s preference for 
right-brained versus left-brained 
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versus experiential thinking; 
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brain related to different thinking 
styles

Whole brain concept
an approach that considers not 
only a person’s preference for 
right-brained versus left-brained 
thinking, but also conceptual 
versus experiential thinking; 
identifi es four quadrants of the 
brain related to different thinking 
styles

Action Memo

A simplifi ed exercise to help you think about 

your own preferences appears in Leader’s 

Self-Insight 4.4. Before reading further, 

follow the instructions and complete the 

exercise to get an idea about your dominant 

thinking style according to Herrmann’s 

whole brain model. Then, read the 

descriptions of each quadrant below.
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The following characteristics are associated with the four quadrants identified by Herrmann’s whole brain model. Think for 
a moment about how you approach problems and make decisions. In addition, consider how you typically approach your 
work or class assignments and how you interact with others. Circle ten of the terms below that you believe best describe 
your own cognitive style. Try to be honest and select terms that apply to you as you are, not how you might like to be. 
There are no right or wrong answers.
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Leader’s Self-Insight 4.4
What’s Your Thinking Style?

A B C D
Analytical Organized Friendly Holistic

Factual Planned Receptive Imaginative

Directive Controlled Enthusiastic Intuitive

Rigorous Detailed Understanding Synthesizing

Realistic Conservative Expressive Curious

Intellectual Disciplined Empathetic Spontaneous

Objective Practical Trusting Flexible

Knowledgeable Industrious Sensitive Open-Minded

Bright Persistent Passionate Conceptual

Clear Implementer Humanistic Adventurous

The terms in Column A are associated with logical,  analytical thinking (Quadrant A); those in Column B with organized, 
detail-oriented thinking (Quadrant B); those in Column C with empathetic and emotionally based thinking (Quadrant C); 
and those in Column D with integrative and imaginative thinking (Quadrant D). Do your preferences fall primarily in one 
of the four columns, or do you have a more balanced set of preferences across all four? If you have a strong preference 
in one particular quadrant, were you surprised by which one? 
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for each of the four styles is determined through a survey called the Herrmann 
Brain Dominance Instrument (HBDI), which has been administered to hundreds 
of thousands of individuals.

The whole brain model provides a useful overview of an individual’s men-
tal preferences, which in turn affect patterns of communication, behavior, and 
leadership.

Quadrant A is associated with logical thinking, analysis of facts, and process-
ing numbers. A person who has a quadrant A dominance is rational and realis-
tic, thinks critically, and likes to deal with numbers and technical matters. These 
people like to know how things work and to follow logical procedures. A leader 
with a predominantly A-quadrant thinking style tends to be directive and au-
thoritative. This leader focuses on tasks and activities and likes to deal with con-
crete information and facts. Opinions and feelings are generally not considered as 
 important as facts.

Quadrant B deals with planning, organizing facts, and careful detailed review. A 
person who relies heavily on quadrant B thinking is well-organized, reliable, and 
neat. These people like to establish plans and procedures and get things done on 
time. Quadrant-B leaders are typically conservative and highly traditional. They 
tend to avoid risks and strive for stability. Thus, they may insist on following rules 
and procedures, no matter what the circumstances are. 

Quadrant C is associated with interpersonal relationships and affects intuitive 
and emotional thought processes. C-quadrant individuals are sensitive to oth-
ers and enjoy interacting with and teaching others. They are typically emotional 
and expressive, outgoing, and supportive of others. Leaders with a predominantly 
quadrant-C style are friendly, trusting, and empathetic. They are concerned with 
people’s feelings more than with tasks and procedures and may put emphasis on 
employee development and training.

Quadrant D is associated with conceptualizing, synthesizing, and integrating facts 
and patterns, with seeing the big picture rather than the details. A person with a 
quadrant-D preference is visionary and imaginative, likes to speculate, break the 
rules, and take risks, and may be impetuous. These people are curious and enjoy 
experimentation and playfulness. The D-quadrant leader is holistic, imaginative, 
and adventurous. This leader enjoys change, experimentation and risk-taking, and 
generally allows followers a great deal of freedom and fl exibility.

Exhibit 4.4 illustrates the model with its four quadrants and some of the men-
tal processes associated with each. Each style has positive and negative results for 
leaders and followers. There is no style that is necessarily better or worse, though 
any of the styles carried to an extreme can be detrimental. It is important to 
remember that every individual, even those with a strong preference in one quad-
rant, actually has a coalition of preferences from each of the four quadrants.34 
Therefore, leaders with a predominantly quadrant-A style may also have elements 
from one or more of the other styles, which affects their leadership effectiveness. 
For example, a leader with a strong A-quadrant preference might also have pref-
erences from quadrant C, the interpersonal area, which would cause her to have 
concern for people’s feelings even though she is primarily concerned with tasks, 
facts, and fi gures.

In addition, Herrmann believes people can learn to use their “whole brain,” 
rather than relying only on one or two quadrants. His research indicates that very 
few, if any, individuals can be wholly balanced among the four quadrants, but 
people can be aware of their preferences and engage in activities and experiences 
that help develop the other quadrants. Leaders who reach the top of organizations 
often have well-balanced brains, according to Herrmann’s research. In fact, the 
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typical CEO has at least two, usually three, and often four strong preferences and 
thus has a wide range of thinking options available to choose from. A 
broad range of thinking styles is particularly important at higher 
levels of organizations because leaders deal with a greater variety 
and complexity of people and issues.35

Understanding that individuals have different thinking styles 
can also help leaders be more effective in interacting with follow-
ers. Some leaders act as if everyone responds to the same material 
and behavior in the same way, but this isn’t true. Some people prefer 
facts and fi gures, whereas others want to know about relationships 
and patterns. Some followers prefer freedom and fl exibility, whereas 
others crave structure and order. At Nissan Design International, Jerry 
 Hirshberg used an understanding of cognitive differences to change 
how he leads.

Jerry Hirshberg, Nissan Design International

Jerry Hirshberg is a predominantly D-quadrant leader. He likes thinking broadly and 
dreaming big, deriving ideas intuitively—and he abhors tight structure and control. 
He once assumed that his employees would as well. Hirshberg wanted his design-
ers to have the freedom to be creative, to take risks, and to innovate. Therefore, 
he was surprised when he learned that a few of his followers actually wanted and 
needed more structure in order to perform at their best.

Hirshberg assumed his employees would react to information and ideas the 
same way he did. He would throw huge amounts of information at them and expect 
them to respond intuitively and creatively. Some people, however, always hesitated, 
which Hirschberg originally interpreted as a resistance to innovation and change. 
However, over time, he came to realize that some of his designers simply wanted 
and needed time to “process” the information and to develop more logical, analyti-
cal approaches to Hirschberg’s intuitively derived ideas. When they were given this 
time, the employees returned with signifi cant contributions and excellent plans that 
moved the project forward.

Action Memo

As a leader, you can strive for “whole 

brain” thinking to deal effectively with a 

wide variety of people and complex issues. 

You can be aware of your natural thinking 

patterns and include other perspectives that 

help you develop a broader understanding.
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It didn’t take Hirshberg long to recognize that the contributions of the more logical, 
analytical, and detail-oriented thinkers were just as critical to the success of a project as 
those of the intuitive, creative thinkers. Hirshberg turned his realization into a new approach 
to creativity at Nissan. He now hires designers in what he calls divergent pairs. He believes 
that by putting together two spectacularly gifted people who have different cognitive styles 
and see the world in different ways, he builds a creative tension that keeps the organiza-
tion energized and provides unlimited potential for innovation. Essentially, Hirshberg mixes 
styles to create a “whole brain” company at Nissan Design International.36 

As this example illustrates, leaders can shift their styles and behaviors to more 
effectively communicate with followers and to help them perform up to their 
full potential. Leaders can also recruit people with varied cognitive styles to help 
achieve goals.

Problem-Solving Styles: The Myers–Briggs Type Indicator
Another approach to cognitive differences grew out of the work of psychologist 
Carl Jung. Jung believed that differences in individual behavior resulted from 
preferences in how we go about gathering and evaluating information for solving 
problems and making decisions.37 One of the most widely used personality tests 
in the United States, the Myers–Briggs Type Indicator (MBTI), is one way of measuring 
how individuals differ in these areas.38 The MBTI has been taken by millions of 
people around the world and can help individuals better understand themselves 
and others. Nearly 90 percent of Fortune 100 companies report using the MBTI 
to help leaders make hiring and promotion decisions.39

The MBTI uses four different pairs of attributes to classify people in 1 of 16 
different personality types:

 1. Introversion versus extraversion: This dimension focuses on where people 
gain interpersonal strength and mental energy. Extraverts (E) gain energy 
from being around others and interacting with others, whereas introverts 
(I) gain energy by focusing on personal thoughts and feelings.

 2. Sensing versus intuition: This identifies how a person absorbs information. 
Those with a sensing preference (S) gather and absorb information through 
the five senses, whereas intuitive people (N) rely on less direct perceptions. 
Intuitives, for example, focus more on patterns, relationships, and hunches 
than on direct perception of facts and details.

 3. Thinking versus feeling: This dimension relates to how much consideration 
a person gives to emotions in making a decision. Feeling types (F) tend to 
rely more on their values and sense of what is right and wrong, and they 
consider how a decision will affect other people’s feelings. Thinking types 
(T) tend to rely more on logic and be very objective in decision making.

 4. Judging versus perceiving: The judging versus perceiving dimension 
concerns an individual’s attitudes toward ambiguity and how quickly a 
person makes a decision. People with a judging preference like certainty 
and closure. They enjoy having goals and deadlines and tend to make 
decisions quickly based on available data. Perceiving people, on the other 
hand, enjoy ambiguity, dislike deadlines, and may change their minds 
several times before making a final decision. Perceiving types like to gather 
a large amount of data and information before making a decision.

The various combinations of these preferences result in 16 unique personality 
types. There are a number of exercises available in print and on the Internet that can 

Myers–Briggs Type Indicator 
(MBTI)
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how individuals differ in 
gathering and evaluating 
information for solving problems 
and making decisions 

Myers–Briggs Type Indicator 
(MBTI)
personality test that measures 
how individuals differ in 
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help people determine their preferences according to the MBTI. Individuals develop 
unique strengths and weaknesses as a result of their preferences for introversion 
versus extraversion, sensing versus intuition, thinking versus feeling, and judging 
versus perceiving. As with the whole brain approach, MBTI types should not be 
considered ingrained or unalterable. People’s awareness of their preferences, train-
ing, and life experiences can cause them to change their preferences over time.

Leaders should remember that each type can have positive 
and negative consequences for behavior. By understanding their 
MBTI type, leaders can learn to maximize their strengths and min-
imize their weaknesses. John Bearden, chief executive of GMAC 
Home Services, took the MBTI and learned that he  was an ENTJ 
(extraverted, intuitive, thinking, and judging). ENTJ types can be 
dynamic, inspiring, and self-confi dent in making tough decisions. 
However, they can also be overbearing, insensitve, and hasty in their 
judgments. Bearden said the MBTI was a “quantum leap” in his un-
derstanding of his strengths and weaknesses. He began consciously refi ning his 
leadership style, making a determined effort to give more consideration to hard 
data and listen more carefully to colleagues’ opinions. Bearden put himself to the 
test at a recent national convention. “In the past, I would have gotten very much 
involved interjecting my own position very early on and probably biasing the 
process,” he said. “But here I found myself quite content to allow their positions 
to be articulated and argued with creative tension. All I did was sit and absorb. It 
was a very satisfying process.”40

Application of the MBTI in leadership studies is increasing rapidly.41 There 
is no “leader type,” and all 16 of the MBTI types can function effectively as lead-
ers. As with the four quadrants of the whole brain model, leaders can learn to 
use their preferences and balance their approaches to best suit followers and the 
situation. However, research reveals some interesting, although tentative, fi ndings. 
For example, although extraversion is often considered an important trait for a 
leader, leaders in the real world are about equally divided between extraverts and 
introverts. In regard to the sensing versus intuition dimension, data reveal that 
sensing types are in the majority in fi elds where the focus is on the immediate 
and tangible (e.g., construction, banking, manufacturing). However, in areas that 
involve breaking new ground or long-range planning, intuitive leaders are in the 
majority. Thinking (as opposed to feeling) types are more common among leaders 
in business and industry as well as in the realm of science. In addition, thinking 
types appear to be chosen more often as managers even in organizations that 
value “feeling,” such as counseling centers. Finally, one of the most consistent 
fi ndings is that judging types are in the majority among the leaders studied.

Thus, based on the limited research, the two preferences that seem to be most 
strongly associated with successful leadership are thinking and judging. However, 
this doesn’t mean that people with other preferences cannot be effective leaders. 
Much more research needs to be done before accurate conclusions can be reached 
about the relationship between MBTI types and leadership.

Matching Leaders with  Roles 
Leaders, like all individuals, can differ signifi cantly in their personalities, atti-
tudes, values, and thinking styles. These individual differences help in part to 
explain why a leader might succeed in some situations yet fail in others, despite 
appearing to have all the necessary skills and abilities for the job.

Action Memo

Go to Leader’s Self-Insight 4.5, on page 

122 at the end of this chapter, to complete 

an exercise that will identify your MBTI 

personality type.
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Recent research suggests that different types of personalities and thinking 
styles might be better suited to different types of leadership roles.42 Exhibit 4.5 
illustrates three types of leadership roles identifi ed in today’s organizations by 
a team of experts at Hay Group, a global organizational and human resources 
consulting fi rm. The researchers found that, although there is a core set of com-
petencies that all leaders need, there is signifi cant variation in the cognitive 
skills, behaviors, and personalities that correlate with success in the different 
roles.

Operational Role This role is the closest to a traditional, vertically-oriented
management role, where an executive has direct control over people and re-
sources to accomplish results. Operational leaders fi ll traditional line and gen-
eral management positions in a business, for example. They set goals, establish 
plans, and get things done primarily through the vertical hierarchy and the use 
of position power. Operations leaders are doggedly focused on delivering re-
sults. They tend to be assertive, always pushing forward and raising the bar. 
Successful operations leaders are typically analytical and knowledgeable, yet 
they also have the ability to translate their knowledge into a vision that others 
can become passionate about.

Collaborative Role This is a horizontal role and includes people such as project 
managers, matrix managers, and team leaders in today’s more horizontally-
organized companies. This role, which has grown tremendously in  importance 
in recent years, is quite challenging. Leaders in collaborative roles typically don’t 
have the strong position power of the operational role. They often work behind 
the scenes, using their personal power to infl uence others and get things done. 
Collaborative leaders need excellent people skills in order to network, build rela-

tionships, and obtain agreement through personal infl uence. They 
also are highly proactive and tenacious, and they exhibit extreme 
fl exibility to cope with the ambiguity and uncertainty associated 
with the collaborative role.

Advisory Role Leaders in an advisory role provide guidance and 
support to other people and departments in the organization. Advi-
sory leadership roles are found, for example, in departments such as 
legal, fi nance, and human resources. These leaders are responsible for 
developing broad organizational capabilities rather than accomplishing 

specifi c business results. Advisory leaders also need great people skills 

Exhibit 4.5 Three Types of Leadership Roles

Operational Role Collaborative Role Advisory Role

Vertical
management
positions

Example: Division President Project Manager Human Resources
Manager

Horizontal
responsibilities

Providing
guidance and
support
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Action MemoAs a leader, you can understand the type 
of leadership role in which your personality 

traits and thinking style would be most 
effective and satisfying. You can pursue 

an operational, collaborative, or advisory 
leadership role depending on your natural 

tendencies.
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and the ability to infl uence through personal knowledge and infl uence. In addi-
tion, leaders in advisory roles need exceptionally high levels of honesty and integ-
rity to build trust and keep the organization on solid ethical ground.

The Hay Group research fi ndings shed new light on the types of roles lead-
ers fi ll in today’s organizations and emphasize that individual differences can in-
fl uence how effective a leader might be in a particular role. Success as a leader 
involves more than mastering the knowledge and skills of a particular job. A 
leader’s personality, values and attitudes, and thinking style also play a part.

Summary and Interpretation
This chapter explored some of the individual differences that affect leaders 
and the leadership process. Individuals differ in many ways, including person-
ality, values and attitudes, and styles of thinking and decision making. One 
model of personality, the Big Five personality dimensions, examines whether 
individuals score high or low on the dimensions of extraversion, agreeable-
ness, conscientiousness, emotional stability, and openness to experience. 
Although there is some indication that a high degree of each of the personality 
dimensions is associated with successful leadership, individuals who score low 
on various dimensions may also be effective leaders. Two specifi c personality 
traits that have a signifi cant impact on leader behavior are locus of control and 
authoritarianism.

Values are fundamental beliefs that cause a person to prefer that things be 
done one way rather than another. One way to think about values is in terms of 
instrumental and end values. End values are beliefs about the kinds of goals that 
are worth pursuing, whereas instrumental values are beliefs about the types of 
behavior that are appropriate for reaching goals. Values also affect an individu-
al’s attitudes. A leader’s attitudes about self and others infl uence how the leader 
behaves toward and interacts with followers. Two sets of assumptions called 
Theory X and Theory Y represent two very different sets of attitudes leaders 
may hold about people in general. Differences in personality, values, and atti-
tudes infl uence perception, which is the process people use to select, organize, 
and interpret information. Perceptual distortions include stereotyping, the halo 
effect, projection, and perceptual defense. Attribution theory refers to how people 
explain the causes of events or behaviors. Based on their perception, people may 
make either internal or external attributions.

Another area of individual differences is cognitive style. The whole brain con-
cept explores a person’s preferences for right-brained versus left-brained thinking 
and for conceptual versus experiential thinking. The model provides a powerful 
metaphor for understanding differences in thinking styles. Individuals can learn to 
use their “whole brain” rather than relying on one thinking style. Another way of 
looking at cognitive differences is the Myers–Briggs Type Indicator, which measures 
an individual’s preferences for introversion versus extraversion, sensing versus intu-
ition, thinking versus feeling, and judging versus perceiving.

Finally, we talked about three types of leadership roles: operational roles, col-
laborative roles, and advisory roles. Recent studies suggest that different types of 
personalities and thinking styles are better suited to different types of leadership 
roles, and leaders can be more effective when they are in positions that best match 
their natural tendencies.



JUNG’S TYPOLOGY AND THE MYERS–BRIGGS 
TYPE INDICATOR
For each item below, circle either “a” or “b.” In some cases, both 
“a” and “b” may apply to you. You should decide which is more like 
you, even if it is only slightly more true.

 1. I would rather
  a. Solve a new and complicated problem
  b. Work on something that I have done before

 2. I like to
  a. Work alone in a quiet place
  b. Be where “the action” is

 3. I want a boss who
  a. Establishes and applies criteria in decisions
  b.  Considers individual needs and makes exceptions

 4. When I work on a project, I
  a. Like to finish it and get some closure
  b. Often leave it open for possible change

 5. When making a decision, the most important considerations 
are

  a. Rational thoughts, ideas, and data
  b. People’s feelings and values

 6. On a project, I tend to
  a.  Think it over and over before deciding how to  proceed
  b.  Start working on it right away, thinking about it as I go 

along

 7. When working on a project, I prefer to
  a. Maintain as much control as possible
  b. Explore various options

 8. In my work, I prefer to
  a.  Work on several projects at a time, and learn as much as 

possible about each one
  b.  Have one project that is challenging and keeps me busy

 9. I often
  a.  Make lists and plans whenever I start something and 

may hate to seriously alter my plans
  b.  Avoid plans and just let things progress as I work on 

them

 10. When discussing a problem with colleagues, it is easy for me
  a. To see “the big picture”
  b. To grasp the specifics of the situation

 11. When the phone rings in my office or at home, I usually
  a. Consider it an interruption
  b. Don’t mind answering it

 12. The word that describes me better is
  a. Analytical
  b. Empathetic

 13. When I am working on an assignment, I tend to
  a. Work steadily and consistently
  b.  Work in bursts of energy with “down time” in between

 14. When I listen to someone talk on a subject, I usually try to
  a. Relate it to my own experience and see if it fits
  b. Assess and analyze the message

 15. When I come up with new ideas, I generally
  a. “Go for it”
  b.  Like to contemplate the ideas some more

 16. When working on a project, I prefer to
  a. Narrow the scope so it is clearly defined
  b. Broaden the scope to include related aspects

 17. When I read something, I usually
  a. Confine my thoughts to what is written there
  b.  Read between the lines and relate the words to other 

ideas

 18. When I have to make a decision in a hurry, I often
  a.  Feel uncomfortable and wish I had more information
  b. Am able to do so with available data

 19. In a meeting, I tend to
  a.  Continue formulating my ideas as I talk about them
  b.  Only speak out after I have carefully thought the issue 

through

 20. In work, I prefer spending a great deal of time on 
issues of

  a. Ideas
  b. People

 21. In meetings, I am most often annoyed with people who
  a. Come up with many sketchy ideas
  b.  Lengthen the meeting with many practical details

 22. I tend to be 
  a. A morning person
  b. A night owl

 23. My style in preparing for a meeting is
  a. To be willing to go in and be responsive
  b.  To be fully prepared and sketch out an outline of the 

meeting

 24. In meetings, I would prefer for people to
  a. Display a fuller range of emotions
  b. Be more task-oriented

 25. I would rather work for an organization where
  a. My job was intellectually stimulating
  b. I was committed to its goals and mission

 26. On weekends, I tend to
  a. Plan what I will do
  b.  Just see what happens and decide as I go along

 27. I am more
  a. Outgoing
  b. Contemplative

 28. I would rather work for a boss who is
  a. Full of new ideas
  b. Practical
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Continued

In the following, choose the word in each pair that appeals to 
you more:

 29. a. Social
  b. Theoretical

 30. a. Ingenuity
  b. Practicality

 31. a. Organized
  b. Adaptable

 32. a. Activity
  b. Concentration

Scoring
Count one point for each item listed below that you circled in the inventory.

Score for I Score for E Score for S Score for N
 (Introversion) (Extraversion) (Sensing) (Intuition)
 2a 2b 1b 1a
 6a 6b 10b 10a
 11a 11b 13a 13b
 15b 15a 16a 16b
 19b 19a 17a 17b
 22a 22b 21a 21b
 27b 27a 28b 28a
 32b 32a 30b 30a
Totals ____ ____ ____ ____

 Circle the one with more points: Circle the one with more points:
  I or E  S or N

(If tied on I/E, don’t count #11) (If tied on S/N, don’t count #16)

Score for T Score for F Score for J Score for P
 (Thinking) (Feeling) (Judging) (Perceiving)
 3a 3b 4a 4b
 5a 5b 7a 7b
 12a 12b 8b 8a
 14b 14a 9a 9b
 20a 20b 18b 18a
 24b 24a 23b 23a
 25a 25b 26a 26b
 29b 29a 31a 31b
Totals ____ ____ ____ ____

 Circle the one with more points: Circle the one with more points:
  T or F  J or P

(If tied on T/F, don’t count #24) (If tied on J/P, don’t count #23)
Your Score Is: I or E ______ S or N ______ T or F ______ J or P ______
Your MBTI type is: ________ (example: INTJ; ESFP; etc.)

Scoring and Interpretation
The Myers–Briggs Type Indicator (MBTI), based on the work 
of psychologist Carl Jung, is the most widely used personal-
ity assessment instrument in the world. The MBTI, which was 
described in the chapter text, identifies 16 different “types,” 
shown with their dominant characteristics in the following 
chart. Remember that no one is a pure type; however, each 
individual has preferences for introversion versus extraversion, 

sensing versus intuition, thinking versus feeling, and judging 
versus  perceiving. Based on your scores on the survey, read 
the description of your type in the chart. Do you believe the 
description fits your personality? 

Source: From Organizational Behavior: Experience and Cases, 4th 
edition by Dorothy Marcic. © 1995. Reprinted with permission 
of South-Western, a division of Thomson Learning: http://www.
thomsonrights.com. Fax: 800-730-2215.

http://www.thomsonrights.com
http://www.thomsonrights.com
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Continued

Source: Modified and reproduced by special permission of the Publisher, CPP, Inc., Palo Alto, CA 94303 
from Introduction to Type® Sixth Edition by Isabel Briggs Myers. Copyright 1998 by Peter B. Myers and 
Katharine D. Myers. All rights reserved. Further reproduction is prohibited without the Publisher’s written 
consent. 
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Discussion Questions
 1. Extraversion is often considered a “good” quality for a leader to have. Why might 

introversion be considered an equally positive quality?

 2. What might be some reasons the dimension of “openness to experience” correlates 
so strongly with historians’ ratings of the greatest U.S. presidents but has been less 
strongly associated with business leader success? Do you think this personality 
dimension might be more important for business leaders of today than it was in the 
past? Discuss.

 3. Leaders in many of today’s organizations use the results of personality testing to 
make hiring and promotion decisions. Discuss some of the pros and cons of this 
approach.

 4. From Leader’s Self-Insight 4.3, identify four or five values (instrumental or end 
values) that could be a source of conflict between leaders and followers. Explain.

 5. How do a person’s attitudes and assumptions about human nature in general affect 
his or her leadership approach? How might a leader’s attitudes about him or herself 
alter or reinforce this approach?

 6. Do you believe understanding your preferences according to the whole brain model 
can help you be a better leader? Discuss.

 7. How can a leader use an understanding of brain dominance to improve the function-
ing of the organization?

 8. Why do you think thinking and judging are the two characteristics from the Myers-
Briggs Type Indicator that seem to be most strongly associated with effective 
 leadership?

9.  Do you believe a leader’s success in a particular leadership role would be influenced 
more by personality characteristics or by the leader’s thinking and decision-making 
style? Discuss. What type of leadership role would you feel most comfortable in? 
Discuss your reasons.

Leadership at Work 

Past and Future
Draw a life line below that marks high and low experiences during your life. Think of key 
decisions, defining moments, peak experiences, and major disappointments that shaped 
who you are today. Draw the line from left to right, and identify each high and low point 
with a word or two.

Birth Year: Today’s Date:

What made these valued experiences? How did they shape who you are today?

Now take the long view of your life. In 10-year increments, write below the leader 
experiences you want to have. Provide a brief past-tense description of each decade 
(e.g., next 10 years—big starting salary, bored in first job, promoted to middle 
 management)
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Next 10 years: 

Following 10 years: 

Following 10 years: 

Following 10 years: 

What personal skills and strengths will you use to achieve the future?

What is your core life purpose or theme as expressed in the life line and answers above? 

What would your desired future self say to your present self?

How do your answers above relate to your scores on the Leader Self-Insight question-
naires you completed in this chapter? 

Leadership Development: Cases for Analysis 

International Bank
Top executives and board members of a large international bank in New York are meeting 
to consider three finalists for a new position. The winning candidate will be in a high-
profile job, taking charge of a group of top loan officers who have recently gotten the 
bank into some risky financial arrangements in Latin America. The bank had taken a 
financial bath when the Mexican peso collapsed, and the board voted to hire someone to 
directly oversee this group of loan officers and make sure the necessary due diligence is 
done on major loans before further commitments are made. Although the bank likes for 
decisions to be made as close to the action level as possible, they believe the loan officers 
have gotten out of hand and need to be reined in. The effectiveness of the person in this 
new position is considered to be of utmost importance for the bank’s future. After care-
fully reviewing resumés, the board selected six candidates for the first round of interviews, 
after which the list of finalists was narrowed to three. All three candidates seem to have 
the intellect and experience to handle the job. Before the second-round interview, the 
board has asked their regular consulting firm to review the candidates, conduct more 
extensive background checks, and administer personality tests. A summary of their reports 
on the three candidates follows:

A.M. This candidate has a relatively poor self-concept and exhibits a fear of the unknown. 
She is somewhat of an introvert and is uncomfortable using power openly and conspicuously. 
A.M.’s beliefs about others are that all people are inherently noble, kind, and disposed to do 
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the right thing, and that it is possible to influence and modify the behavior of anyone through 
logic and reason. Once a person’s shortcomings are pointed out to her, A.M. will try to help 
the person overcome them. She believes that all employees can be happy, content, and dedi-
cated to the goals of the organization.

J.T. J.T. is an extravert with a strong drive for achievement and power. He likes 
new experiences and tends to be impulsive and adventurous. He is very self-assured and 
confident in his own abilities, but highly suspicious of the motives and abilities of others. 
J.T. believes the average person has an inherent dislike for work and will avoid responsi-
bility when possible. He is very slow to trust others, but does have the ability over time 
to develop close, trusting relationships. In general, though, J.T. believes most people must 
be coerced, controlled, and threatened to get them to do their jobs well and to the benefit 
of the organization.

F.C. This candidate is also an extravert, but, although she is competitive, F.C. does 
not seem to have the strong desire for dominance that many extraverts exhibit. F.C. is 
also highly conscientious and goal-oriented, and will do whatever she believes is neces-
sary to achieve a goal. F.C. has a generally positive attitude toward others, believing that 
most people want to do their best for the organization. F.C. does, though, seem to have a 
problem forming close, personal attachments. Her lively, outgoing personality enables her 
to make many superficial acquaintances, but she seems to distrust and avoid emotions in 
herself and others, preventing the development of close relationships.

Sources: This case is based on information in “Consultant’s Report” in John M. Champion and Francis J. Bridges, 
Critical Incidents in Management: Decision and Policy Issues, 6th ed. (Homewood, IL: Irwin, 1989), pp. 55–60; 
and James Waldroop and Timothy Butler, “Guess What? You’re Not Perfect,” Fortune, (October 16, 2000), 
pp. 415–420.

QUESTIONS

 1. Based only on the consultant’s summary, which of the three candidates would you 
select as a leader for the group of loan officers? Discuss and defend your decision.

 2. The selection committee is more divided than before on who would be best for the 
job. What additional information do you think you would need to help you select 
the best candidate?

 3. How much weight do you think should be given to the personality assessment? Do you 
believe personality tests can be useful in predicting the best person for a job? Discuss.

The Deadlocked Committee
Ned  Norman tried to reconstruct, in his own mind, the series of events that had culmi-
nated in this morning’s deadlocked committee meeting. Each of the members had suddenly 
seemed to resist any suggestions that did not exactly coincide with his or her own ideas for 
implementing the program under consideration. This sort of “stubbornness,” as Norman 
considered it, was not like the normal behavior patterns of most committee participants. 
Of course, the comment during  last week’s meeting about “old fashioned seat-of-the-
pants decision making” had ruffled a few feathers, but Ned didn’t think that was why 
things had bogged down today.

Ned recalled starting this morning’s session by stating that the committee had discussed 
several of the factors connected with the proposed expanded services program, and now it 
seemed about time to make a decision about which way to go. Robert Romany had immedi-
ately protested that they had barely scratched the surface of the possibilities for implementing 
the program. Then, both Hillary Thomas and David Huntington, who worked in the statistics 
department of Division B, had sided with Romany and insisted that more time was needed 
for in-depth research. Walter Weston had entered the fray by stating that this seemed a little 
uncalled for, since previous experience has clearly indicated that expansion programs such as 
this one should be implemented through selected area district offices. This had sparked a state-
ment from Susan Pilcher that experience was more often than not a lousy teacher, which was 
followed by Todd Tooley repeating his unfortunate statement about old-fashioned decision 
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making! Robert Romany had further heated things up by saying that it was obviously far better 
to go a little slower in such matters by trying any new program in one area first, rather than 
having the committee look “unprogressive” by just “trudging along the same old cow paths”!

At this point, Ned had intuitively exercised his prerogative as chairman to stop the 
trend that was developing. However, things were obviously so touchy among the members 
that they simply refused to either offer suggestions or support any that Ned offered for 
breaking the deadlock. Ned decided to approach each of the division directors for whom 
the various committee members worked. In each area he visited, he learned that the direc-
tors were already aware of the problems, and each one had his or her own ideas as to 
what should be done:

Division A: The director stated that he was not much in sympathy with people who 
wanted to make a big deal out of every program that came along. He recalled a similar 
problem years ago when the company first introduced decision support software, which was 
hailed as the manager’s replacement in decision making. He noted that the software was still 
in use but that he had probably made better decisions as a result of his broad background 
and knowledge than any computer ever could. “When I’ve served as chair of a deadlocked 
committee,” he said, “I simply made the decision and solved the problem. If you’re smart, 
you’ll do the same. You can’t worry about everybody’s feelings on this thing.”

Division B: “I know you’ll want to use the best available information in estimating 
any program’s potential performance,” the director of Division B told Ned. She sided with 
Hillary Thomas and David Huntington that an investigative approach was the only way to 
go. After all, the director said, it logically followed that a decision could be no better than 
the research effort behind it. She also told Ned that she had told Thomas and Huntington to 
go ahead and collect the data they needed. “My division will be footing the bill for this, so 
nobody can gripe about the cost aspects.” she said. “Any price would be cheap if it awakens 
some of the people around here to the tremendous value of a scientific approach.”

Division C: The director of Division C bluntly told Ned that he didn’t really care 
how the decision was made. However, he thought the best course of action would be to 
carefully develop a plan and implement it a piece at a time. “That way,” he said, “you 
can evaluate how it looks without committing the company to a full-scale expansion. It 
doesn’t take a lot of figuring to figure that one out!”

Division D: “We’ve got a time problem here,” the director of Division D said. “The 
committee simply can’t look at all possible angles. They need to synthesize the information and 
understandings they have and make a decision based on two or three possible solutions.”

Source: This is a revised version of a case by W. D. Heier, “Ned Norman, Committee Chairman,” in John E. 
Dittrich and Robert A. Zawacki, People and Organizations: Cases in Management and Organizational Behavior 
(Plano, TX: Business Publications, Inc., 1981), pp. 9–11.

QUESTIONS

 1. Based on the whole brain concept, what different thinking styles are represented 
by the committee members and division directors? Do you believe they can ever be 
brought together? Discuss.

 2. What personality characteristics do you think could help Norman resolve this 
dilemma and break the impasse?  Discuss your reasons.

 3. If you were the chairman of this committee, what would you do? Discuss.
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Chapter 5
Your Leadership Challenge 
After reading this chapter, you should be able to:

• Recognize how mental models guide your behavior and relationships.

• Engage in independent thinking by staying mentally alert, thinking 
critically, and being mindful rather than mindless.

• Break out of categorized thinking patterns and open your mind to new 
ideas and multiple perspectives.

• Begin to apply systems thinking and personal mastery to your 
activities at school or work.

• Exercise emotional intelligence, including being self-aware, managing 
your emotions, motivating yourself, displaying empathy, and managing 
relationships.

• Apply the difference between motivating others based on fear and 
motivating others based on love.
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Leadership Mind and Heart
When Larry Walters took over at Qwest Communication’s Idaho Falls call 
center, many people thought the situation was downright hopeless: Doors 
slamming. People crying on the phone to their friends. Rampant absentee-
ism. Rumors that the center would soon close. 

Walters soon realized that most of the frontline supervisors at the 
 center managed through fear and intimidation. One of his fi rst moves was 
to tell them they were expected to help people be their best rather than 
bullying and harassing them in an effort to improve productivity. Four of 
the supervisors refused to go along with the new approach and were fi red, 
sending a clear signal to employees that it was a new day in Idaho Falls. 
Walters set clear performance standards and posted the results so everyone 
would know how the center was doing compared to its peers. But he soft-
ened this strong focus on results by letting people know he genuinely cared 
about them. His fi rst question to an employee in the morning wouldn’t be 
“How are your numbers?” but “How was your son’s Little League game?” 
or “Did you have a fun weekend?” Walters got out on the fl oor and got to 
know people by name. He listened to their frustrations and made changes 
to alleviate them where he could. He stood on a desk in the middle of the 
building and told people he loved them and believed they could accomplish 
great things.

Before long, people were accomplishing great things. The center buzzed 
with activity and enthusiasm as fi gures for sales and customer service con-
sistently went up. Senior executives were so impressed that they decided to 
expand the center. Walters cried along with employees as the announcement 
was made. Down to just 65 people and with the lights out in half of the 
building when Walters arrived, within two years the Idaho Falls center em-
ployed around 400 in two buildings and was the largest Qwest call center 
in the country.1

Larry Walters created a new model for the Qwest Idaho Falls call center, 
one that puts a priority on people and relationships rather than treating 
employees like production machinery. In many of today’s organizations, 
leaders are beginning to talk about building work relationships based on 
trust, caring, and respect. Employee engagement has become a motto for 
companies that want motivated and committed workers. In a study of com-
panies trying to transform, Harvard researcher Christopher Bartlett found 
that the biggest obstacle was leaders’ inability to engage employees and 
give them a sense of purpose and meaning in their jobs.2 At West Point, 
where future Army leaders are trained, cadets are taught that the great 
leaders are those who genuinely care about their soldiers and never ask 
others to do anything they aren’t willing to do themselves.3 A former Yahoo 
executive even wrote a book titled Love is the Killer App to emphasize 
that compassion and empathy are essential characteristics for leadership 
in today’s world.4 Many leaders have a growing appreciation for the fact 
that the strength and quality of relationships with employees, customers, 
suppliers, and competitors is just as important as formal rules, contracts, 
plans, and even profi ts.

Making relationships rather than rules and schedules a priority is not 
easy for traditional managers who have been accustomed to thinking emo-
tions should be left outside the company gate. However, smart leaders are 
aware that human emotion is the most basic force in organizations and 
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that acknowledging and respecting employees as whole people can enhance 
 organizational performance. People cannot be separated from their emotions, and it 
is through emotion that leaders generate a commitment to shared vision and mis-
sion, values and culture, and caring for the work and each other.

Noted leadership author and scholar Warren Bennis has said that “there’s 
no difference between being a really effective leader and becoming a fully inte-
grated person.”5 This chapter and the next examine current thinking about the 
importance of leaders becoming fully integrated people by exploring the full 
capacities of their minds and spirits. By doing so, they help others reach their 
full potential and contribute fully to the organization. We fi rst defi ne what we 
mean by leader capacity. Then we expand on some of the ideas introduced in the 
previous chapter to consider how the capacity to shift our thinking and feeling 
can help leaders alter their behavior, infl uence others, and be more effective. We 
discuss the concept of mental models, and look at how qualities such as inde-
pendent thinking, an open mind, and systems thinking are important for lead-
ers. Then we take a closer look at human emotion as illustrated in the concept 
of emotional intelligence and the emotions of love versus fear in leader–follower 
relationships. The next chapter will turn to spirit as refl ected in moral leadership 
and courage.

Leader Capacity versus Competence 
Traditionally, effective leadership, like good management, has been thought of as 
competence in a set of skills; once these specifi c skills are acquired, all one has to 
do to succeed is put them into action. However, as we all know from personal ex-
perience, working effectively with other people requires much more than practicing 
specifi c, rational skills; it often means drawing on subtle aspects of ourselves—our 
thoughts, beliefs, or feelings—and appealing to those aspects in others. Anyone who 
has participated on an athletic team knows how powerfully thoughts and emotions 
can affect performance. Some players are not as highly skilled from a technical 
standpoint but put forth amazing performances by  playing with heart. Players who 
can help others draw on these positive emotions and thoughts usually emerge as

In organizations, just like on the playing fi eld, skills compe-
tence is important, but it is not enough. Although leaders have to 
attend to organizational issues such as production schedules, struc-
ture, fi nances, costs, profi ts, and so forth, they also tend to human 
ssues, particularly in times of uncertainty and rapid change. Key is-
ues include how to give people a sense of meaning and purpose when 
ajor shifts occur almost daily; how to make employees feel valued 
d respected in an age of downsizing and job uncertainty; and how 
keep morale and motivation high in the face of uncertainty and the 

stress it creates.
In this chapter, rather than discussing competence, we explore a 

person’s capacity for mind and heart. Whereas competence is limited and quan-
tifi able, capacity is unlimited and defi ned by the potential for expansion and 
growth.6 Capacity means the potential each of us has to be more than we are 
now. The U.S. Army’s leadership expression “Be, Know, Do,” coined more than 
25 years ago, puts Be fi rst because who a leader is as a person—his or her char-
acter, values, spirit, and ethical center—colors everything else.

CapacityCapacity
the potential each of us has tothe potential each of us has to
do more and be more than wedo more and be more than we
are now are now

Action MemoAs a leader, you can expand the capacity of 
your mind, heart, and spirit by consciously 

engaging in activities that use aspects 
of the whole self. You can refl ect on your 

experiences to learn and grow from them. 



CHAPTER 5: LEADERSHIP MIND AND HEART 133

Action Memo

As a leader, you can become aware of your 

mental models and how they affect your 

thinking and behavior. You can learn to 

regard your assumptions as temporary ideas 

and strive to expand your mindset. 

Developing leadership capacity goes beyond learning the skills for organiz-
ing, planning, or controlling others. It also involves something deeper and more 
subtle than the leadership traits and styles we discussed in Chapters 2 and 3. 
Living, working, and leading based on our capacity means using our whole 
selves, including intellectual, emotional, and spiritual abilities and understand-
ings. A broad literature has emphasized that being a whole person means op-
erating from mind, heart, spirit, and body.7 Although we can’t “learn” capacity 
the way we learn a set of skills, we can expand and develop leadership capacity. 
Just as the physical capacity of our lungs is increased through regular aerobic 
exercise, the capacities of the mind, heart, and spirit can be expanded through 
conscious development and regular use. In the previous chapter, we introduced 
some ideas about how individuals think, make decisions, and solve problems 
based on values, attitudes, and patterns of thinking. This chapter builds on some 
of those ideas to provide a broader view of the leadership capacities of mind 
and heart.

Mental Models 
A mental model can be thought of as an internal picture that affects a leader’s ac-
tions and relationships with others. Mental models are theories people hold about 
specifi c systems in the world and their expected behavior.8 A system means any 
set of elements that interact to form a whole and produce a specifi ed outcome. 
An organization is a system, as is a football team, a sorority pledge drive, a 
marriage, the registration system at a university, or the claims process at an in-
surance company. Leaders have many mental models that tend to govern how 
they interpret experiences and how they act in response to people and situa-
tions. For example, one mental model about what makes an effective team is that 
members share a sense of team ownership and feel that they have authority and 
responsibility for team actions and outcomes.9 A leader with this mental model 
would likely push power, authority, and decision making down to the team 
level and strive to build norms that create a strong group iden-
tity and trust among members. However, a leader with a mental 
model that every group needs a strong leader to take control and 
make the decisions is less likely to encourage norms that lead 
to effective teamwork. Exhibit 5.1 shows the mental model that 
Google’s top leaders use to keep the company on the cutting edge 
as its core business of search matures. At Google, risk-taking, a 
little craziness, and making mistakes is encouraged for the sake of 
innovation. Too much structure and control is considered death to 
the company.10

Mental models
theories people hold about 
specifi c systems in the world and 
their expected behavior 

Mental models
theories people hold about 
specifi c systems in the world and 
their expected behavior 

Exhibit 5.1 Google Leaders’ Mental Model

Source: Based on Adam Lashinsky, “Chaos by Design,” Fortune (October 2, 2006), pp. 86–98.

 • Stay uncomfortable
 • Let failure coexist with triumph
 • Use a little less “management” than you need
 • Defy convention
 • Move fast and figure things out as you go
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Leaders at Google, as well as other organizations, strive to  create mental 
models that are aligned with organizational needs, goals, and values. However, 
personal values, attitudes, beliefs, biases, and prejudices can all affect one’s men-
tal model. A leader’s assumptions play an important role in shaping his or her 
mental model, but leaders can examine their assumptions and shift mental models 
when needed to keep their organizations healthy.11

Assumptions
In the previous chapter, we discussed two very different sets of attitudes and 
 assumptions that leaders may have about subordinates, called Theory X and The-
ory Y, and how these assumptions affect leader behavior. A leader’s assumptions 
naturally are part of his or her mental model. Someone who assumes that people 
can’t be trusted will act very differently in a situation than someone who has 
the assumption that people are basically trustworthy. Leaders have assumptions 
about events, situations, and circumstances as well as about people. Assump-
tions can be dangerous because people tend to accept them as “truth.” A good 
example of faulty assumptions comes from Pets.com, a classic example of an 
early Internet company that was based on a fl awed business model. Leaders 
assumed that people would start buying all their pet supplies online, but basic 
goods like dog food and cat litter are much easier to pick up at the local gro-
cery store along with the regular shopping. In addition, the clever sock puppet 
commercials just didn’t work. Leaders assumed that owners would “get” the 
idea of a puppet talking directly to their pets, since many owners see their pets 
as members of the family. But the approach of treating pets rather than people 
as the buyers fl opped.12 As another example, consider leaders at Ford Motor 
Company, who assumed that their way of doing business, which has kept the 
company profi table for decades, would continue to be successful in the twenty-
fi rst century. Finally accepting that the old way was no longer making money, 
Bill Ford resigned as CEO in the fall of 2006, acknowledging that the company 
needed someone with a new mental model based on different assumptions.13

One organization that found success by bringing in a new leader with a different 
set of assumptions is Yahoo Inc.

Yahoo Inc.

Yahoo Inc. was started in 1994 by engineers Jerry Yang and David Filo while they 
were still graduate students at Stanford University. The company grew quickly and 
became a darling of the high-tech bubble of the late 1990s. But then the bubble 
burst. Like many Internet companies, Yahoo faced a crisis, and some observers 
even expected it to fold. That’s when Yang asked Terry Semel to replace Tim Koogle 
as CEO of the struggling company.

Lots of people, both inside and outside the organization, thought it was a hor-
rendous mistake. Up to that point, Yahoo, like other Internet start-ups, had been 
run by leaders under the assumption that the technology should come fi rst. The 
company was run loosely, with little concern for structure or control. Semel came 
in with a mental model based on the assumption that solid business practices 
focused on distribution of content was what Yahoo needed most. As an “old media” 
executive whose most recent job was co-head of Warner Bros., Semel knew almost 
nothing about the digital world—he had barely even used a PC or surfed the Net. He 
didn’t have a clue what a buddy list or a protocol was. He spent his fi rst months on 
the job in marathon sessions just getting up to speed on the technology. Yet, while 
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he understood that the technology had to be fi rst-rate, Semel based his leadership 
on the assumption that Yahoo was a twenty-fi rst century entertainment and media 
company, not a technology company. He set about methodically reorganizing Yahoo 
to meet the goal of entertaining and informing people in a new way. Semel said he 
approached running the business from the viewpoint of “a typical user who wants 
things to happen with ease and comfort,” rather than from the viewpoint of a tech-
nology whiz. 

The shift in mental models had a tremendous impact. From losing $100  million 
on $717 million in revenues the year Semel arrived, Yahoo went to earning $239 
 million on $1.4 billion in revenues 18 months later. By 2005, Yahoo earned $1.2 
billion on sales of $5.3 billion, had the widest global reach of any Internet site, 
and owned the most-used e-mail, instant messaging, and music Web sites in the 
world.14 

Mary Meeker, an analyst for Morgan Stanley, said Semel’s mental model—“to 
keep the users growing and . . . keep growing usage”—made all the  difference. 
“It sounds like mom and apple pie,” she says, “but that was something a lot of 
people did not get in 2001.” Recently, Yahoo’s numbers have slipped as compe-
tition has increased. Semel may have to shift some of his assumptions to defi ne 
priorities, bring focus, and keep the company strong as the online world con-
tinues to change.15

As the story of Yahoo illustrates, a mental model based on a certain set of as-
sumptions might work great in some circumstances, yet be detrimental to success 
in other circumstances. It’s important for leaders to regard their assumptions as 
temporary ideas rather than fi xed truths. The more aware a leader is of his or her 
assumptions, the more the leader understands how assumptions guide behavior. 
In addition, the leader can question whether long-held assumptions fi t the reality 
of the situation. Questioning assumptions can help leaders understand and shift 
their mental models.

Changing Mental Models
The mindset of the top leader has always played a key role in organizational 
success. A Harvard University study ranking the top 100 business leaders of the 
twentieth century found that they all shared what the researchers refer to as 
“contextual intelligence,” the ability to sense the social, political, technological, 
and economic context of the times and adopt a mental model that helped their 
 organizations best respond.16 In today’s world of rapid and discontinuous change, 
the greatest factor determining the success of leaders and organizations may be 
the ability to change one’s mental model.17

For business leaders, the uncertainty and volatility of today’s environment is 
refl ected in a sharp increase in the number of companies that Standard & Poor’s 
consider high risk. In 1985, 35 percent of companies were rated high risk, with 
41 percent considered low risk. By 2006, only 13 percent were in the low-risk 
category, with a whopping 73 percent rated high risk. Considering this and other 
environmental factors, one business writer concluded: “The forecast for most 
companies is continued chaos with a chance of disaster.”18 Coping with this vola-
tility requires a tremendous shift in mental models for most leaders. Yet leaders 
can become prisoners of their own assumptions and mindsets. They fi nd them-
selves simply going along with the traditional way of doing things—whether it be 
managing a foundation, handling insurance claims, selling cosmetics, or coaching 
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a basketball team—without even realizing they are making decisions and acting 
within the limited frame of their own mental model.19

A recent study by Stephan Lewandowsky, a psychology professor at the Uni-
versity of Western Australia, Crawley, demonstrates the tremendous power men-
tal models can have on our thinking. Researchers showed more than 860 people 
in Australia, Germany, and the United States a list of events associated with the 
United States-led invasion of Iraq. Some were true, some were originally reported 
as fact by the media but later retracted, and some were completely invented for 
the study. After interepreting the results, reasearchers determined that people 
tended to believe the “facts” that fi t with their mindset about the Iraqi war, even 
if those facts were clearly not true. People who accepted as valid the offi cial U.S. 
justifi cation for the war continued to believe reports that cast the United States in 
a good light and the Iraqi forces in a bad light, even if they knew the reports had 
been retracted. Those who were suspicious of U.S. motives easily discounted the 
misinformation. Lewandowsky says supporters of the war held fast to believing 
what they originally heard, even though they knew it had been retracted, “because 
it fi ts with their mental model, which people seek to retain whatever it takes.” This 
is an important point: People tend to believe what they want to believe because 
doing otherwise “would leave their world view a shambles.”20

Despite the mental discomfort and sense of disarticulation it might cause, 
leaders must allow their mental models to be challenged and even demolished. 
Successful global leaders, for example, have learned to expand their thinking by 
questioning assumptions about the “right” way to conduct business. They learn to 
appreciate and respect other values and methods, yet also look for ways to push 
beyond the limits of cultural assumptions and fi nd opportunities to innovate.21

Consider how acting based on limited assumptions hurt Swedish furniture maker 
Ikea when it fi rst entered the U.S. market. Leaders duplicated traditional Swedish 
concepts such as no home delivery, a Swedish cafeteria, and beds made the way 
they were in Sweden (which conformed to Swedish rather than U.S. standards). 
They seemed almost blind to any other way to conduct business. The company’s 
disappointing performance, however, quickly led leaders to reevaluate their ideas 
and assumptions and consider how acting from a “Swedish mindset” was posing 
a barrier to success in foreign markets.22 Today, Ikea is a highly successful global 
company because leaders were able to shift to a global mindset.

Becoming aware of assumptions and understanding how they infl uence emo-
tions and actions is the fi rst step toward being able to shift mental models and 
see the world in new ways. Leaders can break free from outdated mental models. 
They can recognize that what worked yesterday may not work today.  Following 
conventional wisdom about how to do things may be the surest route to failure. 
Effective leaders learn to continually question their own beliefs, assumptions, 
and perceptions in order to see things in unconventional ways and meet the chal-
lenge of the future head on.23 Leaders also encourage others to question the 
status quo and look for new ideas. Getting others to shift their mental models is 
perhaps even more diffi cult than changing one’s own, but leaders can use a  variety 
of techniques to bring about a shift in thinking, as described in the Leader’s 
Bookshelf. 

Developing a Leader’s Mind 
How do leaders make the shift to a new mental model? The leader’s mind can be 
developed beyond the non-leader’s in four critical areas: independent thinking, 
open-mindedness, systems thinking, and personal mastery. Taken together, these 



four disciplines provide a foundation that can help leaders examine their mental 
models and overcome blind spots that may limit their leadership effectiveness and 
the success of their organizations.

Independent Thinking
Independent thinking means questioning assumptions and interpreting data and 
events according to one’s own beliefs, ideas, and thinking, not according to pre-
established rules, routines, or categories defi ned by others. People who think 
independently are willing to stand apart, to have opinions, to say what they think, 

Independent thinkingIndependent thinking
questioning assumptions andquestioning assumptions and
interpreting data and eventsinterpreting data and events
according to one’s own beliefs, according to one’s own beliefs,
ideas, and thinking, ratherideas, and thinking, rather
than pre-established rules orthan pre-established rules or
categories defi ned by otherscategories defi ned by others

After about the age of 10, psychologist Howard Gardner
asserts, people tend to retreat to old ideas rather than
open up to new possibilities. “I’m not stating on small
matters it’s difficult to change people’s minds,” Gardner
writes. “But on fundamental ideas of how the world
works, about what your enterprise is about, about what
your life goals are, about what it takes to survive—it’s on
these topics that it’s very difficult. . . .” Why? Because,
over time, as people gain more formal and informal knowl-
edge, patterns of thought become engraved in our minds,
making it tough to shift to fresh ways of thinking. Yet last-
ing change in mindset is achievable, Gardner believes, if
leaders use specific mind-changing tools.

GETTING OTHERS TO SEE THINGS DIFFERENTLY
Based on decades of extensive psychological research
and observation, Gardner details seven “levers of
change” that can be used to shift people’s mindsets. He
advises leaders to “think of them as arrows in a quiver,”
that can be drawn upon and used in different combina-
tions for different circumstances. Here are some of
Gardner’s lessons:

• Take your time, and approach change from many van-
tage points. To shift people’s way of thinking, leaders
get the message out many different times in many
different ways, using a variety of approaches and
symbols. Gardner calls this representational redescrip-
tion, which means finding  diverse ways to get the
same desired mind change across to people. “Give
your message in more than one way, arranging things
so the [listener] has a different experience.” For
example, simply talking about something in a different
setting, such as over coffee or a drink after work, can
sometimes be effective because the usual assump-
tions and resistances may be diminished.
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• Don’t rely on reason alone. Using a rational approach
complemented by research and statistical data can
shore up your argument. But effective leaders know 
they have to touch people’s emotions as well, which
Gardner calls resonance. Using stories, imagery,
and real-world events can be a highly effective way 
to bring about change. Gardner uses the example
of former British Prime Minister Margaret Thatcher.
Thatcher effectively shifted the mindset of her con-
stituency toward the idea that Britain could re-emerge
as a leading global power because her message reso-
nated with people. As the daughter of a poor grocer,
Thatcher worked her way through school and raised a
family before she entered politics.

• Don’t underestimate how powerful resistances can 
be. As head of Monsanto, Robert Shapiro strongly
believed in the benefits of genetically altered foods,
and he assumed that the rest of the world would
gladly embrace them. He was wrong, and his com-
pany suffered greatly because of his failure to under-
stand and effectively address the resistances he
encountered. Gardner identifies several specific types 
of barriers and advises leaders to arm themselves as
if for battle when trying to change minds.

LASTING CHANGE IS VOLUNTARY CHANGE
Some people tend to think secrecy and manipulation is
the quickest way to bring about change, and Gardner
admits that in the short run, deception is effective.
However, he emphasizes that change doesn’t stick unless
people change voluntarily. Manipulation backfires. Leaders
who want to effect lasting changes in mindset wage their
change campaigns openly and ethically.

Changing Minds, by Howard Gardner, is published by Harvard
Business School Press.

137



138 PART 3: THE PERSONAL SIDE OF LEADERSHIP 

Action MemoAs a leader, you can train yourself to think 
independently. You can be curious, keep 

an open mind, and look at a problem or 
situation from multiple perspectives before 

reaching your conclusions. 

Action MemoEvaluate your skill in three dimensions 
of mindfulness, including intellectual 

stimulation, by completing the exercise in 
Leader’s Self-Insight 5.1

and to  determine a course of action based on what they personally believe rather 
than on what other people think or say. For example, at Yahoo, Terry Semel didn’t 
let it bother him that many people thought his ideas for Yahoo would never work. 
Good leadership isn’t about following the rules of others, but standing up for what 
you believe is best for the organization.

To think independently means staying mentally alert and thinking critically. 
Independent thinking is one part of what is called leader mindfulness.24 Mind-
fulness can be defi ned as continuously reevaluating previously learned ways of 
doing things in the context of evolving information and shifting circumstances. 
Mindfulness involves independent thinking, and it requires leader curiosity and 
learning. Mindful leaders are open minded and stimulate the thinking of others 
through their curiosity and questions. Mindfulness is the opposite of mindless-
ness, which means blindly accepting rules and labels created by others. Mindless 
people let others do the thinking for them, but mindful leaders are always looking 
for new ideas and approaches.

In the world of organizations, everything is constantly changing. What worked 
in one situation may not work the next time. In these conditions, mental laziness 
and accepting others’ answers can hurt the organization and all its members. 
Leaders apply critical thinking to explore a situation, problem, or question from 
multiple perspectives and integrate all the available information into a possible 
solution. When leaders think critically, they question all assumptions, vigorously 
seek divergent opinions, and try to give balanced consideration to all alternatives.25

Leaders at today’s best-performing organizations, for example, deliberately seek 
board members who can think independently and are willing to challenge senior 
management or other board members. Consider the board member at Medtronic 
who stood his ground against the CEO and 11 other members concerning an 
acquisition. The board approved the acquisition, but then-CEO Bill George was 
so persuaded by the dissenter’s concerns that he reconvened the board by con-
ference call. After hearing the dissenting board member’s cogent argument that 
the deal would take Medtronic into an area it knew nothing about and divert 
attention from the core business, the board reconsidered and decided against 

the deal.26

Thinking independently and critically is hard work, and most 
of us can easily relax into temporary mindlessness, accepting black-
and-white answers and relying on standard ways of doing things. 
Companies that have gotten into ethical and legal trouble in recent 
years often had executives and board members who failed to question 
enough or to challenge the status quo.

Leaders also encourage followers to be mindful rather than  mindless. 
Bernard Bass, who has studied charismatic and transformational leader-
ship, talks about the value of intellectual stimulation—arousing  followers’ 

thoughts and imaginations as well as stimulating their ability to identify and solve 
problems creatively.27 People admire leaders who awaken their curiosity, challenge 

them to think and learn, and encourage openness to new, inspiring ideas 
and alternatives.

Open-Mindedness
One approach to independent thinking is to break out of the mental 
boxes, the categorized thinking patterns we have been  conditioned to 
accept as correct. Leaders have to “keep their mental muscle loose.”28

John Keating, the private school teacher portrayed in the movie, Dead 

Mindfulness
the process of continuously 
reevaluating previously learned 
ways of doing things in the 
context of evolving information 
and shifting circumstances 
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Poets Society, urged his students to stand on their desks to get a new perspective 
on the world: “I stand on my desk to remind myself we must constantly look at 
things a different way. The world looks different from here.”

The power of the conditioning that guides our thinking and behavior is 
 illustrated by what has been called the Pike Syndrome. In an experiment, a north-
ern pike is placed in one half of a large glass-divided aquarium, with numerous 
minnows placed in the other half. The hungry pike makes repeated attempts to 
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Leader’s Self-Insight 5.1
Think back to how you behaved toward others at work 
or in a group when you were in a formal or informal 
leadership position. Please respond to the following 
items based on how frequently you did each behavior. 
Indicate whether each item is Mostly False or Mostly 
True for you. 

Mostly 
False

Mostly 
True

1. Enjoyed hearing new ideas. _______ _______

2. Challenged someone to think 
about an old problem in a 
new way. _______ _______

3. Tried to integrate conversa-
tion points at a higher level. _______ _______

4. Felt appreciation for the 
viewpoints of others. _______ _______

5. Would ask someone about 
the assumptions underlying 
his or her suggestions. _______ _______

6. Came to my own conclusion 
despite what others thought. _______ _______

7. Was open about myself to 
others. _______ _______

8. Encouraged others to express 
opposing ideas and arguments. _______ _______

9. Fought for my own ideas. _______ _______

10. Asked “dumb” questions. _______ _______

11. Offered insightful comments 
on the meaning of data or 
issues. _______ _______

12. Asked questions to prompt 
others to think more about 
an issue. _______ _______

13. Expressed a controversial 
opinion. _______ _______

14. Encouraged opposite points 
of view. _______ _______

15. Suggested ways of improv-
ing my and others’ ways of 
doing things. _______ _______

Scoring and Interpretation
Give yourself one point for each Mostly True checked 
for items 1–8 and 10–15. Give yourself one point for 
 checking Mostly False for item 9. A total score of 12 or 
higher would be considered a high level of overall mind-
fulness. There are three subscale scores that represent 
three dimensions of leader mindfulness. For the dimen-
sion of open or beginner’s mind, sum your responses to 
questions 1, 4, 7, 9, and 14. For the dimension of inde-
pendent thinking, sum your scores for questions 3, 6, 11, 
13, and 15. For the dimension of intellectual stimulation, 
sum your scores for questions 2, 5, 8, 10, and 12.

My scores are: 
Open or beginner’s mind ______
Independent Thinking ______
Intellectual Stimulation ______

These scores represent three aspects of leader 
mindfulness—what is called open mind or beginner’s 
mind, independent thinking, and intellectual stimulation. 
A score of 4.0 or above on any of these dimensions is con-
sidered high because many people do not practice mindful-
ness in their leadership or group work. A score of 3 is about 
average, and 2 or less would be below average. Compare 
your three subscale scores to understand the way you use 
mindfulness. Analyze the specific questions for which you 
did not get credit to see more deeply into your pattern of 
mindfulness strengths or weaknesses. Open mind, inde-
pendent thinking, and intellectual stimulation are valuable 
qualities to develop for effective leadership.

Sources: The questions above are based on ideas from R. L. Daft 
and R. M. Lengel, Fusion Leadership, Chapter 4, (Berrett Koehler, 
2000); B. Bass and B. Avolio, Multifactor Leadership Questionnaire, 
2nd ed. (Mind Garden, Inc.); and P. M. Podsakoff, S. B. MacKenzie, 
R. H. Moorman, and R. Fetter, “Transformational Leader Behaviors 
and Their Effects on Followers’ Trust in Leader, Satisfaction, and 
Organizational Citizenship Behaviors,” Leadership Quarterly 1, no. 2 
(1990), pp. 107–42.
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get the minnows, but succeeds only in battering itself against the glass, fi nally 
learning that trying to reach the minnows is futile. The glass divider is then 
removed, but the pike makes no attempt to attack the minnows because it has 
been conditioned to believe that reaching them is impossible. When people as-
sume they have complete knowledge of a situation because of past experiences, 
they exhibit the Pike Syndrome, a trained incapacity that comes from rigid com-
mitment to what was true in the past and a refusal to consider alternatives and 
different perspectives.29

Leaders have to forget many of their conditioned ideas to be open to new 
ones. This openness—putting aside preconceptions and suspending beliefs and 
opinions—can be referred to as “beginner’s mind.” Whereas the expert’s mind 
rejects new ideas based on past experience and knowledge, the beginner’s 
mind refl ects the openness and innocence of a young child just learning about 
the world. The value of a beginner’s mind is captured in the story told in this 
chapter’s  Consider This. 

Nobel prize-winning physicist Richard Feynman, one of the most original 
scientifi c minds of the twentieth century, illustrates the power of the beginner’s 
mind. Feynman’s IQ was an unremarkable 125. The heart of his genius was a 
childlike curiosity and a belief that doubt was the essence of learning and know-
ing. Feynman was always questioning, always uncertain, always starting over, 
always resisting any authority that prevented him from doing his own thinking 
and exploring.30

Effective leaders strive to keep open minds and cultivate an organizational en-
vironment that encourages curiosity and learning. They understand the  limitations 
of past experience and reach out for diverse perspectives. Rather than seeing any 
questioning of their ideas as a threat, these leaders encourage everyone through-
out the organization to openly debate assumptions, confront paradoxes, question 
perceptions, and express feelings.31

Leaders can use a variety of approaches to help themselves and others keep 
an open mind. At McKinsey & Co., worldwide managing director Rajat Gupta 
reads poetry at the end of the partners’ regular meetings. Poetry and literature, he 
says, “help us think in more well-rounded ways. . . . Poetry helps us refl ect on the 
important questions: What is the purpose of our business? What are our values? 

Reflecting on how Winnie the Pooh found Eeyore’s missing tail: 
“An Empty sort of mind is valuable for finding pearls and 
tails and things because it can see what’s in front of it. 
An Overstuffed mind is unable to. While the clear mind 

listens to a bird singing, the Stuffed-Full-of-Knowledge-and-Cleverness mind wonders 
what kind of bird is singing. The more Stuffed Up it is, the less it can hear through its 
own ears and see through its own eyes. Knowledge and Cleverness tend to  concern 
themselves with the wrong sorts of things, and a mind confused by Knowledge, 
Cleverness, and Abstract Ideas tends to go chasing off after things that don’t matter, 
or that don’t even exist, instead of seeing, appreciating, and making use of what is 
right in front of it.”

Source: Benjamin Hoff, The Tao of Pooh (New York: E. P. Dutton, 1982), pp.146–147.
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Action Memo

As a leader, you can cultivate an ability to 

analyze and understand the relationships 

among parts of a team, organization, 

family, or other system to avoid making 

changes that have unintended negative 

consequences.

Poetry helps us recognize that we face tough questions and that we seldom have 
perfect answers.”32

Systems Thinking
Systems thinking means the ability to see the synergy of the whole rather than just 
the separate elements of a system and to learn to reinforce or change whole sys-
tem patterns.33 Many people have been trained to solve problems by breaking 
a complex system, such as an organization, into discrete parts and working to 
make each part perform as well as possible. However, the success of each piece 
does not add up to the success of the whole. In fact, sometimes changing one 
part to make it better actually makes the whole system function less effectively. 
In recent years, new drugs have been a lifesaver for people living with HIV, for 
example, but the drop in mortality rates has led to a reduction in perceived risk 
and therefore more incidences of risky behavior. After years of decline, HIV in-
fection rates began rising again, indicating that the system of HIV treatment is 
not well understood. California’s partial deregulation of the electricity market 
was designed to lower costs to consumers, but poor understanding of the over-
all system contributed to rolling blackouts, record-high rates, and political and 
economic turmoil. Or consider a small city that embarked on a road building 
program to solve traffi c congestion without whole-systems thinking. With new 
roads available, more people began moving to the suburbs. The solution actu-
ally increased traffi c congestion, delays, and pollution by enabling suburban 
sprawl.34

It is the relationship among the parts that form a whole system—whether it 
be a community, an automobile, a non-profi t agency, a human being, or a business 
organization—that matters. Systems thinking enables leaders to look for  patterns 
of movement over time and focus on the qualities of rhythm, fl ow, direction, 
shape, and networks of relationships that accomplish the performance of the 
whole. Systems thinking is a mental discipline and framework for seeing patterns 
and interrelationships.

It is important to see organizational systems as a whole because of their 
complexity. Complexity can overwhelm leaders, undermining confi dence. When 
leaders can see the structures that underlie complex situations, they can facilitate 
improvement. But it requires a focus on the big picture. Leaders can develop what 
David McCamus, former Chairman and CEO of Xerox Canada, calls “peripheral 
vision”—the ability to view the organization through a wide-angle lens, rather 
than a telephoto lens—so that they perceive how their decisions and actions affect 
the whole.35

An important element of systems thinking is to discern circles of  causality. 
Peter Senge, author of The Fifth Discipline, argues that reality is made up of circles 
rather than straight lines. For example, Exhibit 5.2 shows circles of  infl uence for 
producing new products. In the circle on the left, a high-tech fi rm grows rapidly 
by pumping out new products quickly. New products increase revenues, which 
enable the further increase of the R&D budget to add more new 
products.

But another circle of causality is being infl uenced as well. 
As the R&D budget grows, the engineering and research staff in-
creases. The burgeoning technical staff becomes increasingly hard 
to manage. The management burden falls on senior engineers, 
who provide less of their time for developing new  products, which 
slows product development time. The slowing of product develop-
ment time has a negative impact on new products, the very thing 
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that  created  organizational success. Maintaining product development time in 
the face of increasing  management complexity depends upon senior engineers’ 
management ability. Thus, understanding the circle of causality enables leaders 
to allocate resources to the training and development of engineering leadership 
as well as directly to new products. Without an understanding of the system, top 
leaders would fail to understand why increasing R&D budgets can actually in-
crease product development time and reduce the number of new products coming 
to market.

The other element of systems thinking is learning to infl uence the system with 
reinforcing feedback as an engine for growth or decline. In the example of new 
products, after managers see how the system works, they can allocate revenues 
to speed new products to market, either by hiring more engineers, or by training 
senior engineers in management and leadership skills. They can guide the system 
when they understand it conceptually. Without this kind of understanding, man-
agers will hit blockages in the form of seeming limits to growth and resistance 
to change because the large complex system will appear impossible to manage. 
Systems thinking is a signifi cant solution.

Personal Mastery
Another concept introduced by Senge is personal mastery, a term he uses to de-
scribe the discipline of personal growth and learning, of mastering yourself in a 
way that facilitates your leadership and achieves desired results.36 

Personal mastery embodies three qualities—personal vision, facing reality, and 
holding creative tension. First, leaders engaged in personal mastery know and clarify 
what is important to them. They focus on the end result, the vision or dream 
that motivates them and their organization. They have a clear vision of a desired 
 future, and their purpose is to achieve that future. One element of personal mas-
tery, then, is the discipline of continually focusing and defi ning what one wants as 
their  desired future and vision.

Personal mastery
the discipline of personal growth 
and learning and of mastering 
yourself; it embodies personal 
visions, facing reality, and 
holding creative tension 
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Second, facing reality means a commitment to the truth. Leaders are relentless 
in uncovering the mental models that limit and deceive them and are willing to 
 challenge assumptions and ways of doing things. These leaders are committed 
to the truth, and will break through denial of reality in themselves and others. 
Their quest for truth leads to a deeper awareness of themselves and of the larger 
systems and events within which they operate. Commitment to the truth enables 
them to deal with reality, which increases the opportunity to achieve desired 
results.

Third, often there is a large gap between one’s vision and the current situ-
ation. The gap between the desired future and today’s reality, say between the 
dream of starting a business and the reality of having no capital, can be discourag-
ing. But the gap is the source of creative energy. Acknowledging and living with 
the disparity between the truth and the vision, and facing it squarely, is the source 
of resolve and creativity to move forward. The effective leader resolves the tension 
by letting the vision pull reality toward it, in other words, by reorganizing cur-
rent activities to work toward the vision. The leader works in a way that moves 
things toward the vision. The less effective way is to let reality pull the vision 
downward toward it. This means lowering the vision, such as walking away from 
a problem or settling for less than desired. Settling for less releases the tension, but 
it also engenders mediocrity. Leaders with personal mastery learn to accept both 
the dream and the reality simultaneously, and to close the gap by moving toward 
the dream.

All fi ve elements of mind are interrelated. Independent thinking and open-
mindedness improve systems thinking and enable personal mastery, helping 
leaders shift and expand their mental models. Since they are all interdependent, lead-
ers working to improve even one element of their mental approach can move 
forward in a signifi cant way toward mastering their minds and becoming more 
effective.

Emotional Intelligence—Leading with Heart and Mind 
Psychologists and other researchers, as well as people in all walks of life, have 
long recognized the importance of cognitive intelligence, or IQ, in determining a 
person’s success and effectiveness. In general, research shows that leaders score 
higher than most people on tests of cognitive ability, such as IQ tests, and that 
cognitive ability is positively associated with effective leadership.37 Increasingly, 
leaders and researchers are recognizing the critical importance of emotional 
intelligence, or EQ, as well. Some have suggested that emotion, more than cog-
nitive ability, drives our thinking and decision making, as well as our interper-
sonal relationships.38 Emotional intelligence refers to a person’s abilities to perceive, 
identify, understand, and successfully manage emotions in self and others. Being 
emotionally intelligent means being able to effectively manage ourselves and our 
 relationships.39

Emotional understanding and skills impact our success and happiness in 
our work as well as our personal lives. Leaders can harness and direct the 
power of emotions to improve follower satisfaction, morale, and motivation, 
as well as to enhance overall organizational effectiveness. The U.S. Air Force 
started using EQ to select recruiters after learning that the best recruiters 
scored higher in EQ competencies. Leaders who score high in EQ are typi-
cally more effective and rated as more effective by peers and subordinates.40 
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Action MemoAs a leader, you can develop emotional 
intelligence and act as a positive role model 

by being optimistic and enthusiastic. 

Moreover, in a study of entrepreneurs, researchers at Rensselaer Polytechnic 
Institute found that those who are more expressive of their own emotions 

and more in tune with the emotions of others make more money, as 
 illustrated in  Exhibit 5.3.

Some leaders act as if people leave their emotions at home 
when they come to work, but we all know this isn’t true. Indeed, a 
key component of leadership is being emotionally connected to others 
and understanding how emotions affect working relationships and 

performance.

What Are Emotions?
There are hundreds of emotions and more subtleties of emotion than there are 
words to explain them. One important ability for leaders is to understand the 
range of emotions people have and how these emotions may manifest themselves. 
Many researchers accept eight categories or “families” of emotions, as illustrated 
in Exhibit 5.4.41 These categories do not resolve every question about how to cat-
egorize emotions, and scientifi c debate continues. The argument for there being 
a set of core emotions is based partly on the discovery that specifi c facial expres-
sions for four of them (fear, anger, sadness, and enjoyment) are universally rec-
ognized. People in cultures around the world have been found to recognize these 
same basic emotions when shown photographs of facial expressions. The primary 
emotions and some of their variations follow.

 • Anger: fury, outrage, resentment, exasperation, indignation, animosity, 
annoyance, irritability, hostility, violence.

 • Sadness: grief, sorrow, gloom, melancholy, self-pity, loneliness, dejection, 
despair, depression.

 • Fear: anxiety, apprehension, nervousness, concern, consternation, 
wariness, edginess, dread, fright, terror, panic.

 • Enjoyment: happiness, joy, relief, contentment, delight, amusement, pride, 
sensual pleasure, thrill, rapture, gratification, satisfaction, euphoria.

Exhibit 5.3 Emotional Intelligence and Earning Power 

Source: Rensselaer Polytechnic Institute, Lally School of Management and Technology, as reported in BusinessWeek Frontier (February 5, 2001), p. F4.

Entrepreneurs who scored in the top 10 percent in these two categories earn more money than 
those in the bottom 10 percent. 
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 • Love: acceptance, respect, friendliness, trust, kindness, affinity, devotion, 
adoration, infatuation.

 • Surprise: shock, astonishment, amazement, wonder.

 • Disgust: contempt, disdain, scorn, abhorrence, aversion, distaste, revulsion.

 • Shame: guilt, embarrassment, chagrin, remorse, humiliation, regret, 
mortification, contrition.

Leaders who are attuned to their own feelings and the feelings of others can 
use their understanding to enhance the organization. For example, studies of hap-
piness in the workplace fi nd that employee happiness can play a major role in 
 organizational success. And a Gallup Management Journal survey emphasizes 
that leaders, especially frontline supervisors, have a lot to do with whether em-
ployees have positive or negative feelings about their work lives.42 

The Components of Emotional Intelligence
The competencies and abilities of emotional intelligence are grouped into four 
fundamental categories, as illustrated in Exhibit 5.5.43 It is important to remember 
that emotional intelligence can be learned and developed. Anyone can strengthen 
his or her abilities in these four categories.

Self-awareness might be considered the basis of all the other competencies. It 
 includes the ability to recognize and understand your own emotions and how they 
affect your life and work. People who are in touch with their emotions are better 
able to guide their own lives. Leaders with a high level of self-awareness learn to 
trust their “gut feelings” and realize that these feelings can provide useful informa-
tion about diffi cult decisions. Answers are not always clear as to whether to propose 
a major deal, let an employee go, reorganize a business, or revise job responsibilities. 
When the answers are not available from external sources, leaders have to rely on 
their own feelings. This component also includes the ability to accurately assess 
your own strengths and limitations, along with a healthy sense of self-confi dence.

Self-management, the second key component, includes the ability to control dis-
ruptive, unproductive, or harmful emotions and desires. An interesting  experiment 
from the 1960s sheds some light on the power of self-management. A group of 
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four-year-olds and fi ve-year-olds were offered a marshmallow, which the  researcher 
placed in front of each child on the desk. Then, the children were told that if 
they could wait a few minutes while the researcher ran an errand, they would be 
given two marshmallows. Some children were unable to resist the temptation of a 
marshmallow “right now” and ate theirs immediately. Others employed all sorts of 
techniques, from singing or talking to themselves to hiding under the desk, to resist 
their impulses and earn the reward of two marshmallows instead of one. Research-
ers then followed the children over a period of 20 years and found some interest-
ing results. As young men and women, the ones who had resisted the desire to eat 
the marshmallow revealed a much higher ability to handle stress and embrace 
diffi cult challenges. They also were more self-confi dent, trustworthy, dependable, 
and  tenacious in pursuing goals.44 The children who developed techniques for self-
management early in life carried these with them into adulthood.

It is never too late for people to learn how to manage their emotions and 
 impulses. Leaders learn to balance their own emotions so that worry, desire, anxi-
ety, fear, or anger do not get in the way, thus enabling them to think clearly and 
be more effective. Managing emotions does not mean suppressing or denying 
them but understanding them and using that understanding to deal with situa-
tions productively.45 

Other characteristics in this category include trustworthiness, which means con-
sistently displaying honesty and integrity, conscientiousness, which means manag-
ing and honoring your responsibilities, and adaptability, which refers to the ability 
to adjust to changing situations and overcome obstacles. Showing initiative to seize 
opportunities and achieve high internal standards is also a part of self- management. 
Leaders skilled at self-management remain hopeful and optimistic despite obstacles, 
setbacks, or even outright failures. Martin Seligman, a professor of psychology at 
the University of Pennsylvania, once advised the MetLife insurance company to hire 
a special group of job applicants who tested high on optimism but failed the normal 
sales aptitude test. Compared to salespeople who passed the regular aptitude test 

Exhibit 5.5 The Components of Emotional Intelligence 
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Self-Awareness

• Emotional self-awareness
• Accurate self-assessment
• Self-confidence

Social Awareness

• Empathy
• Organizational awareness
• Service orientation

Relationship Management

• Development of others
• Inspirational leadership
• Influence
• Communication
• Change catalyst
• Conflict management
• Bond building
• Teamwork and collaboration

Self-Management

• Emotional self-control
• Trustworthiness
• Conscientiousness
• Adaptability
• Optimism
• Achievement-orientation
• Initiative

Source: Adapted from Richard E. Boyatzis and Daniel Goleman, The Emotional Competence Inventory—University 
Edition (Boston, MA: The Hay Group, 2001). 
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Action Memo

As a leader, you can recognize and manage 

your own emotions so that negative 

feelings don’t cloud your mind, distort your 

judgment, or cripple your ability to lead. 

but scored high on pessimism, the “optimistic” group made 21 percent more sales 
in their fi rst year and 57 percent more in the second.46

Social awareness relates to one’s ability to understand others. Socially aware 
 leaders practice empathy, which means being able to put yourself in other people’s 
shoes, sense their emotions, and understand their perspective. These leaders under-
stand that effective leadership sometimes means pushing people beyond their 
comfort zone, and they are sensitive to the fear or frustration this can engender in 
followers. They learn to engage in “professional intimacy,” which means they can 
display compassion and and concern for others without becoming so wrapped 
up in others’ emotions that it clouds their judgment.47 Socially aware leaders are 
also capable of understanding divergent points of view and interacting  effectively 
with many different types of people and emotions. The related characteristic 
of organizational awareness refers to the ability to navigate the currents of orga-
nizational life, build networks, and effectively use political  behavior to accom-
plish positive results. This component also includes a service orientation, which 
refers to the ability to recognize and serve the needs of employees, customers, or 
clients.

Relationship management refers to the ability to connect with others and build 
positive relationships. Leaders with high emotional intelligence treat others with 
compassion, sensitivity, and kindness.48 This aspect of EQ encompasses develop-
ing others, inspiring others with a powerful vision, learning to listen and commu-
nicate clearly and convincingly, and using emotional understanding to infl uence 
others in positive ways. Leaders use their understanding of emotions to inspire 
change and lead people toward something better, to build teamwork and collabo-
ration, and to resolve confl icts that inevitably arise. These leaders cultivate and 
maintain a web of relationships both within and outside the organization. As the 
new CEO of Disney, Bob Iger is winning praise for his skills at relationship man-
agement. Iger is known as a good listener with a calm, diplomatic, and 
collaborative approach to leadership. He is using his emotional 
intelligence to both build a more adaptive and collegial culture 
within the company as well as to mend relationships with partners 
such as Pixar Animation Studios.49

Taken together, the four components shown in Exhibit 5.5 
build a strong base of emotional intelligence that leaders can use 
to more effectively guide teams and organizations. One research 
project suggests that all effective leadership styles arise from differ-
ent components of emotional intelligence.50 The best leaders combine 
styles or vary their styles, depending on the situation or problem at hand, by using 
all of the components. By being sensitive to their own and others’ emotions, these 
leaders can recognize what effect they are having on followers and seamlessly 
adjust their approach to create a positive result. Consider how Mike Krzyzewski, 
coach of the Duke University Blue Devils, uses emotional intelligence to bring out 
the best in his players.

Mike Krzyzewski, Duke Univeristy Blue Devils

Mike Krzyzewski doesn’t think of himself as a basketball coach. He considers him-
self a leader who just happens to coach basketball. And for Krzyzewski, almost 
everything in leadership depends on one element: personal relationships.

Although he’s a tough man with tough standards, Krzyzewski has been  accused 
of “coaching like a girl” because of his interactive, emotionally-charged style. When 
the legendary coach of Duke University’s Blue Devils recruits a player, for example, 

Social awareness
one’s ability to understand and 
empathize with others

Empathy
being able to put yourself in 
someone else’s shoes

Social awareness
one’s ability to understand and 
empathize with others

Empathy
being able to put yourself in 
someone else’s shoes

Relationship management
the ability to connect with others 
and build positive relationships 

Relationship management
the ability to connect with others 
and build positive relationships 
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Action MemoAs a  leader, you can empathize with 
others, treat people with compassion and 

sensitivity, build teamwork, and learn to 
listen, interpret emotions, and resolve 

interpersonal confl icts.

Action MemoEvaluate your level of emotional intelligence 
by completing the questionnaire in Leader’s 

Self-Insight 5.2. 

he tells him, “We’re developing a relationship here, and if you’re not interested, 
tell me sooner rather than later.” The emphasis on relationships comes partly from 
Krzyzewski’s years playing, and later coaching, at the U.S. Military Academy at 
West Point, which he calls the greatest leadership school in the world because it 
teaches offi cers how to bond soldiers together. As a coach, Krzyzewski empha-
sizes teamwork rather than individual performers, fosters a family feeling among 
players, and says he coaches “by feel.” That is, he gets to know his players as in-
dividuals and learns how they can best interact to succeed. He builds such strong 
positive relationships among players that they communicate constantly and 
 effortlessly on the court, sometimes without saying a word. Although Krzyzewski 
gives instructions during a time-out, the players then form their own huddle to talk 
things out for themselves, and they continually make decisions among themselves 
on the fl oor without looking to the bench for direction or approval. Krzyzewski be-
lieves that “hum” of personal connection and communication should permeate 
every game, even every practice.

Leading a basketball team, Krzyzewski believes, is just like leading a business, 
a military unit, a school, a volunteer group, or anything else: “You gotta get through 
all their layers and get right into their hearts.”51 

Mike Krzyzewski has created the kind of workplace that many 
of today’s organizations need—one in which leaders are more 
interactive than command and control, where leadership and deci-

sion making is spread across all levels, and where individual goals 
are met through teamwork and collaboration. In an environment 
where relationships with employees and customers are becoming 
more  important than technology and material resources, interest in 
developing leaders’ emotional intelligence continues to grow. All lead-
ers have to pay attention to the emotional climate in their organization. 
Recent world events have thrust emotions to the forefront for both 
 individuals and organizations.

The Emotionally Competent Leader 
How is emotional intelligence related to effective leadership? A high level of self-
awareness, combined with the ability to manage one’s own emotions, enables a 
leader to display self-confi dence and earn the respect and trust of followers. In 
addition, the ability to manage or temporarily restrain one’s emotions can enable 
a leader to objectively consider the needs of others over his or her own immedi-
ate feelings. Giving in to strong feelings of anger or depression, for example, may 
 intensify a self-centered focus on one’s own needs and limit the ability of the 
leader to understand the needs of others or see things from other perspectives.

A leader’s emotional abilities and understandings play a key role in charis-
matic and transformational leadership behavior, which will be discussed in detail 
in Chapter 12.52 Charismatic leaders generally hold strong emotional convictions 
and appeal to followers on an emotional basis. Transformational leaders project 
an inspiring vision for change and motivate followers to achieve it, which requires 

using all the components of emotional intelligence. Charismatic and 
transformational leaders typically exhibit self-confi dence, determi-
nation, and persistence in the face of adversity, characteristics that 

result from emotional competence. Emotionally competent leaders 
are more resilient, more adaptable to ever-changing circumstances, 
more willing to step outside their comfort zone, and more open to the 
opinions and ideas of others.53 
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Emotional intelligence is also important for leaders because the emotional 
state of the leader impacts the entire group, department, or organization. Most of 
us recognize that we can “catch” emotions from others. If we’re around someone 
who is smiling and enthusiastic, the positive emotions rub off on us. Conversely, 
someone in a bad mood can bring us down. This emotional contagion54 means 
that leaders who are able to maintain balance and keep themselves motivated are 
positive role models to help motivate and inspire those around them. The energy 
level of the entire organization increases when leaders are optimistic and hopeful. 
The ability to empathize with others and to manage interpersonal relationships 
also contributes to motivation and inspiration because it helps leaders create feel-
ings of unity and team spirit.
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Leader’s Self-Insight 5.2
For each item below, rate how well you display the 
behavior described. Before responding, try to think of 
actual situations in which you have had the opportunity 
to use the behavior. Indicate whether each item below 
is Mostly False or Mostly True for you. 

Mostly 
False

Mostly 
True

1. Associate different internal 
physiological cues with dif-
ferent emotions. _______ _______

2. Relax when under pressure 
in situations. _______ _______

3. Know the impact that your 
behavior has on others. _______ _______

4. Initiate successful resolution 
of conflict with others. _______ _______

5. Know when you are becom-
ing angry. _______ _______

6. Recognize when others are 
distressed. _______ _______

7. Build consensus with others. _______ _______

8. Produce motivation when 
doing uninteresting work. _______ _______

9. Help others manage their 
emotions. _______ _______

10. Make others feel good. _______ _______

11. Identify when you experi-
ence mood shifts. _______ _______

12. Stay calm when you are the 
target of anger from others. _______ _______

13. Know when you become 
defensive. _______ _______

14. Follow your words with 
actions. _______ _______

15. Engage in intimate conversa-
tions with others. _______ _______

16. Accurately reflect people’s 
feelings back to them. _______ _______

Scoring and Interpretation
Sum your Mostly True responses to the 16 questions 
to obtain your overall emotional intelligence score. 
Your score for self-awareness is the total of questions 
1, 5, 11, and 13. Your score for self-management is the 
total of questions 2, 8, 12, and 14. Your score for social 
awareness is the sum of questions 3, 6, 9, and 15. 
Your score for relationship management is the sum of 
questions 4, 7, 10, and 16. This questionnaire provides 
some indication of your emotional intelligence. If you 
received a total score of 14 or more, you are certainly 
considered a person with high emotional intelligence. A 
score from 10 to 13 means you have a good platform 
of emotional intelligence from which to develop your 
leadership capability. A score of 7 to 9 would be moder-
ate emotional intelligence. A score below 7 indicates 
that you realize that you are probably below average in 
emotional intelligence.

For each of the four components of emotional 
 intelligence—self- awareness, self-management, social 
awareness, and relationship management—a score of 4 
is considered high, whereas a score of two or less would 
be considered low. Review the discussion in this chapter 
about the four components of emotional intelligence and 
think about what you might do to develop those areas 
where you scored low. Compare your scores to those 
of other students. What can you do to improve your 
scores?

Source: Adapted from Hendrie Weisinger, Emotional Intelligence at 
Work (San Francisco: Jossey-Bass, 1998), pp. 214–215.
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Perhaps most importantly, emotional intelligence enables leaders to recognize 
and respect followers as whole human beings with feelings, opinions, and ideas 
of their own. Leaders treat followers as individuals with unique needs, abilities, 
and dreams. They can use their emotional intelligence to help followers grow and 
 develop, see and enhance their self-image and feelings of self-worth, and help 
meet their needs and achieve their personal goals.

Emotionally intelligent leaders have a positive impact on organizations by 
helping employees grow, learn, and develop; creating a sense of purpose and mean-
ing; instilling unity and team spirit; and building relationships of trust and respect 
that allow each employee to take risks and fully contribute to the  organization. 

The Emotional Intelligence of Teams
Much of the work in today’s organizations, even at top management levels, is done 
in teams rather than by individuals. Although most studies of emotional intelli-
gence have focused on individuals, research is beginning to emerge concerning how 
 emotional intelligence relates to teams. For example, one study found that untrained 
teams made up of members with high emotional intelligence performed as well as 
trained teams made up of members who rated low on emotional intelligence.55 The 
high emotional intelligence of the untrained team members enabled them to assess 
and adapt to the requirements of teamwork and the tasks at hand.

Moreover, research has suggested that emotional intelligence can be devel-
oped as a team competency and not just an individual competency.56 That is, 
teams themselves—not just their individual members—can become emotionally 
intelligent. Leaders build the emotional intelligence of teams by creating norms 
that support emotional development and infl uence emotions in constructive ways. 
Emotionally intelligent team norms are those that (1) create a strong group iden-
tity, (2) build trust among members, and (3) instill a belief among members that 
they can be effective and succeed as a team.

Leaders “tune in” to the team’s emotional state and look for unhealthy or 
unproductive norms that inhibit cooperation and team harmony.57 Building the 
emotional intelligence of the team means exploring unhealthy norms, deliberately 
bringing emotions to the surface, and understanding how they affect the team’s 
work. Raising these issues can be uncomfortable, and a leader needs both courage 
and individual emotional intelligence to guide a team through the process. Only by 
getting emotions into the open can the team build new norms and move to a higher 
level of group satisfaction and performance. Leaders continue to build emotional 
intelligence by encouraging and enabling the team to explore and use emotion in 
its everyday work.

Leading with Love versus Leading with Fear 
You wouldn’t expect a high-ranking military offi cer to go around spouting talk 
about love, but that’s exactly what Rear Admiral Albert Konetzni, now retired, 
often did. As commander of the U.S. Navy’s Pacifi c submarine fl eet, Konetzni’s 
favorite phrase was, “I love you guys.” He repeated variations of it dozens of 
times a day—to fellow admirals, sailors, and others he came in contact with. By 
 genuinely caring about others and considering their needs and feelings,  Konetzni 
transformed a toxic environment that had left the Navy facing a serious personnel 
shortage.58 Konetzni’s leadership approach, of course, refl ected his own personality 
and style—not all leaders would feel comfortable with such an open approach. 
However, many leaders are learning that an environment that refl ects care and 
 respect for people is much more effective than one in which people are fearful. 



Action Memo

To learn about your own motivations 

concerning love versus fear, complete the 

exercise in Leader’s Self-Insight 5.3.

Love in the workplace means genuinely caring for others and sharing one’s knowl-
edge, understanding, and compassion to enable others to grow and succeed.

Traditionally, leadership in many organizations has been based on fear. An 
unspoken notion among many senior-level executives is that fear is a good thing 
and benefi ts the organization.59 Indeed, fear can be a powerful motivator. When 
organizational success depended primarily on people mindlessly following  orders, 
leading with fear often met the organization’s needs. Today, however, success 
depends on the knowledge, mindpower, commitment, and enthusiasm of every-
one in the organization. A fear-based organization loses its best people, and the 
 knowledge they take with them, to other fi rms. In addition, even if people stay 
with the organization, they typically don’t perform up to their real capabilities.

One major drawback of leading with fear is that it creates avoidance be-
havior, because no one wants to make a mistake, and this inhibits growth and 
change. Leaders can learn to bind people together for a shared 
purpose through more positive forces such as caring and compas-
sion, listening, and connecting to others on a personal level. The 
emotion that attracts people to take risks, learn, grow, and move 
the organization forward comes from love, not fear. 

Showing respect and trust not only enables people to perform 
better; it also allows them to feel emotionally connected with their 
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Leader’s Self-Insight 5.3
The following items describe reasons why you work. 
Answer the questions twice, the first time for doing work 
(or homework) that is not your favorite, and the second 
time for doing a hobby or sports activity that you enjoy. 
Consider each item thoughtfully and respond according to 
your inner motivation and experience. Indicate whether 
each item below is Mostly False or Mostly True for you. 

Mostly 
False

Mostly 
True

1. I feel it is important to per-
form well so I don’t look bad. _______ _______

2. I have to force myself to 
complete the task. _______ _______

3. I don’t want to have a poor 
outcome or get a poor grade. _______ _______

4. I don’t want to embarrass 
myself or do less well than 
others. _______ _______

5. The experience leaves 
me feeling relieved that it 
is over. _______ _______

6. My attention is absorbed 
entirely in what I am doing. _______ _______

7. I really enjoy the experience. _______ _______

8. Time seems to pass more 
quickly than normal. _______ _______

9. I am completely focused on 
the task at hand. _______ _______

10. The experience leaves me 
feeling great. _______ _______

Scoring and Interpretation
The items above reflect motivation shaped by either 
love or fear. Your “fear of failure” score is the number 
of Mostly True answers for questions 1–5. Your “love of 
task” score is the number of Mostly True answers for 
questons 6–10. A score of 4 or 5 would be considered 
high for either love or fear, and a score of 0–2 would be 
considered low. You would probably score more points 
for “love of task” for your hobby or sports activity than 
for homework.

Some people are motivated by high internal stan-
dards and fear of not meeting those standards. This 
may be called fear of failure, which often spurs people 
to great accomplishment. Love of task provides a 
great intrinsic pleasure but won’t always lead to high 
achievement. Love of task is related to the idea of 
“flow” wherein people become fully engaged and 
derive great satisfaction from their activity. Would 
love or fear influence your choice to become a leader 
or how you try to motivate others? Discuss with 
other  students the relative importance of love or fear 
 motivation in your lives.
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Action MemoAs a leader, you can choose to lead with 
love, not with fear. You can show respect 

and trust toward followers and help people 
learn, grow, and contribute their best to 

achieve the organization’s vision.

work so that their lives are richer and more balanced. Leaders can rely on nega-
tive emotions such as fear to fuel productive work, but by doing so they may 
slowly destroy people’s spirits, which ultimately is bad for employees and the 
organization.60

Fear in Organizations
The workplace can hold many kinds of fear, including fear of fail-
ure, fear of change, fear of personal loss, and fear of the boss. All 
of these fears can prevent people from doing their best, from taking 
risks, and from challenging and changing the status quo. Fear gets in 
the way of people feeling good about their work, themselves, and the 
organization. It creates an atmosphere in which people feel powerless, 
so that their confi dence, commitment, enthusiasm, imagination, and 
motivation are diminished.61

Aspects of Fear A particularly damaging aspect of fear in the workplace is that 
it can weaken trust and communication. Employees feel threatened by repercus-
sions if they speak up about work-related concerns. A survey of employees in 
22 organizations around the country found that 70 percent of them “bit their 
tongues” at work because they feared repercussions. Twenty-seven percent re-
ported that they feared losing their credibility or reputation if they spoke up. 
Other fears reported were lack of career advancement, possible damage to the 
relationship with their supervisor, demotion or losing their job, and being em-
barrassed or humiliated in front of others.62 When people are afraid to speak 
up,  important issues are suppressed and problems hidden. Employees are afraid 
to talk about a wide range of issues. These “undiscussables” can range from the 
poor performance of a coworker to concerns over benefi ts to suggestions for 
organizational improvement. However, by far the largest category of undiscuss-
ables is the behavior of executives, particularly their interpersonal and relation-
ship skills. When fear is high, managers destroy the opportunity for feedback, 
blinding them to reality and denying them the chance to correct damaging deci-
sions and behaviors.

Relationship with Leaders Leaders control the fear level in the organization. 
We all know from personal experience that it is easier to report bad news to some 
people than to others. A boss or teacher who is understanding and compassion-
ate is much easier to approach than one who is likely to blow up and scream at 
us. The relationship between an employee and supervisor is the primary factor 
determining the level of fear experienced at work. The legacy of fear and mistrust 
associated with traditional hierarchies in which bosses gave orders and employees 
jumped to obey “or else” still colors organizational life. Leaders are responsible 
for creating a new environment that enables people to feel safe speaking their 
minds. Leaders can act from love rather than fear to free employees and the orga-
nization from the chains of the past.

Bringing Love to Work
When leaders act from their own fear, they create fear in others. Organizations 
have traditionally rewarded people for strong qualities such as rational thinking, 
ambition, and competitiveness. These qualities are important, but their overem-
phasis has left many organizational leaders out of touch with their softer,  caring, 
creative capabilities, unable to make emotional connections with others and 
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afraid to risk showing any sign of “weakness.” A leader’s fear can manifest itself 
in  arrogance, selfi shness, deception, unfairness, and disrespect for others.63

Leaders can learn to develop their capacity for the positive emotions of love 
and caring. Former General Electric chairman and CEO Jack Welch was known 
as something of a hard-nosed manager, but he was also a master at leading with 
love, and followers responded, contributing to growth and success for the organi-
zation. Jeffrey Immelt, who succeeded Welch as CEO, recalls the comment Welch 
made to him once when he’d had a terrible year: “I love you and I know you can 
do better.”64 

Most of us have experienced the power of love at some time in our lives. 
There are many different kinds of love—for example, the love of a mother for 
her child, romantic love, brotherly love, or the love of country, as well as the love 
some people feel for certain sports, hobbies, or recreational pursuits. Despite its 
power, the “L” word is often looked upon with suspicion in the business world.65

However, there are a number of aspects of love that are directly relevant to work 
relationships and organizational performance.

Love as motivation is the force within that enables people to feel alive, con-
nected, energized, and “in love” with life and work. Western cultures place great 
emphasis on the mind and the rational approach. However, it is the heart rather 
than the mind that powers people forward. Recall a time when you wanted to 
do something with all your heart, and how your energy and motivation fl owed 
freely. Also recall a time when your head said you had to do a task, but your 
heart was not in it. Motivation is reduced, perhaps to the point of procrastina-
tion. There’s a growing interest in helping people feel a genuine passion for 
their work.66 People who are engaged rather than alienated from their work are 
typically more satisfi ed, productive, and successful. The best leaders are those 
who love what they do, because they infect others with their enthusiasm and 
passion. The founders of SVS Inc. started their company with passion as a guid-
ing force.

Paul Shirley, SVS Inc.

When Paul Shirley and two colleagues decided to start a company, they agreed to 
two things: It had to be fun and it had to make a difference. Later, the three added 
that, “Oh, by the way, it needs to make a profi t.” Thus, SVS was founded on the 
passion of its leaders, who believed in the company so much that two of them put 
second mortgages on their homes to keep it alive. Today, the company is a wholly-
owned subsidiary of Boeing (Boeing-SVS Inc.) and is a world-class leader in preci-
sion acquisition, tracking, and targeting systems for the military.

When they started the company, Shirley and his partners also wanted to unlock 
the passion of their employees. To start with, they hired people who cared less 
about titles and money and more about the challenges and contributions of the 
work itself. Then, leaders asked people to write their life plans and talk with leaders 
about how their plans meshed with the company’s goals. “I was amazed at what 
came up,” Shirley said. The life plans gave leaders an understanding of what their 
employees were passionate about and how SVS could tap into that passion by help-
ing them meet their personal goals.

Another aspect of building a passionate work environment was making people 
feel like part of a special community. Even in a company of scientists and techni-
cians, Shirley believed, people would be happier and more energized if they felt 
strong personal connections to others. One symbolic gesture was having a com-
pany coffee cup made with the names of every employee and the date they were 
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hired. And the organization chart of SVS didn’t just show the company’s 115 employ-
ees. It also showed spouses, children, and even grandchildren who were consid-
ered part of the corporate family.

By starting with passionate leadership and making a conscious effort to help 
others fi nd their passion at work, SVS leaders built a strong company and a com-
mitted workforce.67 

SVS also tapped into the aspect of love as feelings. Love as feelings involves 
attraction, fascination, and caring for people, work, or other things. This is what 
people most often think of as love, particularly in relation to romantic love be-
tween two people. However, love as feelings is also relevant in work situations. 
Feelings of compassion and caring for others are a manifestation of love, as are 
forgiveness, sincerity, respect, and loyalty, all of which are important for healthy 
working relationships. One personal feeling is a sense of bliss, best articulated for 
the general public by Joseph Campbell in his PBS television series and companion 
book with Bill Moyers, The Power of Myth.68 Finding your bliss means doing 
things that make you light up inside, things you do for the joy of doing rather 
than for material rewards. Most of us experience moments of this bliss when we 
become so absorbed in enjoyable work activities that we lose track of time. This 
type of feeling and caring about work is a major source of charisma. Everyone 
becomes more charismatic to others when they pursue an activity they truly care 
about.

Love as action means more than feelings; it is translated into behavior.  Stephen 
Covey points out that in all the great literature, love is a verb rather than a noun.69

Love is something you do, the sacrifi ces you make and the giving of yourself to 
others. The feelings of compassion, respect, and loyalty, for example, are trans-
lated into acts of friendliness, teamwork, cooperation, listening, and serving oth-
ers. Feelings of unity and cooperation in organizations by leaders or followers 
translate into acts of helping, sharing, and understanding. Sentiments emerge as 
action.

Why Followers Respond to Love
Most people yearn for more than a paycheck from their jobs. Leaders who lead 
with love have extraordinary infl uence because they meet fi ve unspoken employee 
needs: 

  Hear and understand me.

  Even if you disagree with me, please don’t make me wrong.

  Acknowledge the greatness within me.

  Remember to look for my loving intentions.

  Tell me the truth with compassion.70

When leaders address these subtle emotional needs directly, people typically 
respond by loving their work and becoming emotionally engaged in solving prob-
lems and serving customers. Enthusiasm for work and the organization increases. 
People want to believe that their leaders genuinely care. From the followers’ point 
of view, love versus fear has different motivational potential.

 • Fear-based motivation: I need a job to pay for my basic needs (fulfilling lower 
needs of the body). You give me a job, and I will give you just enough to 
keep my job.

Fear-based motivation
motivation based on fear of 
losing a job

Fear-based motivation
motivation based on fear of 
losing a job
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 • Love-based motivation: If the job and the leader make me feel valued as a 
person and provide a sense of meaning and contribution to the community 
at large (fulfilling higher needs of heart, mind, and body), then I will give 
you all I have to offer.71

A good example comes from Southwest Airlines, the only major airline that 
remained profi table during the turmoil following the September 2001 terrorist at-
tacks in the United States. Founder and former CEO Herb Kelleher built the orga-
nization based on love, and employees responded with amazing performance and 
acts of selfl essness. After the attacks, most airlines asked their employees to donate 
portions of their pay back to the company, leading to strained union– management 
relations. At Southwest, which is also unionized, the employees themselves or-
ganized the give-back effort because of their positive feelings for the company.72

Many examples throughout this book illustrate what happens when positive emo-
tion is used. One management consultant went so far as to advise that fi nding 
creative ways to love could solve every imaginable leadership problem.73 Rational 
thinking is important, but leading with love can build trust, stimulate creativity, 
inspire commitment, and unleash boundless energy.

Summary and Interpretation 
Leaders use intellectual as well as emotional capabilities and understandings to 
guide organizations through a turbulent environment and help employees feel en-
ergized, motivated, and cared for in the face of rapid change, uncertainty, and job 
insecurity. Leaders can expand the capacities of their minds and hearts through 
conscious development and practice.

Leaders should be aware of how their mental models affect their thinking 
and may cause “blind spots” that limit understanding. Becoming aware of as-
sumptions is a fi rst step toward shifting one’s mental model and being able to see 
the world in new and different ways. Four key issues important to expanding and 
developing a leader’s mind are independent thinking, open-mindedness, systems 
thinking, and personal mastery. 

Leaders should also understand the importance of emotional intelli-
gence. Four basic components of emotional intelligence are self-awareness, 
self- management, social awareness, and relationship management. Emotion-
ally intelligent leaders can have a positive impact on organizations by helping 
employees grow, learn, and develop; creating a sense of purpose and meaning; 
instilling unity and team spirit; and basing relationships on trust and respect, 
which allows employees to take risks and fully contribute to the organization. 
Most work in organizations is done in teams, and emotional intelligence applies 
to teams as well as to individuals. Leaders develop a team’s emotional intelligence 
by creating norms that foster a strong group identity, building trust among mem-
bers, and instilling a belief among members that they can be effective and succeed 
as a team.

Traditional organizations have relied on fear as a motivator. Although fear 
does motivate people, it prevents people from feeling good about their work and 
often causes avoidance behavior. Fear can reduce trust and communication so 
that important problems and issues are hidden or suppressed. Leaders can choose 
to lead with love instead of fear. Love can be thought of as a motivational force 
that enables people to feel alive, connected, and energized; as feelings of liking, 

Love-based motivation
motivation based on feeling 
valued in the job 

Love-based motivation
motivation based on feeling 
valued in the job 
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caring, and bliss; and as actions of helping, listening, and cooperating. Each of 
these aspects of love has relevance for organizational relationships. People re-
spond to love because it meets unspoken needs for respect and affi rmation. Ratio-
nal thinking is important to leadership, but it takes love to build trust, creativity, 
and enthusiasm.

Discussion Questions
 1. How do you feel about developing the emotional qualities of yourself and other 

people in the organization as a way to be an effective leader? Discuss.

 2. Do you agree that people have a capacity for developing their minds and hearts 
beyond current competency? Can you give an example? Discuss.

 3. What are some specific reasons leaders need to be aware of their mental models?

 4. Discuss the similarities and differences between mental models and open-
 mindedness.

 5. What is the concept of personal mastery? How important is it to a leader?

 6. Which of the four elements of emotional intelligence do you consider most essential 
to an effective leader? Why?

 7. Consider fear and love as potential motivators. Which is the best source of motiva-
tion for soldiers during a war? For members of a new product development team? 
For top executives at a media conglomerate? Why?

 8. Have you ever experienced love and/or fear from leaders at work? How did you 
respond?

 9. Do you think it is appropriate for a leader to spend time developing a team’s emo-
tional intelligence? Why or why not?

 10. Think about the class for which you are reading this text as a system. How 
might making changes without whole-systems thinking cause problems for 
students?

Leadership at Work 

Mentors
Think of a time when someone reached out to you as a mentor or coach. This might have 
been a time when you were having some difficulty, and the person who reached out would 
have done so out of concern for you rather than for their own self interest.

Below, briefly describe the situation, who the mentor was, and what the mentor did 
for you.

Mentoring comes from the heart, is a generous act, and is usually deeply appreciated 
by the recipient. How does it feel to recall the situation in which a mentor assisted you? 



CHAPTER 5: LEADERSHIP MIND AND HEART 157

Share your experience with one or more students. What are the common characteris-
tics that mentors possess based on your combined experiences?

In Class: A discussion of experiences with mentors is excellent for small groups. 
The instructor can ask each group to identify the common characteristics that their men-
tors displayed, and each group’s conclusions can be written on the board. From these lists 
of mentor characteristics, common themes associated with mentors can be defined. The 
instructor can ask the class the following key questions: What are the key characteristics 
of mentors? Based on the key mentor characteristics, is effective mentoring based more on 
a person’s heart or mind? Will you (the student) reach out as a mentor to others in life, 
and how will you do it? What factors might prevent you from doing so?

Leadership Development: Cases for Analysis 

The New Boss
Sam Nolan clicked the mouse for one more round of solitaire on the computer in his 
den. He’d been at it for more than an hour, and his wife had long ago given up trying to 
 persuade him to join her for a movie or a rare Saturday night on the town. The mind-
numbing game seemed to be all that calmed Sam down enough to stop agonizing about 
work and how his job seemed to get worse every day.

Nolan was Chief Information Officer at Century Medical, a large medical products 
company based in Connecticut. He had joined the company four years ago, and since that 
time Century had made great progress integrating technology into its systems and processes. 
Nolan had already led projects to design and build two highly successful systems for Century. 
One was a benefits-administration system for the company’s human resources department. 
The other was a complex Web-based purchasing system that streamlined the process of pur-
chasing supplies and capital goods. Although the system had been up and running for only a 
few months, modest projections were that it would save Century nearly $2 million annually. 
The new Web-based system dramatically cut the time needed for processing requests and 
placing orders. Purchasing managers now had more time to work collaboratively with key 
stakeholders to identify and select the best suppliers and negotiate better deals.

Nolan thought wearily of all the hours he had put in developing trust with people 
throughout the company and showing them how technology could not only save time and 
money but also support team-based work, encourage open information sharing, and give 
people more control over their own jobs. He smiled briefly as he recalled one long-term HR 
employee, 61-year-old Ethel Moore. She had been terrified when Nolan first began show-
ing her the company’s intranet, but she was now one of his biggest supporters. In fact, it 
had been Ethel who had first approached him with an idea about a Web-based job posting 
system. The two had pulled together a team and developed an idea for linking Century 
managers, internal recruiters, and job applicants using artificial intelligence software on 
top of an integrated Web-based system. When Nolan had presented the idea to his boss, 
executive vice president Sandra Ivey, she had enthusiastically endorsed it. Within a few 
weeks the team had authorization to proceed with the project.

But everything began to change when Ivey resigned her position 6 months later to 
take a plum job in New York. Ivey’s successor, Tom Carr, seemed to have little interest in 
the project. During their first meeting, Carr had openly referred to the project as a waste 
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of time and money. He immediately disapproved several new features suggested by the 
company’s internal recruiters, even though the project team argued that the features could 
double internal hiring and save millions in training costs. “Just stick to the original plan 
and get it done. All this stuff needs to be handled on a personal basis anyway,” Carr coun-
tered. “You can’t learn more from a computer than you can talking to real people—and as 
for internal recruiting, it shouldn’t be so hard to talk to people if they’re already working 
right here in the company.” Carr seemed to have no understanding of how and why tech-
nology was being used. He became irritated when Ethel Moore referred to the system as 
“Web-based.” He boasted that he had never visited Century’s intranet site and suggested 
that “this Internet fad” would blow over in a year or so anyway. Even Ethel’s enthusiasm 
couldn’t get through to him. “Technology is for those people in the IS department. My 
job is people, and yours should be too.” Near the end of the meeting, Carr even jokingly 
suggested that the project team should just buy a couple of good filing cabinets and save 
everyone some time and money.

Nolan sighed and leaned back in his chair. The whole project had begun to feel like a 
joke. The vibrant and innovative human resources department his team had imagined now 
seemed like nothing more than a pipe dream. But despite his frustration, a new thought 
entered Nolan’s mind: “Is Carr just stubborn and narrow-minded or does he have a point 
that HR is a people business that doesn’t need a high-tech job posting system?”

Sources: Based on Carol Hildebrand, “New Boss Blues,” CIO Enterprise, Section 2, (November 15, 1998), 
pp. 53–58; and Megan Santosus, “Advanced Micro Devices’ Web-Based Purchasing System,” CIO, Section 1 (May 
15, 1998), p. 84. A version of this case originally appeared in Richard L. Daft, Organization Theory and Design,
7th ed. (Cincinnati, OH: South-Western, 2001), pp. 270–271.

QUESTIONS

 1. Describe the two different mental models represented in this story.

 2. What are some of the assumptions and perceptions that shape the mindset of Sam 
Nolan? Of Tom Carr?

 3. Do you think it is possible for Carr to shift to a new mental model? If you were Sam 
Nolan, what would you do?

The USS Florida
The atmosphere in a Trident nuclear submarine is generally calm and quiet. Even pipe 
joints are cushioned to prevent noise that might tip off a pursuer. The Trident ranks 
among the world’s most dangerous weapons—swift, silent, armed with 24 long-range 
missiles carrying 192 nuclear warheads. Trident crews are the cream of the Navy crop, 
and even the sailors who fix the plumbing exhibit a white-collar decorum. The culture 
aboard ship is a low-key, collegial one in which sailors learn to speak softly and share 
close quarters with an ever-changing roster of shipmates. Being subject to strict security 
restrictions enhances a sense of elitism and pride. To move up and take charge of a Trident 
submarine is an extraordinary feat in the Navy—fewer than half the officers qualified for 
such commands ever get them. When Michael Alfonso took charge of the USS Florida,
the crew welcomed his arrival. They knew he was one of them—a career Navy man who 
joined up as a teenager and moved up through the ranks. Past shipmates remembered him 
as basically a loner, who could be brusque but generally pleasant enough. Neighbors on 
shore found Alfonso to be an unfailingly polite man who kept mostly to himself.

The crew’s delight in their new captain was short-lived. Commander Alfonso moved 
swiftly to assume command, admonishing his sailors that he would push them hard. He 
wasn’t joking—soon after the Florida slipped into deep waters to begin a postoverhaul 
shakedown cruise, the new captain loudly and publicly reprimanded those whose per-
formance he considered lacking. Chief Petty Officer Donald MacArthur, chief of the 
navigation division, was only one of those who suffered Alfonso’s anger personally. 
During training exercises, MacArthur was having trouble keeping the boat at periscope 
depth because of rough seas. Alfonso announced loudly, “You’re disqualified.” He 
then precipitously relieved him of his diving duty until he could be recertified by extra 



 practice. Word of the incident spread quickly. The crew, accustomed to the Navy’s 
adage of “praise in public, penalize in private,” were shocked. It didn’t take long for 
this type of behavior to have an impact on the crew, according to Petty Officer Aaron 
Carmody: “People didn’t tell him when something was wrong. You’re not supposed to 
be afraid of your captain, to tell him stuff. But nobody wanted to.”

The captain’s outbursts weren’t always connected with job performance. He bawled 
out the supply officer, the executive officer, and the chief of the boat because the soda 
dispenser he used to pour himself a glass of Coke one day contained Mr. Pibb instead. 
He exploded when he arrived unexpected at a late-night meal and found the fork at his 
place setting missing. Soon, a newsletter titled The Underground was being circulated by 
the boat’s plumbers, who used sophomoric humor to spread the word about the captain’s 
outbursts over such petty matters. By the time the sub reached Hawaii for its “Tactical 
Readiness Evaluation,” an intense week-long series of inspections by staff officers, the 
crew was almost completely alienated. Although the ship tested well, inspectors sent word 
to Rear Admiral Paul Sullivan that something seemed to be wrong on board, with severely 
strained relations between captain and crew. On the Trident’s last evening of patrol, much 
of the crew celebrated with a film night—they chose The Caine Mutiny and Crimson Tide,
both movies about Navy skippers who face mutinies and are relieved of command at sea. 
When Humphrey Bogart, playing the captain of the fictional USS Caine, exploded over a 
missing quart of strawberries, someone shouted, “Hey, sound familiar?”

When they reached home port, the sailors slumped ashore. “Physically and mentally, 
we were just beat into the ground,” recalls one. Concerned about reports that the crew 
seemed “despondent,” Admiral Sullivan launched an informal inquiry that eventually led 
him to relieve Alfonso of his command. It was the first-ever firing of a Trident submarine 
commander. “He had the chance of a lifetime to experience the magic of command, and 
he squandered it,” Sullivan said. “Fear and intimidation lead to certain ruin.” Alfonso 
himself seemed dumbfounded by Admiral Sullivan’s actions, pointing out that the USS 
Florida under his command posted “the best-ever grades assigned for certifications and 
inspections for a postoverhaul Trident submarine.” 

Source: Thomas E. Ricks, “A Skipper’s Chance to Run a Trident Sub Hits Stormy Waters,” The Wall Street Journal
(November 20, 1997), pp. A1, A6.

QUESTIONS

 1. Analyze Alfonso’s impact on the crew in terms of love versus fear. What might 
account for the fact that he behaved so strongly as captain of the USS Florida?

 2. Which do you think a leader should be more concerned about aboard a nuclear 
 submarine—high certification grades or high-quality interpersonal relationships? 
Do you agree with Admiral Sullivan’s decision to fire Alfonso? Discuss.

 3. Discuss Commander Alfonso’s level of emotional intelligence in terms of the four 
components listed in the chapter. What advice would you give him?
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Your Leadership Challenge
After reading this chapter, you should be able to:

• Combine a rational approach to leadership with a concern for people 
and ethics.

• Recognize your own stage of moral development and ways to 
accelerate your moral maturation.

• Know and use mechanisms that enhance an ethical organizational 
culture.

• Apply the principles of stewardship and servant leadership.

• Recognize courage in others and unlock your own potential to live 
and act courageously.
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Courage and Moral Leadership
Washington, DC; February 23, 2003. After a brilliant 38-year military 
 career, four-star General Eric Shinseki did something many considered 
shocking, if not downright foolish. While testifying before a U.S. Senate 
Armed Services Committee hearing on the impending war in Iraq, Shinseki 
told the senators it would take several hundred thousand soldiers to keep 
the peace in postwar Iraq. Just a simple, candid answer, but one that was in 
direct opposition to what Shinseki’s civilian boss, U.S. Secretary of Defense 
Donald Rumsfeld, wanted him to say. Rumsfeld had been working hard 
to convince Congress that the war would require relatively few ground 
forces, and here was the U.S. Army chief of staff telling them from his ex-
perience that it would instead require massive manpower. The Department 
of Defense response was quick and unforgiving, with both Rumsfeld and 
Deputy Secretary of Defense Paul Wolfowitz publicly repudiating Shinseki’s 
comments.

Chagrined by Shinseki’s refusal to toe the party line and his support 
of the Crusader artillery system, which civilian leaders opposed, Rumsfeld 
later took the unprecedented step of naming Shinseki’s replacement more 
than a year before the end of his term. Neither Rumsfeld nor Wolfowitz 
attended Shinseki’s retirement ceremony, a major breach of protocol that 
refl ected their disdain for the general.

By mid-2006, half a dozen generals had publicly expressed doubts 
over Rumsfeld’s handling of the war and called for him to step down, 
but only after they had safely retired. Rumsfeld resigned later that year. 
Shinseki had the courage to express his concerns at the beginning of the 
war, despite the potential damage to his own reputation and career. In 
discussing the general’s willingness to stand alone among the top brass in 
bucking the higher ups, a professor of management at the Wharton School 
of Business said, “This is someone who at the height of his professional 
career . . . in the name of disclosure and truthfulness chose to take the 
ultimate hit.” Shinseki himself just sees it as honoring his responsibility 
to the young people that the United States “asks to stand up and do the 
unthinkable.” Shinseki knows that when there aren’t enough soldiers, too 
many people are going to die. “I made it a point to remind myself that 
I was fi rst, last, and always a soldier,” he said.1

Eric Shinseki had the courage to say what he believed. Whether one 
agrees or disagrees with U.S. policies in Iraq and Donald Rumsfeld’s perfor-
mance as Secretary of Defense is beside the point in this case. Shinseki was 
willing to disagree with his bosses because he felt a moral responsibility to 
do so, even though it might cause personal suffering.

Being a real leader means learning who you are and what you stand 
for, and then having the courage to act. Leaders demonstrate confi dence 
and commitment in what they believe and what they do. A deep devotion 
to a cause or a purpose larger than one’s self sparks the courage to act, as 
it did for General Shinseki. In addition, Shinseki’s story demonstrates that 
leadership has less to do with using other people than with serving other 
people. Placing others ahead of oneself is a key to successful leadership, 
whether in politics, war, education, sports, social services, or business.

This chapter explores ideas related to courage and moral leadership. 
In the previous chapter, we discussed mind and heart, two of the three ele-
ments that come together for successful leadership. This chapter focuses on 
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Action MemoAs a leader, you can put moral values 
into action and set the example you 

want followers to live by. You can resist 
pressures to act unethically just to avoid 

criticism or achieve short-term gains.

the third element, spirit—on the ability to look within, to contemplate the human 
condition, to think about what is right and wrong, to see what really matters in 
the world, and to have the courage to stand up for what is worthy and right. We 
begin by  examining the situation in which most organizations currently operate, 
the  dilemma leaders face in the modern world, and the kinds of behaviors that 
often contribute to an unethical organizational climate. Next we explore how 
leaders can act in a moral way, examine a model of personal moral development, 
and look at the importance of stewardship and servant leadership. The fi nal sec-
tions of the chapter explore what courage means and how leaders develop the 
courage for moral leadership to fl ourish.

Moral Leadership Today
Every decade sees its share of political, social, and corporate villains, but 
the pervasiveness of ethical lapses in recent years has been astounding. In the 
political arena, U.S. Representative Mark Foley resigned amid allegations that 
he  engaged in sexually explicit online chats with congressional pages. Russia’s 
telecom  minister is on the hot seat over charges that he owns huge chunks of 
the industry he oversees, having surreptitiously converted telecom businesses 
from state ownership.2 The U.S. Army is still dealing with the fallout from 
the Abu Ghraib prisoner abuse scandal, and the U.S. Air Force has canceled a 
$26 billion deal to lease tankers from Boeing Corp. after learning that a former 
procurement offi cer favored Boeing in contracts in order to get hired by the 
aerospace company.3 The names of once-revered corporations have become syn-
onymous with greed, deceit, and fi nancial chicanery: Enron, Adelphia, Arthur 
Andersen, HealthSouth, WorldCom, Tyco. Recently, the CEO of giant health in-
surer  UnitedHealth Group resigned under pressure after an outside probe found 
that he was involved in  issuing millions of backdated stocks that benefi tted 
himself and other executives.4 No wonder a CBS poll found that 79 percent 
of  respondents believe questionable business practices are widespread and less 
than one-third think most CEOs are honest.5 Harvard Business School professor 
and author Shoshana Zuboff describes the impact of these public sentiments: 
“The chasm between individuals and organizations is marked by frustration, 
mistrust, disappointment, and even rage.”6

The Ethical Climate in U.S. Business
Ethical lapses occur at all levels of organizations, but top leaders in particu-
lar are facing closer scrutiny in light of recent unethical and illegal actions. 
What’s going on at the top trickles down through organizations and society. 
When leaders fail to set and live up to high ethical standards, organizations, 

employees, shareholders, and the general public suffer. Unethical 
and illegal  behavior can lead to serious consequences for orga-
nizations. For one thing, companies have a hard time attracting 
good employees.  Evidence shows that the recent wave of scandals 
has prompted job seekers to go to great lengths to check out com-
panies’ ethical standards.7 When  current employees lose trust in 
leaders, morale,  commitment, and performance suffer. Customers 
who lose trust in the organization will bolt, as evidenced by the 
mass desertion of Arthur  Andersen after the fi rm was found guilty 
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of obstruction of justice for destroying tons of  documents related to Enron. 
Investors may also withdraw their support from the company—or even fi le suit 
if they believe they’ve been lied to and cheated.

Leaders at all levels carry a tremendous responsibility for setting the  ethical 
climate and can act as role models for others. Dale Prows had such a role model 
early in his career. Now serving as vice president of global purchasing for a leading 
chemical company, Prows says he always considers the impact his decisions and 
actions have on others because he admired that consistent quality in a previous 
supervisor.8 However, leaders face many pressures that challenge their ability to do 
the right thing. The most dangerous obstacles for leaders are personal weakness 
and self-interest rather than full-scale corruption.9 Pressures to cut costs, increase 
profi ts, meet the demands of vendors or business partners, and look successful can 
all contribute to ethical lapses. During the stock market bubble of the late 1990s, 
for example, many leaders simply got caught up in the overriding emphasis on fast 
profi ts and ever-growing stock prices. The practice of rewarding managers with 
stock options, originally intended to align the interests of managers with those of 
shareholders, caused basic human greed to get out of hand during this  period.10 
The New York Times represents another example of ethical lapses resulting from 
subtle pressures. After reporter Jayson Blair was discovered to be fabricating 
research on top stories such as the rescue of Jessica Lynch in Iraq, there were in-
dications that top executives knew something was wrong long  before the scandal 
broke. They ignored the signs because they didn’t want to either believe or admit 
that a newspaper of the Times’ reputation could be associated with that kind of 
dishonesty and irresponsibility.11 Most people want to be liked, and they want 
their organizations to appear successful. Leaders sometimes do the wrong thing 
just so they will look good to others. The question for leaders is whether they can 
summon the fortitude to do the right thing despite outside pressures. “Life is lived 
on a slippery slope,” says Harvard Business School’s Richard Tedlow. “It takes a 
person of character to know what lines you don’t cross.”12

What Leaders Do to Make Things Go Wrong
What actions of leaders contribute to a dearth of integrity within the organiza-
tion? Recall from Chapter 2 that integrity means adhering to moral principles 
and acting based on those beliefs. Leaders signal what matters through their be-
havior, and when leaders operate from principles of selfi shness and greed, many 
employees come to see unethical behavior as okay. At Enron, for example, senior 
executives were openly arrogant and ambitious for personal successes, and they 
blatantly fl outed the rules and basic standards of fairness and honor to achieve 
personal gain. As one young Enron employee said, “It was easy to get into, ‘Well, 
everybody else is doing it, so maybe it isn’t so bad.’”13

Exhibit 6.1 compares unethical and ethical leadership by looking at ten things 
leaders do that make things go wrong for the organization from a moral  standpoint. 
The behaviors listed in  column 1 contribute to an organizational  climate ripe for 
ethical and legal abuses. Column 2 lists the  opposite behaviors, 
which contribute to a climate of trust,  fairness, and doing the 
right thing.14

As we discussed in Chapter 1, the leader as hero is an out-
dated  notion, but some executives are preoccupied with their own 
importance and take every opportunity to feed their greed or nour-
ish their own egos. They focus on having a huge salary, a big offi ce, 
and other symbols of status rather than on what is good for the 

Action Memo

Go to Leader’s Self-Insight 6.1 on page 166 

and complete the questions to learn your 

Mach score and how you might fi t into an 

Enron-type environment.



organization. These leaders typically pay more attention to gaining benefi ts for 
themselves rather than for the organization or larger society. Top executives who 
expect big salaries and perks at the same time the company is struggling and 
laying off thousands of workers are not likely to create an environment of trust 
and integrity.15

Unethical leaders are dishonest with employees, partners, customers, ven-
dors, and shareholders, and they regularly fail to honor their agreements or 
commitments to others. In a USA Today survey, 82 percent of CEOs said they 
lied about their golf scores. Sure, it’s a small thing, but little by little, dishon-
esty can become a way of life and business.16 Unethical leaders also frequently 
treat people unfairly, perhaps by giving special favors or privileges to followers 
who fl atter their egos or by promoting people based on favoritism rather than 
concrete business results. For example, at Morgan Stanley, former CEO Philip 
Purcell has been accused of brutally dismissing managers who fell out of favor 

Leaders differ in how they view human nature and the 
tactics they use to get things done through others. 
Answer the questions below based on how you view 
others. Think carefully about each question and be hon-
est about what you feel inside. Please answer whether 
each item below is Mostly False or Mostly True for you. 

Mostly 
False

Mostly 
True

1. Overall, it is better to be 
humble and honest than to 
be successful and dishonest. _______ _______

2. If you trust someone com-
pletely, you are asking for 
trouble. _______ _______

3. A leader should take action 
only when it is morally right. _______ _______

4. A good way to handle people 
is to tell them what they like 
to hear. _______ _______

5. There is no excuse for telling 
a white lie to someone. _______ _______

6. It makes sense to flatter 
important people. _______ _______

7. Most people who get ahead 
as leaders have led very 
moral lives. _______ _______

8. It is better to not tell people 
the real reason you did 
something unless it benefits 
you to do so. _______ _______
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Leader’s Self-Insight 6.1
9. The vast majority of people 

are brave, good, and kind. _______ _______

10. It is hard to get to the top 
without sometimes cutting 
corners. _______ _______

Scoring and Interpretation
To compute your Mach score, give yourself one point 
for each Mostly False answer to items 1, 3, 5, 7, and 9, 
and one point for each Mostly True answer to items 
2, 4, 6, 8, and 10. These items were drawn from the 
works of Niccolo Machiavelli, an Italian political phi-
losopher who wrote The Prince in 1513 to describe 
how a prince can retain control of his kingdom. From 
8–10 points suggests a high Machiavellian score. From 
4–7 points indicates a moderate score, and 0–3 points 
would indicate a low “Mach” score. Successful political 
intrigue at the time of Machiavelli was believed to require 
behaviors that today would be considered ego centered 
and manipulative, which is almost the opposite of ethical 
leadership. A high Mach score today does not mean a 
sinister or vicious person, but probably means the person 
has a cool detachment, sees life as a game, and is not 
personally engaged with people. Discuss your results 
with other students, and talk about whether politicians in 
local or federal government, or top executives in a com-
pany like Enron, would likely have a high or a low Mach 
score.

Source:  Adapted from R. Christie and F. L. Geis, Studies in 
Machiavellianism (New York:  Academic Press, 1970.)

166



CHAPTER 6: COURAGE AND MORAL LEADERSHIP 167

and promoting his own favored executives rather than basing advancement on 
merit.17

Unethical leaders tend to take all the credit for successes, but they blame 
 others when things go wrong. By taking credit for followers’ accomplishments, 
failing to allow others to have meaningful participation in decision making, 
and generally treating people with discourtesy and disrespect, they diminish the 
 dignity of others. They see followers as a means to an end, and they show little 
concern for treating people as individuals or helping followers develop their own 
potential. Whereas ethical leaders serve others, unethical leaders focus on their 
own personal needs and goals.

Finally, one of the primary ways leaders contribute to an unethical and po-
tentially corrupt organization is by failing to speak up against acts they believe 
are wrong. A leader who holds his tongue in order to “fi t in with the guys” when 
colleagues are telling sexually offensive jokes is essentially giving his support for 
that type of behavior. If a leader knows someone is being treated unfairly by a 
colleague and does nothing, the leader is setting a precedent for others to behave 
unfairly as well. Peers and subordinates with lax ethical standards feel free to act 
as they choose. It is often hard to stand up for what is right, but this is a primary 
way in which leaders create an environment of integrity.

Acting Like a Moral Leader
Many leaders forget that business is about values, not just economic performance. 
Moral leadership doesn’t mean ignoring profi t and loss, stock price,  production 
costs, and other hard measurable facts. But it does require recognizing the im-
portance of moral values, human meaning, quality, and higher purpose.18 Henry 
Ford’s century-old comment seems tailor-made for today’s poor ethical climate: 
“For a long time people believed that the only purpose of  industry was to make a 
profi t. They are wrong. Its purpose is to serve the general welfare.”19

Despite the corporate realities of greed, competition, and the drive to achieve 
goals and profi ts, leaders can act from moral values and encourage others to 
 develop and use moral values in the workplace. The single most important fac-
tor in ethical decision making in organizations is whether leaders show a com-
mitment to ethics in their talk and especially their behavior. Employees learn 

Exhibit 6.1 Comparing Unethical Versus Ethical Leadership

Source: Based on Donald G. Zauderer, “Integrity: An Essential Executive Quality,” Business Forum (Fall 1992), 
pp. 12–16. 

The Unethical Leader The Ethical Leader

Is arrogant and self-serving Possesses humility
Excessively promotes self-interest Maintains concern for the greater good
Practices deception Is honest and straightforward
Breaches agreements Fulfills commitments
Deals unfairly Strives for fairness
Shifts blame to others Takes responsibility
Diminishes others’ dignity Shows respect for each individual
Neglects follower development Encourages and develops others
Withholds help and support Serves others
Lacks courage to confront unjust acts Shows courage to stand up for what is right



168 PART 3: THE PERSONAL SIDE OF LEADERSHIP 

Action MemoAs a leader, you can drive fear out of 
the organization so that followers feel 

comfortable reporting problems or ethical 
abuses. You can establish clear ethics 

policies, reward ethical conduct, and show 
zero tolerance for violations.

about the values that are important in the organization by watching leaders. 
“The CEO sets the tone for an organization’s [values].” says  Alfred P. West, the 
founder and CEO of SEI Investments, a fi nancial services fi rm. West is careful 
to espouse and model values that build integrity, accountability, and trustwor-
thiness into the organization’s culture. He answers his own phone and has the 
same open-plan offi ce space as everyone else at SEI’s headquarters. He doesn’t 
take stock options, pays himself a modest salary, and shuns the perks that are 

demanded by many top executives. He believes if you separate your-
self from employees with corporate jets, enormous stock options, 
and other special benefi ts, it sends the wrong message. West also 
emphasizes open information, which he believes improves perfor-

mance as well as makes it easier for employees to report ethical 
lapses or unfair practices.20

Leaders like Alfred West put values into action. Exhibit 6.2 lists 
some specifi c ways leaders act to build an environment that allows 
and encourages people to behave ethically and morally. Leaders cre-
ate organizational systems and policies that support ethical behavior, 
such as creating open-door policies that encourage employees to talk 
about anything without fear, establishing clear ethics codes, reward-

ing ethical conduct, and showing zero tolerance for violations. After a series of 
scandals rocked aerospace giant Boeing Co., new CEO Jim McNerney is trying 
to ingrain ethical behavior into the fabric of the organization. McNerney has 
instituted new ethics training for employees worldwide and is tying managers’ 
compensation to ethical leadership.21 Companies such as Computer Associates, 
KPMG, and Marsh McLennan have hired high-level chief compliance offi cers 
to police managers and employees.22 Most companies have established codes 
of ethics to guide employee behavior, such as the clear, concise statement used 
by Trans World Entertainment, shown in Exhibit 6.3. Each of the key points in 
Trans World’s general statement of policy is described in detail in the company’s 
complete code of ethics. However, an ethics code alone is not enough. Most 
 importantly, leaders articulate and uphold high moral standards, and they do the 
right thing even if they think no one is looking. If leaders cut corners or bend 

Exhibit 6.2 How to Act Like a Moral Leader

Sources: Based on Linda Klebe Treviño, Laura Pincus Hartman, and Michael Brown, “Moral Person and Moral 
Manager: How Executives Develop a Reputation for Ethical Leadership,” California Management Review 42, 
no. 4 (Summer 2000), pp. 128–142; Christopher Hoenig, “Brave Hearts,” CIO (November 1, 2000), pp. 72–74; 
and Patricia Wallington, “Honestly?!” CIO (March 15, 2003), pp. 41–42.

 1. Develop, articulate, and uphold high moral principles.
 2. Focus on what is right for the organization as well as all the people involved.
 3. Set the example you want others to live by.
 4. Be honest with yourself and others.
 5. Drive out fear and eliminate undiscussibles.
 6. Establish and communicate ethics policies.
 7. Develop a backbone—show zero tolerance for ethical violations.
 8. Reward ethical conduct.
 9. Treat everyone with fairness, dignity, and respect, from the lowest to the high-

est level of the organization.
 10. Do the right thing in both your private and professional life—even if no one is 

looking.
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the rules when they think they won’t get caught, they and their organizations will 
ultimately suffer the consequences.

Moreover, leaders realize that what they do in their personal lives carries over 
to the professional arena. Leaders are a model for the organization twenty-four 
hours a day, seven days a week. Consider Mike Price, who was fi red as the Univer-
sity of Alabama’s football coach before he ever coached a game. While in Florida 
participating in a golf tournament, Price spent hundreds of dollars on drinks and 
tips for exotic dancers, spent the night with a woman other than his wife, and ran 
up a $1,000 room-service bill. The university administration fi red Price as a clear 
signal that the “boys-will-be-boys” mindset in the athletic department would no 
longer be tolerated. A visible leadership position entails the responsibility for con-
ducting both one’s personal and professional life in an ethical manner. Leaders 
build ethical organizations by demonstrating the importance of serving people 
and society, as well as winning football games or increasing business profi ts. Con-
sider how capitalism and service go hand-in-hand for Jeffrey Swartz, CEO of 
Timberland.

Jeffrey Swartz, Timberland Co.

Jeffrey Swartz, the third-generation CEO whose grandfather founded the Timber-
land Co. in 1952, says he is “desperately” proud of the high-quality boots, shoes, 
and other outdoor gear his company makes. But what keeps him going is the larger 
purpose of helping to solve the world’s problems. Swartz has built a culture of ser-
vice at Timberland that is unparalleled in the corporate world.

Timberland employees get 40 paid hours of leave annually to pursue volunteer 
activities, which can be projects the company supports or those of their own choos-
ing. The local offi ces of City Year, a non-profi t organization that puts young people 
into public service for a year, is housed entirely at Timberland’s headquarters. And 
each year, Timberland holds a day-long “Serv-a-palooza,” when the company shuts 
down and employees around the world participate in volunteer work. In 2005, Serv-
a-palooza hosted 170 service projects in 27 countries, representing about 45,000 
volunteer hours.

In 1995, when Timberland was facing a fi nancial crisis, a banker told Swartz he 
needed to “cut the country-club crap out.” Instead of heeding that advice, Swartz 
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Exhibit 6.3 Trans World Entertainment Corporation Code of Ethics

Source: Trans World Entertainment Corporation Code of Ethics. n.d. Retrieved February 7, 2007, from http://
www.twec.com/corpsite/corporate/code.cfm.

General Statement of Policy

• Honesty and candor in our activities, including observance of the spirit, as well as 
the letter of the law;

• Avoidance of conflicts between personal interests and the interests of the 
Company, or even the appearance of such conflicts;

• Avoidance of Company payments to candidates running for government posts, or 
government officials;

• Compliance with generally accepted accounting principles and controls;
• Maintenance of our reputation and avoidance of activities which might reflect 

adversely on the Company; and
• Integrity in dealing with the Company’s assets.

http://www.twec.com/corpsite/corporate/code.cfm
http://www.twec.com/corpsite/corporate/code.cfm
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doubled the amount of paid service time for employees and managed to turn the 
company around. Since then, Timberland has seen growing sales and profi ts. Swartz 
is an avowed capitalist and has no desire to pursue his social objectives through a 
nonprofi t. He believes commerce and justice should go hand in hand and he’s using 
Timberland as a living laboratory to prove it.

People like working for a company that puts its values into action. “I love my 
job,” says staff attorney Michael Moody. “The core values are humanity, humil-
ity, integrity, and excellence, and I see those values used as a touchstone in all 
 conversations.”23 

Leaders like Jeffrey Swartz illustrate that leaders can run successful orga-
nizations based on moral principles. There is some evidence that doing right by 
 employees, customers, and the community, as well as by shareholders, is good busi-
ness. One study by Governance Metrics International, an independent  corporate 
governance ratings agency in New York, found that the stocks of companies that 
are run on more selfl ess principles perform better than those run in a self-serving 
manner. Top-ranked companies such as Pfi zer, Johnson Controls, and Sunoco also 
outperformed lower-ranking companies in measures like return on assets, return 
on investment, and return on capital.24

Becoming a Moral Leader
Leadership is not merely a set of practices with no association with right or 
wrong. All leadership practices can be used for good or evil and thus have a 
moral dimension. Leaders choose whether to act from selfi shness and greed 
to diminish others or in ways that serve and motivate others to develop to 
their full potential as employees and as human beings.25 Moral leadership is about 
distinguishing right from wrong and doing right, seeking the just, the honest, 
the good, and the right conduct in its practice. Leaders have great infl uence 
over others, and moral leadership gives life to others and enhances the lives of 
others. Immoral leadership takes away from others in order to enhance oneself.26

Leaders who would do evil toward others, such as Hitler, Stalin, or Cambodia’s 
Pol Pot, are immoral. The following historical example illustrates the height of 
moral leadership.

Raoul Wallenberg

During the waning months of World War II, a young man climbed atop the roof 
of a train ready to start for Auschwitz. Ignoring shouts—and later bullets—from 
Nazis and soldiers of the Hungarian Arrow Cross, he began handing fake Swedish 
passports to the astonished Jews inside and ordering them to walk to a caravan 
of cars marked in Swedish colors. By the time the cars were loaded, the soldiers 
were so dumbfounded by the young man’s actions that they simply stood by and 
let the cars pass, carrying to safety dozens of Jews who had been headed for 
the death camps.

Virtually alone in Hungary, one of the most perilous places in Europe in 1944, 
Raoul Wallenberg worked such miracles on a daily basis, using as his weapons cour-
age, self-confi dence, and his deep, unwavering belief in the rightness of his mis-
sion. No one knows how many people he directly or indirectly saved from certain 
death, though it is estimated at more than 100,000.

Wallenberg was 32 years old in 1944, a wealthy, politically connected, upper-
class Swede from a prominent, well-respected family. When asked by the U.S. 
War Refugee Board to enter Hungary and help stop Hitler’s slaughter of innocent 

Moral leadership
distinguishing right from wrong 
and doing right; seeking the just, 
honest, and good in the practice 
of leadership

Moral leadership
distinguishing right from wrong 
and doing right; seeking the just, 
honest, and good in the practice 
of leadership
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civilians, Wallenberg had everything to lose and nothing to gain. Yet he left his 
life of safety and comfort to enter Hungary under cover as a diplomat, with the 
mission of saving as many of Hungary’s Jews as possible. Wallenberg never 
returned, but apparently was captured as a suspected anti-Soviet spy, and died in 
a Soviet prison. He gave his life fi ghting for a cause he believed in, and his actions 
made a real difference in the world.27 

Raoul Wallenberg emerged from a dismal period in human history as a coura-
geous leader who made the ultimate sacrifi ce for what he believed Most leaders 
never have the opportunity to save lives, and few leaders help as many people 
as Wallenberg did, but the principles of moral leadership he demonstrated are 
valuable to anyone who aspires to make a positive difference in the world. Moral 
leadership uplifts people, enabling them to be better than they were without the 
leader. Leaders are responsible for building a foundation that strengthens and 
enriches the lives of organization members.

Specifi c personality characteristics such as ego strength, self-confi dence, and 
a sense of independence may enable leaders to behave morally in the face of op-
position. This chapter’s Leader’s Bookshelf argues that confi dence is a key require-
ment of moral courage, because it moves leaders from contemplating what is right 
to acting on their moral values. Moreover, leaders can develop these characteris-
tics through their own hard work. People have choices about whether to behave 
morally. Consider the following remembrance of Viktor Frankl, who was in one 
of the death camps in Nazi Germany. 

We who lived in concentration camps can remember the men who walked 
through the huts comforting the others, giving away their last piece of 
bread. They may have been few in number, but they offer suffi cient proof 
that everything can be taken from a man but one thing: the last of the 
human freedoms—to choose one’s attitude in any given set of circum-
stances. To choose one’s own way.

And there were always choices to make. Every day, every hour, offered 
the opportunity to make a decision, a decision which determined whether 
you would or would not submit to those powers which threatened to rob you 
of your very self, your inner freedom. . . .28

A leader’s capacity to make moral choices is related to the individual’s level 
of moral development.29 Exhibit 6.4 shows a simplifi ed illustration of one model 
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Sources: Based on Lawrence Kohlberg, “Moral Stages and Moralization: The Cognitive-Developmental 
Approach,” in Moral Development and Behavior: Theory, Research, and Social Issues, ed. Thomas 
Likona (Austin, TX: Holt, Rinehart and Winston, 1976), pp. 31–53; and Jill W. Graham, “Leadership, Moral 
Development, and Citizenship Behavior,” Business Ethics Quarterly 5, No. 1 (January 1995), pp. 43–54.

Exhibit 6.4 Three Levels of Personal Moral Development

Level 1: Preconventional
Follows rules to avoid
punishment. Acts in own
interest. Blind obedience
to authority for its own
sake.

Level 3: Postconventional
Follows internalized
universal principles of
justice and right. Balances
concern for self with
concern for others and the
common good. Acts in an
independent and ethical
manner regardless of ex-
pectations of others.

Level 2: Conventional
Lives up to expectations
of others. Fulfills duties
and obligations of social
system. Upholds laws.



of personal moral development. At the preconventional level, individuals are ego-
centric and concerned with receiving external rewards and avoiding punishments. 
They obey authority and follow rules to avoid detrimental personal consequences 
or satisfy immediate self-interests. The basic orientation toward the world is one 
of taking what one can get. Someone with this orientation in a leadership posi-
tion would tend to be autocratic toward others and use the position for personal 
advancement.

At level two, the conventional level, people learn to conform to the expectations 
of good behavior as defi ned by colleagues, family, friends, and society. People at 
this level follow the rules, norms, and values in the corporate culture. If the rules 
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Moral Courage: Taking Action When Your Values Are Put to the Test

by Rushworth M. Kidder

Despite the broad diversity in the world, Rushworth 
Kidder, founder and president of the Institute for 
Global Ethics, says five core principles define morality 
everywhere: honesty, responsibility, respect, fairness, 
and compassion. Many leaders agree that living by 
these values is the right thing to do, yet standing up 
for moral principles can sometimes be difficult, carry-
ing the risks of humiliation, ridicule, loss of reputation, 
or even unemployment. In his thought-provoking new 
book, Kidder defines moral courage as the willing-
ness to uphold these core values even when doing 
so involves significant personal risk. He wrote Moral 
Courage: Taking Action When Your Values Are Put to 
the Test to give people a structure they can use to 
 better identify and exemplify moral courage.

THE THREE CIRCLES OF MORAL COURAGE
Moral courage exists at the intersection of three domains:  
a commitment to moral principles, an awareness of the 
dangers involved in supporting those principles, and a 
 willingness to endure the risks.

 • Principles.  When faced with a choice, leaders can 
assess the situation to determine whether it requires 
moral courage, and then determine the specific values 
that need to be upheld. The first step in behaving with 
moral courage, Kidder says, is to focus on one or two 
key values that fit the situation. He uses the example 
of a human resources manager at a manufacturing 
company in a small rural town, who noticed some odd 
expenditures while working on the annual budget and 
discovered that the boss had charged champagne for 
his daughter’s wedding to the company. The manager 
knew her job would be on the line if she brought her 
concerns into the open, but her commitment to princi-
ples of fairness and honestly compelled her to act.

 • Danger.  The second key to moral courage lies in 
accurately assessing the degree of risk. Leaders 
need to carefully consider what the potential nega-
tive consequences of their actions might be and 
make a conscious decision that standing up for their 
convictions is worth the risks. In addition, leaders 
don’t want to overestimate the risks, which could 
make their actions seem like mere bluster and 
 bravado.

 • Endurance.  This is where the rubber meets the 
road. A leader can understand what key values are 
at stake, assess the risks involved, and believe in 
upholding moral principles, yet still lack the cour-
age to act. Leaders need confidence to move from 
contemplation to action, to be willing to endure the 
hardships that moral courage requires. They can find 
this confidence in several areas: their experience 
and skills; their character and the values and virtues 
that sustain them emotionally; spiritual insight or 
faith in a higher power; and their gut feelings about 
what is the right thing to do.

CHECKPOINTS FOR FINDING MORAL COURAGE
Throughout the book, Kidder illustrates how the three ele-
ments of moral courage intersect, using numerous mod-
ern and historical examples (of both courage and the lack 
of it) from business, politics, sports, and other aspects of 
life. These stories make the book interesting to read at 
the same time they provide a solid grounding in what it 
means to act with moral courage. In addition, each 
chapter ends with a “Moral Courage Checklist” that 
offers practical advice and guidelines.

Moral Courage: Taking Action When Your Values Are Put to the Test, 
by Rushworth M. Kidder, is published by William Morrow.
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are to not steal, cheat, make false promises, or violate regulatory laws, a person 
at the conventional level will attempt to obey. They adhere to the norms of the 
larger social system. However, if the social system says it is okay to infl ate bills to 
the government or make achieving the bottom line more important than integrity, 
people at the conventional level will usually go along with that norm also. Often, 
when organizations do something illegal, many managers and employees are sim-
ply going along with the system.30

At the post-conventional or principled level, leaders are guided by an inter-
nalized set of principles universally recognized as right or wrong. People at this 
level may even disobey rules or laws that violate these principles. These internal-
ized values become more important than the expectations of other people in the 
organization or community. A leader at this level is visionary, empowering, and 
committed to serving others and a higher cause.

Most adults operate at level two of moral development, and some have not 
advanced beyond level one. Only about 20 percent of American adults reach 
the third, post-conventional level of moral development, although most of us 
have thecapacity to do so. People at level three are able to act in an indepen-
dent, ethical manner regardless of expectations from others inside or outside 
the  organization, and despite the risk to their own reputation or safety. The U.S. 
media has reported acts of post-conventional moral courage occurring during 
the war in Iraq, such as the January 2007 ABC News report of 19-year-old Ross 
McGuinness, who went against his training and jumped into a tank to absorb the 
impact of a grenade, losing his own life but saving four fellow soldiers.

Impartially applying universal standards to resolve moral confl icts balances 
self-interest with a concern for others and for the common good. Research has 
consistently found a direct relationship between higher levels of moral develop-
ment and more ethical behavior on the job, including less cheating, a tendency 
toward helpfulness to others, and the reporting of unethical or illegal acts, known 
as whistleblowing.31 Leaders can use an understanding of these stages to enhance 
their own and followers’ moral development and to initiate ethics training pro-
grams to move people to higher levels of moral reasoning. When leaders operate 
at level three of moral development, they focus on higher principles and encourage 
others to think for themselves and expand their understanding of moral issues.

Servant Leadership
What is a leader’s moral responsibility toward followers? Is it to limit and control 
them to meet the needs of the organization? Is it to pay them a fair wage? Or is it to 
enable them to grow and create and expand themselves as human beings?

Much of the thinking about leadership today implies that moral leadership 
encourages change toward turning followers into leaders, thereby developing 
their potential rather than using a leadership position to control or limit people. 
The ultimate expression of this leadership approach is called servant leadership,
which can best be understood by comparing it to other approaches. Exhibit 6.5 
illustrates a continuum of leadership thinking and practice. Traditional organiza-
tions were based on the idea that the leader is in charge of subordinates and the 
success of the organization depends on leader control over followers. In the fi rst 
stage, subordinates are passive—not expected to think for themselves but simply 
to do as they are told. Stage two in the continuum involves subordinates more ac-
tively in their own work. Stage three is stewardship, which represents a signifi cant 
shift in mindset by moving responsibility and authority from leaders to followers. 
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Servant leadership represents a stage beyond stewardship, where leaders give up 
control and make a choice to serve employees. Along the continuum, the focus 
of leadership shifts from leader to followers. In the following sections, we will 
discuss each stage of this leadership continuum in more detail.

Authoritarian Management
The traditional understanding of leadership is that leaders are good managers who 
direct and control their people. Followers are obedient subordinates who follow 
orders. In Chapter 2, we discussed the autocratic leader, who makes the decisions 
and announces them to subordinates. Power, purpose, and privilege reside with those 
at the top of the organization. At this stage, leaders set the strategy and goals, as 
well as the methods and rewards for attaining them. Organizational stability and 
effi ciency are paramount, and followers are routinized and controlled along with 
machines and raw materials. Subordinates are given no voice in creating meaning 
and purpose for their work and no discretion as to how they perform their jobs. This 
leadership mindset emphasizes tight top-down control, employee standardization 
and specialization, and management by impersonal measurement and analysis.

Participative Management
Since the 1980s, many organizations have made efforts to actively involve em-
ployees. Leaders have increased employee participation through employee sugges-
tion programs, participation groups, and quality circles. Teamwork has become an 
important part of how work is done in many organizations. One study, sponsored 
by the Association for Quality and Participation, revealed that more than 70 percent 
of the largest U.S. corporations have adopted some kind of employee participation 
program. However, most of these programs do not redistribute power and authority 
to lower-level workers.32 The mindset is still paternalistic in that top leaders determine 
purpose and goals, make fi nal decisions, and decide rewards. Employees are expected 
to make suggestions for quality improvements, act as team players, and take greater 
responsibility for their own jobs, but they are not allowed to be true partners in the 

Exhibit 6.5 Changing Leader Focus from Self to Others
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Action Memo

As a leader, you can apply the principles 

of stewardship and treat followers as true 

partners by sharing power and authority 

for setting goals, making decisions, and 

maintaining control over their own work and 

performance.  

enterprise. Leaders are responsible for outcomes, and they may act as mentors and 
coaches. They have given up some of their control, but they are still responsible for 
the morale, emotional well-being, and performance of subordinates, which can lead 
to treating followers as if they are not able to think for themselves.33

Stewardship
Stewardship is a pivotal shift in leadership thinking. Followers are empowered to 
make decisions and they have control over how they do their own jobs. Leaders 
give followers the power to infl uence goals, systems, and structures and become 
leaders themselves. Stewardship supports the belief that leaders are deeply account-
able to others as well as to the organization, without trying to control others, 
defi ne meaning and purpose for others, or take care of others.34 In fact, steward-
ship has been called an alternative to leadership because the spotlight is on the 
people actually doing the work, making the product, providing the service, or 
working directly with the customer. Four principles provide the framework for 
stewardship.

 1. Reorient toward a partnership assumption. Partnership can happen only 
when power and control shift away from formal leaders to core workers. 
Partners have a right to say “no” to one another. They are totally honest 
with one another, neither hiding information nor protecting the other 
from bad news. In addition, partners (leaders and followers) are jointly 
responsible for defining vision and purpose and jointly accountable for 
outcomes.

 2. Localize decisions and power to those closest to the work and the customer.
Decision-making power and the authority to act should reside right at the 
point where the work gets done. This means reintegrating the “managing” 
and the “doing” of work, so that everyone is doing some of the core work 
of the organization part of the time. Nobody gets paid simply to plan and 
manage the work of others.

 3. Recognize and reward the value of labor. The reward systems tie 
everyone’s fortunes to the success of the enterprise. Stewardship involves 
redistributing wealth by designing compensation so that core workers 
can make significant gains when they make exceptional contributions. 
Everyone earns his or her pay by delivering real value, and the organization 
pays everyone as much as possible.

 4. Expect core work teams to build the organization. Teams of workers who 
make up the core of the organization or division define goals, maintain 
controls, create a nurturing environment, and organize and reorganize 
themselves to respond to a changing environment and the marketplace 
they serve.

Stewardship leaders guide the organization without dom-
inating it and facilitate followers without controlling them. Stew-
ardship allows for a relationship between leaders and  followers 
in which each makes signifi cant, self-responsible  contributions to 
organizational success. In addition, it gives followers a chance to 
use their minds, bodies, and spirits on the job, thereby allowing 
them to be whole human beings.

Stewardship leaders can help organizations thrive in today’s com-
plex environment because they tap into the energy and commitment 
of followers. Although the ideas we have discussed may sound new, an 
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Action MemoAs a leader, you can put the needs, 
interests, and goals of others above your 

own and use your personal gifts to help 
others achieve their potential. Complete the 

questionnaire in Leader’s Self-Insight 6.2 
to evaluate your leadership approach along 

the dimensions of authoritarian leadership, 
participative leadership, stewardship, and 

servant leadership.

early management thinker, Mary Parker Follett, captured the spirit of stewardship 
80 years ago when she described the type of leader who motivated her.

The skillful leader, then, does not rely on personal force; he controls his 
group not by dominating but by expressing it. He stimulates what is best 
in us; he unifi es and concentrates what we feel only gropingly and scatter-
ingly, but he never gets away from the current of which we and he are both 
an integral part. He is a leader who gives form to the inchoate energy in 
every man. The person who infl uences me most is not he who does great 
deeds but he who makes me feel I can do great deeds.35

The Servant Leader
Servant leadership takes stewardship assumptions about leaders and followers one 
step further. Robert Wood Johnson, who built Johnson & Johnson from a small pri-
vate company into one of the world’s greatest corporations, summarized his ideas 
about management in the expression “to serve.” In a statement called “Our Man-
agement Philosophy,” Johnson went on to say, “It is the duty of the leader to be a 
servant to those responsible to him.”36 Johnson died more than 30 years ago, but his 
beliefs about the moral responsibility of a leader are as fresh and compelling (and 
perhaps as controversial) today as they were when he wrote them.

Servant leadership  is leadership upside-down. Servant leaders transcend self-interest 
to serve the needs of others, help others grow and develop, and provide opportunity for 
others to gain materially and emotionally. In organizations, these leaders’ top priority 
is service to employees, customers, shareholders, and the general public. In their minds, 
the purpose of their existence is to serve; leadership fl ows out of the act of service 
because it enables other people to grow and become all they are capable of being.37

There has been an explosion of interest in the concept of leader as servant in recent 
years because of the emphasis in organizations on empowerment, participation, shared 
authority, and building a community of trust.38

Servant leadership was fi rst described by Robert Greenleaf in his book, 
Servant Leadership. Greenleaf began developing his ideas after reading Hermann 
Hesse’s novel, Journey to the East. The central character of the story is Leo, who 

appears as a servant to a group of men on a journey. Leo performs the 
lowliest, most menial tasks to serve the group, and he also 
cheers them with his good spirits and his singing. All goes well 
until Leo disappears, and then the journey falls into disarray. 
Years later, when the narrator is taken to the headquarters of 
the Order that had sponsored the original journey, he encoun-
ters Leo again. There, he discovers that Leo is in fact the titular 

head of the Order, a great leader.39 Hesse’s fi ctional character is 
the epitome of the servant leader, and some doubt whether real 
human beings functioning in the real world of organizations can 
ever achieve Leo’s level of selfl essness in service to others. How-
ever, many organizational leaders have shown that it is possible 
to operate from the principles of servant leadership, even in the 
business world. For example, when Robert Townsend took over 

as head of the investment department at American Express, he made it his mission 
to stay out of his employees’ way and invest his time and energy in getting them the 
pay, titles, and recognition they deserved from the organization.40 After PeopleSoft 
lost its bitter battle against Oracle’s takeover, PeopleSoft founder and former CEO 
David Duffi eld offered $10,000 of his own money to each employee who lost his 
or her job, a sharp contrast to many of today’s top leaders who grab the rewards 
for themselves and show little concern for followers who have been hurt.41

Servant leadership
leadership in which the leader 
transcends self-interest to serve 
the needs of others, help others 
grow, and provide opportunities 
for others to gain materially and 
emotionally
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There are four basic precepts in Greenleaf’s servant leadership model:42

 1. Put service before self-interest. Servant leaders make a conscious choice to 
use their gifts in the cause of change and growth for other individuals and for 
the organization. The desire to help others takes precedence over the desire 
to achieve a formal leadership position or to attain power and control over 
others. The servant leader calls for doing what is good and right for others, 
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Think about situations in which you were in a formal 
or informal leadership role in a group or organization. 
Imagine using your personal approach as a leader. To 
what extent does each of the following statements 
 characterize your leadership? Please answer whether 
each item below is Mostly False or Mostly True for you. 

Mostly 
False

Mostly 
True

1. My actions meet the needs 
of others before my own. _______ _______

2. I explicitly enable others to 
feel ownership for their work. _______ _______

3. I like to consult with people 
when making a decision. _______ _______

4. I’m a perfectionist. _______ _______

5. I like to be of service to 
 others. _______ _______

6. I try to learn the needs and 
perspectives of others. _______ _______

7. I consciously utilize the skills 
and talents of others. _______ _______

8. I am assertive about the 
right way to do things. _______ _______

9. I give away credit and recogni-
tion to others. _______ _______

10. I believe that others have 
good intentions. _______ _______

11. I quickly inform others of 
developments that affect 
their work. _______ _______

12. I tend to automatically take 
charge. _______ _______

13. I encourage the growth of 
others, expecting nothing in 
return. _______ _______

14. I value cooperation over 
competition as a way to 
energize people. _______ _______
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Leader’s Self-Insight 6.2
15. I involve others in planning 

and goal setting. _______ _______

16. I put people under pressure 
when needed. _______ _______

Scoring and Interpretation
There are four subscale scores that represent four 
dimensions of leadership. For the dimension of 
authoritarian leadership, give yourself one point for 
each “Mostly True” response to questions 4, 8, 12, 
and 16. For the dimension of participative leader-
ship, give yourself one point for each “Mostly True” 
response to questions 2, 6, 10, and 14. For the dimen-
sion of stewardship, give yourself one point for each 
“Mostly True” response to questions 3, 7, 11, and 15. 
For the dimension of servant leadership, give yourself 
one point for each “Mostly True” response to 
 questions 1, 5, 9, and 13.
 My leadership scores are:

 Authoritarian ________.
 Participative ________.
 Stewardship ________.
 Servant ________.

These scores represent the four aspects of leader-
ship called authoritarian, participative, stewardship, 
and servant as described in the text and illustrated in 
Exhibit 6.5. A score of 3–4 on any of these dimensions 
would be considered above average, and a score of 
0–1 is below average. Compare your four scores to 
each other to understand your own approach to 
stewardship and servant leadership. On which of the 
four dimensions would you like to have the highest 
score? The lowest? Study the specific questions on 
which you scored Mostly True or Mostly False to 
 analyze your pattern of strengths and weaknesses. 
It is not possible to display all four dimensions of 
 leadership simultaneously, so you should think about 
the dimension you want to emphasize to reflect your 
leader ideal.
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even if it does not “pay off” financially. In this view, the organization exists 
as much to provide meaningful work to the person as the person exists to 
perform work for the organization.

 2. Listen first to affirm others. The servant leader doesn’t have answers; 
he asks questions. One of the servant leader’s greatest gifts to others is 
listening, fully understanding the problems others face, and affirming his 
confidence in others. The servant leader tries to figure out the will of the 
group and then further it however he can. The leader doesn’t impose his 
or her will on others. By understanding others, the leader can contribute 
to the best course of action.

 3. Inspire trust by being trustworthy. Servant leaders build trust by doing what 
they say they will do, being totally honest with others, giving up control, 
and focusing on the well-being of others. They share all information, 
good and bad, and they make decisions to further the good of the group 
rather than their own interests. In addition, trust grows from trusting 
others to make their own decisions. Servant leaders gain trust because 
they give everything away—power, control, rewards, information, and 
recognition. Trust allows others to flourish.

 4. Nourish others and help them become whole. Servant leaders care about 
followers’ spirits as well as their minds and bodies, and they believe in the 
unique potential of each person to have a positive impact on the world. 
Servant leaders help others find the power of the human spirit and accept 
their responsibilities. This requires an openness and willingness to share in 
the pain and difficulties of others. Being close to people also means leaders 
make themselves vulnerable to others and are willing to show their own 
pain and humanity.

Servant leadership can mean something as simple as encouraging others in 
their personal development and helping them understand the larger purpose in their 
work. When Linda Burzynski became president of Molly Maid International, she 
learned about servant leadership from one of her cleaners. Posing as a new member 
of the cleaning crew, Burzynski entered a home with her partner, Dawn, to fi nd 
dishes piled high, food spilled on countertops, clothes and magazines strewn about, 
and pet hair everywhere. Surveying the mess, Burzynski was ready to walk out, 
but Dawn explained that the woman who owned the house was going through a 
divorce and dealing with three rebellious teenage sons. “She’s barely hanging 
on,” said Dawn, and having a clean house gave her a sense of order and control. 
 Burzynski noticed that Dawn seemed to take extra care because she knew she was 
helping the woman with more than just her household chores. Burzynski says she 
learned that day about the power of being a servant to her employees and helping 
them fi nd larger meaning in their diffi cult jobs.43 Another example of a leader who 
puts service to workers fi rst is William Pollard, chairman of ServiceMaster.

C. William Pollard, ServiceMaster

ServiceMaster is a successful, dynamic company that cleans and maintains hospi-
tals, schools, and other buildings. It’s not a glamorous industry, and many of the jobs 
are menial—cleaning toilets, scrubbing fl oors, and killing bugs. But ServiceMaster 
has instilled in its employees a sense of dignity, responsibility, and meaningfulness, 
thanks largely to the servant leadership of chairman C. William Pollard.

Pollard believes it is immoral to take away an employee’s right to make 
decisions and take action. He sees leaders as having a moral responsibility to help 
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employees develop to their full potential, which means giving them the skills, 
information, tools, and authority they need to act independently. Pollard describes 
himself as a “leader who leads with a servant’s heart,” and he encourages others to 
lead in the same manner. Leaders throughout the organization don’t see their jobs 
as just getting people to perform at work. Instead, their role is to help employees 
become well-rounded people—enabling them to grow as individuals who contrib-
ute not only at work but also at home and in their communities. They care how em-
ployees feel about themselves, about their work, and about the people they interact 
with. ServiceMaster also insists that leaders keep an open-door policy and make 
themselves available to listen to any concern.

To Pollard, the real leader is not the “person with the most distinguished title, the 
highest pay, or the longest tenure . . . but the role model, the risk taker, the servant; 
not the person who promotes himself or herself, but the promoter of others.”44 

For leaders like William Pollard, Linda Burzynski, Robert Townsend, and 
David Duffi eld, leadership contains a strong moral component. Servant leaders 
truly value and respect others as human beings, not as objects of labor. To fully 
trust others relies on an assumption that we all have a moral duty to one an-
other.45 To make the choice for service requires a belief in a purpose higher than 
acquiring more material goods for oneself. Organizational leaders can act from 
moral values rather than from greed, selfi shness, and fear. Indeed, Greenleaf be-
lieved that many people have the capacity for servant leadership. He said the 
greatest enemy to organizations and to society is fuzzy thinking on the part of 
good, intelligent, vital people who “have the potential to lead but do not lead, or 
who choose to follow a nonservant.”46

Leadership Courage
Throughout this chapter, you have probably noticed words like backbone, guts, and 
fortitude. No doubt about it, doing the right thing requires courage. Leaders some-
times have to reach deep within themselves to fi nd the strength and courage to resist 
temptations or to stand up for moral principles when others may ridicule them.

Some would say that without courage, leadership can’t exist. However, for 
many leaders, particularly those working in large organizations, the importance of 
courage is easily obscured—the main thing is to get along, fi t in, and do whatever 
brings promotions and pay raises. In a world of stability and abundance, it was 
easy to forget even the meaning of courage, so how can leaders know where to 
fi nd it when they need it? In the following sections, we will examine the nature of 
leadership courage and discuss some ways courage is expressed in organizations. 
The fi nal section of the chapter will explore the sources of leadership courage.

What Is Courage?
Many people know intuitively that courage can carry you through deprivation, 
 ridicule, and rejection and enable you to achieve something about which you care 
deeply. Courage is both a moral and a practical matter for leaders. A lack of 
 courage is what allows greed and self-interest to overcome concern for the com-
mon good.47 Years of stability and abundance misled American businesses into 
 thinking that  courage isn’t needed in the business world. The lesson  executives 
learned to advance in their careers was “Don’t fail. Let someone else take the 
risk. Be  careful. Don’t make mistakes.” Such a philosophy is no longer  benefi cial. 
 Indeed, the courage to take risks has always been important for living a full, 
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 rewarding life, as  discussed in the  Consider This box. For today’s organizations, 
things are constantly  changing, and leaders thrive by solving problems through 
trial and error. They create the  future by moving forward in the face of uncertainty, 
by  taking chances, by acting with  courage.48 The defi ning characteristic of courage
is the ability to step forward through fear. Courage doesn’t mean the absence of 
doubt or fear, but the ability to act in spite of them. As U.S. Senator John McCain 
puts it, “Fear is the opportunity for courage, not proof of cowardice.”49

In fact, if there were no fear or doubt, courage would not be needed. People 
experience all kinds of fears, including fear of death, mistakes, failure, embarrass-
ment, change, loss of control, loneliness, pain, uncertainty, abuse, rejection, success, 
and public speaking. It is natural and right for people to feel fear when real risk is 
involved, whether the risk be losing your life, losing your job, losing the acceptance 
of peers, or losing your reputation. Consider that Charles Darwin put off publishing 
his Origin of Species for two decades because he feared public scorn and ridicule 
from his peers.50 But many fears are learned and prevent people from doing what 
they want. True leaders step through these learned fears to accept responsibility, 
take risks, make changes, speak their minds, and fi ght for what they believe.

Courage means accepting responsibility. Leaders make a real difference in the 
world when they are willing to step up and take personal responsibility. Some people 
just let life happen to them; leaders make things happen. Courageous leaders create 
opportunities to make a difference in their organizations and communities. One soci-
etal example is Barbara Johns, an ordinary 16-year-old who made an extraordinary 
difference during the Civil Rights movement in the South. Johns led students of her 
segregated high school on a 2-week strike after a bus full of white students refused 
to pick her up. The NAACP stepped in and helped the young people sue for an inte-
grated school. The Johns family home was burned the same year. Other young people 
took a stand too, with some children as young as grade school being jailed for protest-
ing the segregation of lunch counters, community centers, or sports leagues.51

Leaders also demonstrate courage by openly taking responsibility for their 
failures and mistakes, rather than avoiding blame or shifting it to others. David 

Courage
the ability to step forward 
through fear

Courage
the ability to step forward 
through fear

To laugh . . . is to risk appearing the fool.
To weep . . . is to risk appearing sentimental.
To reach out . . . is to risk involvement.
To expose feelings . . . is to risk exposing your true self.

To place your ideas and dreams before a crowd . . . is to risk rejection.
To love . . . is to risk not being loved in return.
To live . . . is to risk dying.
To hope . . . is to risk despair.
To try . . . is to risk failure.
But risks must be taken, because the greatest hazard in life is to risk nothing.
Those who risk nothing do nothing and have nothing.
They may avoid suffering and sorrow,
But they cannot learn, feel, change, grow, or love.
Chained by their certitude, they are slaves; they have forfeited their freedom.
Only one who risks is free.

© Janet Rand
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Consider This!
Is It Worth the Risk?
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Action Memo

As a leader, you can develop the backbone 

to accept personal responsibility for 

achieving desired outcomes, going against 

the status quo, and standing up for what 

you believe. You can learn to push beyond 

your comfort zone and break through the 

fear that limits you.

Pottruck was fi red as CEO of Charles Schwab, and he admits that he had to resist a 
strong urge to blame everyone else for the downfall. Yet Pottruck found the courage 
to publicly accept responsibility for his mistakes rather than pointing the fi nger at 
others, which allowed him to refl ect on the experience more calmly and move ahead 
with his life and career.52 The acceptance of responsibility in many of today’s large, 
bureaucratic organizations seems nonexistent. In one large agency of the federal 
government, the slightest mistake created a whirlwind of blaming, fi nger pointing, 
and extra effort to avoid responsibility. The absence of courage froze the agency to 
the point that many employees were afraid to even do their routine tasks.53

Courage often means nonconformity. Leadership courage means going against 
the grain, breaking traditions, reducing boundaries, and initiating change. Leaders are 
willing to take risks for a larger, ethical purpose, and they encourage others to do 
so. Consider the following example.

Clive Warrilow, Volkswagen of America Inc.

When Clive Warrilow took over as president of Volkswagen AG’s Americas division, 
the subsidiary was a mess, with sluggish sales and a demoralized workforce. For 
many Volkswagen executives, it looked like a situation that called for a strong hand 
at the top. As a company, Volkswagen has long favored strict hierarchy and control, 
but Warrilow had come to believe that style no longer worked so well.

After years of climbing the corporate hierarchy, Warrilow had the courage to risk 
his career by challenging the status quo. Whereas area managers previously had to 
ask headquarters for permission to make even the smallest decision,  Warrilow al-
lowed them to approach their jobs in their own individual ways. If a manager wanted 
to cut back on advertising and use the money for bonuses, for example, he had the 
freedom to do so, no questions asked. Warrilow also changed the relationship with 
dealers. Rather than reprimanding, ridiculing, or terminating dealers who missed 
their sales targets, he would ask what they could learn from the situation that would 
enable them to do things better in the future.

Warrilow emphasized trust as the foundation of his leadership, and he en-
couraged other managers to build good relationships with their subordinates. He 
even took three busloads of executives to a farm in Solvang, California, where they 
watched Monty Roberts, the “Horse Whisperer,” create an environment for a wild 
horse to learn, rather than breaking the animal’s spirit in the traditional way. It was a 
metaphor for the type of management Warrilow wanted his executives to practice, 
a style that emphasizes winning people over rather than bossing them around.

Volkswagen of America made an impressive comeback, thanks in large part to the 
courage Warrilow showed in instituting a new style of leadership. Nevertheless, VW’s 
top German executives remained wary of the more relaxed approach. “I have empathy 
for what Warrilow does,” one said. “But sometimes I am afraid. Business is tough.”54

After 4 years leading Volkswagen of America, Warrilow was 
replaced by top management and decided to retire, leaving the 
 company in a stronger position than he’d found it. It isn’t clear if 
his management style had anything to do with his dismissal, but 
 Warrilow likely would have made the same choice no matter what. 
He had the courage to go against the grain and do what he believed 
was best for the company, even if it might not be best for his own 
career.

Going against the status quo is diffi cult. It’s often easier to stay 
with what is familiar, even if it will lead to certain failure, than to 
initiate bold change. A naval aviator once said that many pilots die 
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Action MemoAssess your level of leadership courage by 
completing the exercise in Leader’s Self-

Insight 6.3.

because they choose to stay with disabled aircraft, preferring the familiarity of 
the cockpit to the  unfamiliarity of the parachute.55 Similarly, many leaders hurt 
their o rganizations and their own careers by sticking with the status quo rather 
than facing the diffi culty of change. Most leaders initiating change fi nd some co-
operation and support, but they also  encounter resistance, rejection, loneliness, 
and even ridicule. Taking chances means making  mistakes, enduring mockery or 
scorn, being outvoted by others, and  sometimes  failing miserably.

Courage means pushing beyond the comfort zone. To take a chance and im-
prove things means leaders have to push beyond their comfort zone. When people 
go beyond the comfort zone, they encounter an internal “wall of fear.” A social 
experiment from thirty years ago illustrates the wall of fear that rises when people 
push beyond their comfort zone. To explore the web of unwritten rules that gov-
ern people’s behavior on New York City subways, Dr. Stanley Milgram asked his 
fi rst-year graduate students to board a crowded train and ask someone for a seat. 
Milgram’s focus of interest soon shifted to the students themselves, as the seem-
ingly simple assignment proved to be extremely diffi cult, even traumatic. Most 
students found it decidedly uncomfortable to bluntly ask someone for a seat. 
One now says of the experiment: “I was afraid I was going to throw up.”56 People 
may encounter the internal wall of fear when about to ask someone for a date, 
confront the boss, break off a relationship, launch an expensive project, or 
change careers. Facing the internal wall of fear is when courage is needed most.

Courage means asking for what you want and saying what you think.  Leaders 
have to speak out to infl uence others. However, the desire to please others—
especially the boss—can sometimes block the truth. Everyone wants approval, so it 
is diffi cult to say things when you think others will disagree or disapprove. Author 
and scholar Jerry Harvey tells a story of how members of his extended family in 
Texas decided to drive 40 miles to Abilene for dinner on a hot day when the car 
air conditioning did not work. They were all miserable. Talking about it afterward, 
each person admitted they had not wanted to go, but went along to please the 
 others. The Abilene Paradox is the name Harvey uses to describe the tendency of peo-
ple to not voice their true thoughts because they want to please others.57 Courage 
means speaking your mind even when you know others may disagree with you and 
may even deride you. Courage also means asking for what you want and setting 
boundaries. It is the ability to say no to unreasonable demands from others, as well 
as the ability to ask for what you want to help achieve the vision.

Courage means fi ghting for what you believe. Courage means fi ghting for  valued 
outcomes that benefi t the whole. Leaders take risks, but they do so for a higher pur-
pose. Kailash Satyarthi, head of the South Asian Coalition on Child  Servitude,  receives 

 regular threats and two of his coworkers have been killed, but  Satyarthi con-
tinues striving to free India’s millions of children forced to work in 
bonded labor.58 He doesn’t risk his life just for the thrill of it. He does so 
for a cause he deeply believes in—the dignity of all human beings. Taking 
risks that do not offer the possibility of  valuable and ethical  outcomes is 
at best foolish and at worst evil. Leaders at Enron, for  example, pushed 
risk to the limits, but they did so for  selfi sh and  unethical reasons. Cour-
age doesn’t mean doing battle to destroy the weak, feed one’s own ego, or 
harm others. It means doing what you  believe is right, even when this goes 

against the status quo and possibly opens you to failure and personal  sacrifi ce.

How Does Courage Apply to Moral Leadership?
There are many people working in organizations who have the courage to be 
unconventional, to do what they think is right, to dare to treat employees and 
customers as whole human beings who deserve respect. Balancing profi t with 
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people, self-interest with service, and control with stewardship requires individual 
moral courage.

Acting Like a Moral Leader Requires Personal Courage To practice moral 
leadership, leaders have to know themselves, understand their strengths and weak-
nesses, know what they stand for, and often be nonconformists. Honest self- analysis 
can be painful, and acknowledging one’s limitations in order to recognize the 
 superior abilities of others takes personal strength of character. In addition, moral 
 leadership means building relationships, which requires sharing yourself, listening, 
having  signifi cant personal experiences with others, and making yourself vulnera-
ble— qualities that frighten many people. Yet fi nding emotional strength requires peo-
ple to overcome their deepest fears and accept emotions as a source of strength rather 
than weakness. True power lies in the emotions that connect people. By  getting close 
and doing what is best for others—sharing the good and the bad, the pain and anger 
as well as the success and the joy—leaders bring out the best qualities in others.59

An example of this in practice is when William Peace had to initiate a layoff 
as general manager of the Synthetic Fuels Division of Westinghouse. To make the 
 division attractive to buyers, executives made a painful decision to cut any jobs 
not considered essential. Peace had the courage to deliver the news about layoffs 
 personally. He took some painful blows in the face-to-face meetings he held with the 
workers to be laid off, but he believed that allowing people to vent their grief and 
anger at him and the situation was the moral thing to do. His action sent a message 
to the remaining workers that, even though layoffs were necessary,  leaders valued 

Think about situations in which you either assumed or 
were given a leadership role in a group or organization. 
Imagine using your own courage as a leader. To what 
extent does each of the following statements character-
ize your leadership?  Please answer whether each item 
below is Mostly False or Mostly True for you. 

Mostly 
False

Mostly 
True

1. I risk substantial personal 
loss to achieve the vision. _______ _______

2. I take personal risks to defend 
my beliefs. _______ _______

3. I say no even if I have a lot 
to lose. _______ _______

4. I consciously link my actions 
to higher values. _______ _______

5. I don’t hesitate to act against 
the opinions and approval of 
others. _______ _______

6. I quickly tell people the truth, 
even when it is negative. _______ _______

7. I feel relaxed most of the 
time. _______ _______

G
et

ty
 Im

ag
es

Leader’s Self-Insight 6.3
8. I speak out against organiza-

tional injustice. _______ _______

9. I stand up to people if they 
make offensive remarks. _______ _______

10. I act according to my con-
science even if it means I 
lose status and approval. _______ _______

Scoring and Interpretation
Each question above pertains to some aspect of 
 displaying courage in a leadership situation. Add up 
your points for Mostly True answers: ________. If you 
received a score of 7 or higher, you have real potential 
to act as a courageous leader. A score below 3 indi-
cates that you avoid difficult issues or have not been 
in situations that challenge your moral leadership. Is 
your score consistent with your understanding of your 
own courage? Look at the individual questions for 
which you scored Mostly False or Mostly True and 
think about your specific strengths and weaknesses. 
Compare your score to that of other students. How 
might you increase your courage as a leader? Do you 
want to?
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each of them as human beings with feelings. Because the workers recognized that 
layoffs were a last resort and the executive team was doing  everything they could to 
save as many jobs as possible, they rededicated themselves to helping save the divi-
sion. A buyer was found and the company had the opportunity to rehire half of those 
who had been laid off. Everyone contacted agreed to come back because the humane 
way they had been treated overcame negative feelings about the layoff.60 For Peace, 
the courage to practice moral leadership gained respect, renewed commitment, and 
higher performance, even though he suffered personally in the short run.

Opposing Unethical Conduct Requires Courage Whistleblowing means emp -
loyee disclosure of illegal, immoral, or unethical practices in the organization.61 One 
recent example of courage in this area is Colleen Rowley, the Minneapolis FBI staff 
attorney whose whistleblowing letter called attention to agency shortcomings that 
may have contributed to the September 11, 2001, terrorist tragedy. A colleague of 
Rowley’s said, “She always does what is right, even when no one is watching.”62

Whistleblowing has become widespread in recent years, but it is still highly 
risky for employees, who may lose their jobs, be ostracized by coworkers, or be 
transferred to undesirable positions. Consider David Windhauser, the former con-
troller of Trane, a heating and cooling company owned by American Standard, 
who was fi red after reporting that managers were fraudulently reporting expenses 
on fi nancial statements. The 2002 Sarbanes-Oxley Act provides some safety for 
whistleblowers like Windhauser. People who have been fi red for reporting wrong-
doing can fi le a complaint under the law and are eligible to get back pay, attorney’s 
fees, and a chance to get their old job back, as Windhauser did. Yet Trane fought the 
court order for months and fi nally settled with the former employee out of court. 
Many whistleblowers, like Windhauser, fear that they will experience even more 
hostility if they return to the job after winning a case under Sarbanes-Oxley.63

Most whistleblowers realize they may suffer fi nancially and emotionally from 
their willingness to report unethical conduct on the part of bosses or coworkers. 
They step forward to tell the truth despite a jumble of contradictory emotions and 
fears. Choosing to act courageously means confl icting emotions— whistleblowers 
may feel an ethical obligation to report the wrongdoing but may also feel dis-
loyal to their bosses and coworkers. Some may do battle within themselves about 
where their responsibility lies.64 As a result of widespread corporate scandals 
in recent years, smart companies are beginning to see whistleblowing as a ben-
efi t rather than a threat, however. One survey found that 88 percent of respon-
dents agreed that whistleblowing is good for business. Many companies, such as 
Marvin Windows and Doors, use new whistleblowing software, which allows em-
ployees to anonymously report wrongdoing to top executives or outside board mem-
bers. Marvin’s leaders “want the company to do the right thing,” says manager Steve 
Tourek. “And we want to give our employees a place to tell us when we aren’t.”65

Finding Personal Courage
How does a leader fi nd the courage to step through fear and confusion, to act de-
spite the risks involved? All of us have the potential to live and act courageously, 
if we can push through our own fears. Most of us have learned fears that limit 
our comfort zones and stand in the way of being our best and accomplishing 
our goals. We have been conditioned to follow the rules, not rock the boat, to go 
along with things we feel are wrong so others will like and accept us. There are a 
number of ways people can unlock the courage within themselves, including com-
mitting to causes they believe in, connecting with others, welcoming failure as a 
natural and benefi cial part of life, and harnessing anger.

Whistleblowing
employee disclosure of illegal, 
immoral, or unethical practices 
in the organization
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Action Memo

As a leader, you can fi nd your personal 

courage by committing to something 

you deeply believe in. You can welcome 

potential failure as a means of growth and 

development and build bonds of caring and 

mutual support with family, friends, and 

colleagues to reduce fear.

Believe in a Higher Purpose Courage comes easily when we fi ght for some-
thing we really believe in. Leaders who have a strong emotional commitment 
to a larger vision or purpose fi nd the courage to step through fear. In 1968, 
Eleanor Josaitis cofounded Focus: HOPE as a food program to 
serve pregnant women, new mothers, and their children in 
Detroit. Soon realizing that hunger was just a symptom of a 
larger problem, she expanded the organization as a civil rights 
group to try to bridge the economic and racial divides in the city. 
Over the years, Josaitis has received tons of hate mail, had her of-
fi ces fi rebombed, and been threatened regularly with bodily harm, 
but it only makes her more determined. The higher purpose over-
shadows concerns about her own self-interests.66 In business orga-
nizations, too, courage depends on belief a higher vision. Lawrence 
Fish, chairman, president, and CEO of Citizens Bank, has built his 
organization into the eighth largest commercial banking company 
in the United States, but he says, “If we just make money, we’ll fail.” 
Fish is known for his volunteer efforts and commitment to the community, and 
his unconventional approach to operating a bank effi ciently but with heart 
has created a banking powerhouse. In his career, Fish has experienced both 
tremendous success and downright failure, but he has maintained the courage 
to pursue a vision that business is as much about doing good in the world as it 
is about making money.67

Draw Strength from Others Caring about others and having support from 
others is a potent source of courage in a topsy-turvy world. Love is a strong in-
gredient of courage, because it makes us willing to sacrifi ce.68 Consider a caring 
parent who will risk his or her own life to save a child. Leaders who genuinely 
care about the people they work with will take risks to help those people grow 
and succeed. Having the support of others is also a source of courage, and the 
best leaders aren’t afraid to lean on others when they need to. People who feel 
alone in the world take fewer risks because they have more to lose.69 Being part 
of an organizational team that is supportive and caring, or having a loving and 
supportive family at home, can reduce the fear of failure and help people take 
risks they otherwise wouldn’t take. Consider the example of Daniel Lynch, CEO 
of ImClone. When he took over the top job, things were about as bad as they 
could get. Founder Sam Waksal had been hauled off in handcuffs for alleged 
insider trading, the fi nancial state of the company was in a shambles, and the 
company’s application for Food and Drug Administration (FDA) approval of a 
key cancer drug had just been rejected. Over a 2-year period, Lynch led a re-
markable turnaround by focusing on getting the fi nancial house in order, restor-
ing trust among employees, and getting approval for Erbitux, which he believed 
could dramatically help people with colorectal cancer. Lynch didn’t hesitate to 
tell people he needed their help, and managers and employees rose to the chal-
lenge. For 2 years, bad news just kept coming, but people pulled together and 
kept pushing forward even though many of them said they sometimes felt like 
running away. According to chief fi nancial offi cer Michael Howerton, the cama-
raderie that emerged as people struggled through the diffi culties together gave 
them the courage to keep putting one foot in front of the other, no matter how 
bad things looked.70

Welcome Failure Walt Disney, who had a business venture go bankrupt before 
he went on to achieve major success, once said, “It’s important to have a good hard 
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failure when you’re young.”71 Today, many people want success to come without 
diffi culties, problems, or struggles. However, accepting—even welcoming—failure 
enables courage. Failure can play a creative role in work and in life because people 
and organizations can learn valuable lessons from things that go wrong. Leaders 
can redefi ne failure away from its negative associations and see it as an important 
fi rst step toward success.72

When people accept failure and are at peace with the worst possible outcome, 
they fi nd they have the fortitude to move forward. Leaders know that failure 
can lead to success and that the pain of learning strengthens individuals and the 
organization. Sharon McCollick was hired for a top sales and planning position 
at a hot software startup partly because she had started a business and failed. 
Company leaders liked the fact that she had been willing to take the risks as-
sociated with starting a business and then move forward after the failure. Even 
people who invested in her business and lost money say they’d do it again. “She 
tried and failed and so what?” said one backer. “The next time, my bet’s on her.”73 
McCollick believes that having hit rock bottom and survived has given her greater 
courage. In addition, she radiates self-confi dence because she is no longer terri-
fi ed of failure. There is evidence that with repeated practice, people can overcome 
fears such as a fear of fl ying or fear of heights. Practice also enables people to 
overcome fear of risk-taking in their work. Every time you push beyond your 
comfort zone, every time you fail and try again, you build psychological strength 
and courage.

Harness Frustration and Anger If you have ever been really angry about 
something, you know that it can cause you to forget about fear of embarrass-
ment or fear that others won’t like you. In organizations, we can also see the 
power of frustration and anger. Glenn McIntyre used his anger and frustration 
to start a new life and a new business. After he was paralyzed in a motor-
cycle accident, McIntyre fi rst used his anger to overcome thoughts of suicide 
and begin intensive physical therapy. Later, frustration over how poorly hotels 
served handicapped guests led him to start a consulting fi rm, Access Designs. 
The fi rm helps hotels such as Quality Suites and Renaissance Ramada redesign 
their space to be more usable for disabled travelers.74 Another example comes 
from Nigeria, where anger and frustration play a key role in Nuhu Ribadu’s 
courage in cracking down on oil smugglers and crooked politicians. Death 
threats against Ribadu, head of the new Economic and Financial Crimes Com-
mission, are common, but he is committed to ridding Nigeria, and ultimately 
all of Africa, of fraud and corruption. His determination comes partly from the 
frustration he felt as a student in the 1980s, as he watched a democratically 
elected government crumble due to rampant fraud, and the anger he still feels 
as he sees Nigeria’s people suffer from an unethical and dysfunctional political 
system.75

People in organizations can harness their anger to deal with diffi cult situa-
tions. When someone has to be fi red for just cause, a supervisor may put if off 
until some incident makes her angry enough to step through the fear and act. 
Sometimes, outrage over a perceived injustice can give a mild-mannered person 
the courage to confront the boss head on.76 In addition, getting mad at your-
self may be the motivation to change. Anger, in moderate amounts, is a healthy 
emotion that provides energy to move forward. The challenge is to harness anger 
and use it appropriately.



Summary and Interpretation 
This chapter explored a number of ideas concerning moral leadership and leader-
ship courage. People want honest and trustworthy leaders. However, the ethical 
climate in many organizations is at a low point. Leaders face pressures that chal-
lenge their ability to do the right thing—pressures to cut costs, increase profi ts,
meet the demands of various stakeholders, and look successful. Creating an 
ethical organization requires that leaders act based on moral principles. Lead-
ers cause things to go wrong in the organization when they excessively promote 
self- interest, practice deception and breach agreements, and when they lack the 
courage to confront unjust acts. Ethical leaders are humble, honest, and straight-
forward. They maintain a concern for the greater good, strive for fairness, and 
demonstrate the courage to stand up for what is right. Acting as a moral leader 
means demonstrating the importance of serving people and society as well as in-
creasing profi ts or personal gain.

One personal consideration for leaders is the level of moral development. Lead-
ers use an understanding of the stages of moral development to enhance their own 
as well as followers’ moral growth. Leaders who operate at higher stages of moral 
development focus on the needs of followers and universal moral principles.

Ideas about control versus service between leaders and followers are chang-
ing and expanding, refl ected in a continuum of leader–follower relationships. 
The continuum varies from authoritarian managers to participative managers 
to stewardship to servant leadership. Leaders who operate from the principles of 
stewardship and servant leadership can help build ethical organizations.

The fi nal sections of the chapter discussed leadership courage and how leaders 
can fi nd their own courage. Courage means the ability to step forward through fear, 
to accept responsibility, to take risks and make changes, to speak your mind, and to 
fi ght for what you believe. Two expressions of courage in organizations are moral 
leadership and ethical whistleblowing. Sources of courage include belief in a higher 
purpose, connection with others, experience with failure, and harnessing anger.

Discussion Questions
 1. If you were in a position similar to Raoul Wallenberg (page 170), what do you think 

you would do? Why?

 2. What are some pressures you face as a student that challenge your ability to do the 
right thing? Do you expect to face more or fewer pressures as a leader? Discuss what 
some of these pressures might be.

 3. If most adults are at a conventional level of moral development, what does this 
mean for their potential for moral leadership?

 4. Do you feel that the difference between authoritarian leadership and stewardship 
should be interpreted as a moral difference? Discuss.

 5. Should serving others be placed at a higher moral level than serving oneself? Discuss.

 6. If you find yourself avoiding a situation or activity, what can you do to find the 
courage to move forward? Explain.

 7. If it is immoral to prevent those around you from growing to their fullest potential, 
are you being moral?
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 8. Do you have the courage to take a moral stand that your peers and even authority 
figures will disagree with? Why?

 9. Do you agree that it is important for leaders to do the right thing even if no one will 
ever know about it? Why or why not?

 10. A consultant recently argued that the emphasis on corporate governance and social 
responsibility has distracted leaders from key business issues such as serving customers 
and beating competitors. Do you agree? Should leaders put business issues first or 
ethical issues first?

Leadership at Work

Scary Person
Think of a person in your life right now who is something of a scary person for you. Scary 
people are those you don’t really know but who are scary to you because you anticipate that 
you won’t like them, perhaps because you don’t like the way they act or look from a distance, 
and hence you avoid building relationships with them. A scary person might be a student at 
school, someone at work, a neighbor, or someone you are aware of in your social circle.

Scary people trigger a small amount of fear in us—that is why we avoid them and 
don’t really get to know them. A test of courage is whether you can step through your 
fear. You will experience fear many times as a leader.

For this exercise, your assignment is to reach out to one or more scary persons in 
your life. Invite the person for lunch or just walk up and introduce yourself and start a 
conversation. Perhaps you can volunteer to work with the person on an assignment. The 
key thing is to step through your fear and get to know this person well enough to know 
what he or she is really like.

After you have completed your assignment, share what happened with another per-
son. Were you able to reach out to the scary person? What did you discover about the 
scary person? What did you discover about yourself by doing this activity? If you found 
the exercise silly and refused to do it, you may have let fear get the better of you by ratio-
nalizing that the assignment has little value.

In Class: The instructor can give this assignment to be done prior to a specifi c 
class. During class it is a good exercise for students to discuss their scary person experi-
ences among themselves in small groups. The instructor can ask students to report to their 
groups about the scary person, revealing as many details as they are comfortable with, 
explaining how they summoned the courage to reach out, and the result. After the groups 
have fi nished their exchange, the instructor can ask a couple of student volunteers to report 
their experiences to the entire class. Then students can be asked questions such as: Looking 
back on this experience, what is courage? How was it expressed (or not) in this exercise? 
How will fear and courage be part of organizational leadership?

Leadership Development: Cases for Analysis 

Young Leaders Council
Gehan Rasinghe was thrilled to be appointed to the Young Leaders Council at Werner & 
Burns, a large consulting and fi nancial management fi rm located in Boston. When  Rasinghe 
had fi rst joined the fi rm he’d had a hard time fi tting in, with his accented English and quiet 
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manner. However, through hard work and persistence, he had overcome many obstacles, 
made many friends, and worked his way up in the organization. He had been in a leader-
ship position as an account manager for 2 years, and he particularly loved working with 
new employees and helping them fi nd their niches in the company and develop greater 
skills and confi dence. His employee evaluations by both superiors and subordinates had 
been exceptional, and Rasinghe himself was pleased with his success as a leader.

Now, this! The purpose of the Young Leaders Council was to provide a training 
ground for young executives at Werner & Burns and help them continue to improve their 
leadership skills. In addition, top executives and the Board used the Council as a way to 
evaluate the potential of young managers for higher-level positions. Everyone knew that a 
good showing on the Council often resulted in a promotion. Typically, an appointment to 
the Council was for a 1-year period, with new members added every 6 months on a rotat-
ing basis. Occasionally, some members would stay an additional 6 months, based on the 
results of an appraisal process personally introduced by the CEO. The process involved 
each member of the Council being rated by each of the other members on four criteria: 
(1) general intelligence and knowledge of the business; (2) creativity and innovativeness; 
(3) cooperation and team spirit; and (4) adherence to company values.

Rasinghe was attending his fifth monthly meeting when several members of the 
Council raised a concern about the rating system. They felt that it was being forced on 
the group, was controlled by top management, and was not used as a fair and accurate 
rating of each member’s abilities but just as a way “to pat your buddies on the back,” as 
his colleague Cathy Patton put it. Most of the other members seemed to agree with their 
arguments, at least to some degree. Rasinghe agreed that the system was flawed, but he 
was surprised by their suggestion for a solution. One member made an informal motion 
that in the next appraisal every member of the Council should simply give every other 
member the highest rating in each category.

Rasinghe quickly considered what to do as the chairman called for a show of hands 
from those in favor of the motion. His gut feeling is that such a “solution” to the problem 
of the rating system would be dishonest and unethical, but he remembers what it felt like 
to be an “outsider,” and he doesn’t want to be there again.

Source: Based on “Junior Board,” in John M. Champion and Francis J. Bridges, Critical Incidents in Management,
rev. ed., (Homewood, IL: Irwin, 1969), pp. 106–107.

QUESTIONS

 1. What personal and organizational factors might influence Rasinghe’s decision?

 2. Do you believe it would take courage for Rasinghe to vote against the motion? What 
sources of courage might he call upon to help him vote his conscience?

 3. What do you think about the current rating system? If you were in Rasinghe’s posi-
tion, what would you do? Discuss.

The Boy, the Girl, the Ferryboat Captain, and the Hermits
There was an island, and on this island there lived a girl. A short distance away there was 
another island, and on this island there lived a boy. The boy and the girl were very much 
in love with each other.

The boy had to leave his island and go on a long journey, and he would be gone for a 
very long time. The girl felt that she must see the boy one more time before he went away. 
There was only one way to get from the island where the girl lived to the boy’s island, and 
that was on a ferryboat that was run by a ferryboat captain. And so the girl went down to 
the dock and asked the ferryboat captain to take her to the island where the boy lived. The 
ferryboat captain agreed and asked her for the fare. The girl told the ferryboat captain that 
she did not have any money. The ferryboat captain told her that money was not necessary: 
“I will take you to the other island if you will stay with me tonight.”

The girl did not know what to do, so she went up into the hills on her island until she 
came to a hut where a hermit lived. We will call him the first hermit. She related the whole 
story to the hermit and asked for his advice. The hermit listened carefully to her story, 
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and then told her, “I cannot tell you what to do. You must weigh the alternatives and the 
sacrifices that are involved and come to a decision within your own heart.”

And so the girl went back down to the dock and accepted the ferryboat captain’s offer.
The next day, when the girl arrived on the other island, the boy was waiting at the 

dock to greet her. They embraced, and then the boy asked her how she got over to his 
island, for he knew she did not have any money. The girl explained the ferryboat captain’s 
offer and what she did. The boy pushed her away from him and said, “We’re through. 
That’s the end. Go away from me. I never want to see you again,” and he left her.

The girl was desolate and confused. She went up into the hills of the boy’s island to a 
hut where a second hermit lived. She told the whole story to the second hermit and asked him 
what she should do. The hermit told her that there was nothing she could do, that she was 
welcome to stay in his hut, to partake of his food, and to rest on his bed while he went down 
into the town and begged for enough money to pay the girl’s fare back to her own island.

When the second hermit returned with the money for her, the girl asked him how 
she could repay him. The hermit answered, “You owe me nothing. We owe this to each 
other. I am only too happy to be of help.” And so the girl went back down to the dock 
and returned to her own island.

QUESTIONS

 1. List in order the characters in this story that you like, from most to least. What val-
ues governed your choices?

 2. Rate the characters on their level of moral development. Explain.

 3. Evaluate each character’s level of courage. Discuss.
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Chapter 7
Your Leadership Challenge 
After reading this chapter, you should be able to:

• Recognize your followership style and take steps to become a more 
effective follower.

• Understand the leader’s role in developing effective followers.

• Apply the principles of effective followership, including responsibility, 
service, challenging authority, participating in change, and knowing 
when to leave.

• Implement the strategies for effective followership at school or work.

• Know what followers want and contribute to building a community 
among followers.
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Followership
Five hours into her shift, four harried customers line up at Dawn 
 Marshall’s cash register at the Pathmark supermarket in Upper Derby, 
Pennsylvania. Eight minutes and 27 bags later, they’re all out the door 
with smiles on their faces. Few people would think Marshall has a glam-
ourous or  infl uential job—but she treats it like the most signifi cant job in 
the world.

In a society that is rapidly going self-service, Marshall specializes in 
giving people a little bit of luxury in the mundane chore of grocery shop-
ping. She’s a good cashier, but her forte is bagging. Marshall knows how to 
pack the fl imsy plastic bags so that eggs don’t get broken, bread doesn’t get 
squashed, and ground beef doesn’t leak all over the cereal boxes. She even 
won a National Grocers Association contest as the best bagger in America, 
based on speed, bag-building technique, style, and attitude. “I believe it’s an art 
that should be taken seriously,” Marshall says of her work. Many Pathmark 
customers agree. They’re tired of cashiers and baggers who simply throw the 
stuff in bags without giving a care for the customer’s convenience or needs. 
One customer admits that she shops at Pathmark rather than a store closer 
to her home because of Marshall. “I like her attitude,” says the customer. 
“Clone her.”

Even though Marshall works on her feet all day and often has to put 
up with rude or insensitive customers, she handles whatever comes her way 
with a positive attitude. For Marshall, her job is not bagging groceries, but 
making people’s lives easier. Thus, she approaches her work with energy 
and enthusiasm, striving to do her best in every encounter. She doesn’t need 
close supervision or someone pushing her to work harder. The busier it is, 
the better she likes it.1

At Pathmark, Dawn Marshall has taken what some would consider a 
boring, low-paying job and imbued it with meaning and value. She accepts 
responsibility for her own personal fulfi llment and fi nds ways to expand 
her potential and use her capacities to serve the needs of others and the 
organization. These are the hallmarks of both good followers and good 
leaders.

Leadership and followership are closely intertwined. As a Pathmark ca-
shier, Dawn Marshall is a follower, but she acts as a leader by setting an exam-
ple for others and using her positive attitude to inspire and uplift other people. 
She is capable of self-management rather than needing someone else to tell her 
how to approach her work, and she strives to create a positive impact rather 
than dwelling on the negative aspects of her job. Effective followers like Dawn 
Marshall are essential to the success of any endeavor, whether it be running 
a supermarket, winning a football game, completing a class assignment, or 
organizing a United Way fund drive.

In this chapter, we examine the important role of followership, 
 including the nature of the follower’s role, the different styles of follow-
ership that individuals express, and how effective followers behave. The 
chapter also explores sources of power available to followers and how 
followers develop their personal potential to be more effective. Finally, 
we look at the leader’s role in developing effective followers and how fol-
lowers can work with leaders to build a sense of community within their 
organizations.
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The Role of Followers
Followership is important in the discussion of leadership for several reasons. 
First, without followers, there are no leaders. Leadership and followership are 
fundamental roles that individuals shift into and out of under various conditions. 
Everyone—leaders included—is a follower at one time or another. Indeed, most 
individuals, even those in positions of authority, have some kind of boss or super-
visor. Individuals are more often followers than leaders.2

Second, recall that the defi nition of a leader from Chapter 1 referred to an 
infl uence relationship among leaders and followers. This means that in a posi-
tion of leadership, an individual is infl uenced by the actions and the attitudes of 
followers. In fact, the contingency theories introduced in Chapter 3 are based 
on how leaders adjust their behavior to fi t situations, especially their followers. 
Thus, the nature of leader–follower relationships involves reciprocity, the mutual 
exchange of  infl uence.3 The followers’ infl uence upon a leader can enhance the 
leader or underscore the leader’s shortcomings.4

Third, many of the qualities that are desirable in a leader are the same quali-
ties possessed by an effective follower. In addition to demonstrating initiative, 
independence, commitment to common goals, and courage, a follower can pro-
vide enthusiastic support of a leader, but not to the extent that the follower fails 
to challenge a leader who is unethical or threatens the values or objectives of 
the organization.5 One corporate governance consultant, for example, points out 
that ineffective followers are as much to blame for the recent wave of ethical and 
legal scandals as are crooked leaders.6 Followers have a responsibility to speak up 
when leaders do things wrong.

Both leader and follower roles are proactive; together they can achieve a 
shared vision. The military often provides insight into the interaction of leader-
ship and followership. A performance study of U.S. Navy personnel found that 
the outstanding ships were those staffed by followers who supported their leaders 
but also took initiative and did not avoid raising issues or concerns with their 
 superiors. D. Michael Abrashoff, former commander of the USS Benfold, rec-
ognized as one of the best ships in the Navy, always encouraged his followers 
to speak up. To Abrashoff, the highest boss should be the sailor who does the 
work—the follower—not the person with the most stripes on his or her uniform.7 
In any organization, leaders can help develop effective followers, just as effective 
followers develop better leaders. The performance of followers, leaders, and the 
organization are variables that depend on one another.

Styles of Followership
Despite the importance of followership and the critical role followers play in the 
success of any endeavor, research on the topic is limited. One theory of follow-
ership was proposed by Robert E. Kelley, who conducted extensive interviews 
with leaders and followers and came up with fi ve styles of followership.8 These 
followership styles are categorized according to two dimensions, as illustrated in 
Exhibit 7.1. The fi rst dimension is the quality of independent, critical thinking 
 versus dependent, uncritical thinking. Independent thinking recalls our discussion of 
mindfulness in Chapter 5; independent critical thinkers are mindful of the  effects 
of people’s behavior on achieving organizational goals. They are aware of the 
signifi cance of their own actions and the actions of others. They can weigh 
the impact of decisions on the vision set forth by a leader and offer constructive 
criticism, creativity, and innovation. Conversely, a dependent, uncritical thinker 

Critical thinking
thinking independently and being 
mindful of the effects of one’s own 
and other people’s behavior on 
achieving the organization’s vision

Uncritical thinking
failing to consider possibilities 
beyond what one is told; 
accepting the leader’s ideas 
without thinking

Critical thinking
thinking independently and being 
mindful of the effects of one’s own 
and other people’s behavior on 
achieving the organization’s vision

Uncritical thinking
failing to consider possibilities 
beyond what one is told; 
accepting the leader’s ideas 
without thinking
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does not consider possibilities beyond what he or she is told, does not contribute 
to the cultivation of the organization, and accepts the leader’s ideas without 
thinking.

According to Kelley, the second dimension of followership style is active ver-
sus passive behavior. An active individual participates fully in an organization, 
engages in behavior that is beyond the limits of the job, demonstrates a sense of 
ownership, and initiates problem solving and decision making. A passive individ-
ual is characterized by a need for constant supervision and prodding by superiors. 
Passivity is often regarded as laziness; a passive person does nothing that is not 
required and avoids added responsibility.

The extent to which one is active or passive and is a critical, independent 
thinker or a dependent, uncritical thinker determines whether he or she is an alien-
ated follower, a passive follower, a conformist, a pragmatic survivor, or an effective 
follower, as shown in Exhibit 7.1.

The alienated follower is a passive, yet independent, critical thinker. Alien-
ated followers are often effective followers who have experienced setbacks and 
 obstacles, perhaps promises broken by superiors. Thus, they are capable, but 
they focus exclusively on the shortcomings of the organization and other people. 
Often cynical, alienated followers are able to think independently, but they do 
not  participate in developing solutions to the problems or defi ciencies they see. 
For example, Barry Paris spent more than 10 years writing on and off for the 
 Pittsburgh Post-Gazette, where he was known for his bad attitude and lack of 
enthusiasm and teamwork. Eventually Paris realized that he wasted that time 
ruminating over what he perceived as the hypocrisy of journalistic objectivity. 
“I could never resign myself to it,” says Paris. Thus, rather than doing his best and 
trying to help others maintain standards of integrity and objectivity, he allowed 
hostility and cynicism to permeate his work.9

The conformist  participates actively in the organization but does not utilize criti-
cal thinking skills in his or her task behavior. In other words, a conformist typically 
carries out any and all orders regardless of the nature of those tasks. The conformist 
participates willingly, but without considering the consequences of what he or she is 
being asked to do—even at the risk of contributing to a harmful endeavor. A con-
formist is concerned only with avoiding confl ict. Indeed, this style often results from 

Alienated follower
a person in the organization who 
is a passive, yet independent, 
critical thinker

Alienated follower
a person in the organization who 
is a passive, yet independent, 
critical thinker

Conformist
a follower who participates 
actively in the organization but 
does not utilize critical thinking 
skills in his or her task behavior

Conformist
a follower who participates 
actively in the organization but 
does not utilize critical thinking 
skills in his or her task behavior
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Action Memo

Complete the questionnaire in Leader’s 

Self-Insight 7.1 to evaluate how well you 

carry out a followership role.

rigid rules and authoritarian environments in which leaders perceive subordinate rec-
ommendations as a challenge or threat. When Kelley, the author who devel-
oped the two dimensions of followership, was consulted about how 
to improve employee creativity and innovation for an oil company, 
he discovered that each offi ce was virtually identical, owing to strict 
company policies that prohibited individual expression. This is specifi -
cally the kind of environment that suppresses effective followership and 
creates conformists.10

The pragmatic survivor  has qualities of all four extremes—depending 
on which style fi ts with the prevalent situation. This type of follower 
uses whatever style best benefi ts his or her own position and minimizes risk. Prag-
matic survivors often emerge when an organization is going through desperate 
times, and followers fi nd themselves doing whatever is needed to get themselves 
through the diffi culty. Within any given company, some 25 to 35 percent of fol-
lowers tend to be pragmatic survivors, avoiding risks and fostering the status 
quo, often for political reasons. Government appointees often demonstrate this 
followership style because they have their own agendas and a short period of time 
in which to implement them. They may appeal to the necessary individuals, who 
themselves have a limited time to accomplish goals, and are therefore willing to 
do whatever is necessary to survive in the short run.11

The passive follower  exhibits neither critical, independent thinking nor active 
participation. Being passive and uncritical, these followers display neither initiative 
nor a sense of responsibility. Their activity is limited to what they are told to do, 
and they accomplish things only with a great deal of supervision. Passive follow-
ers leave the thinking to their leaders. Often, however, this style is the result of a 
leader who expects and encourages passive behavior. Followers learn that to show 
initiative, accept responsibility, or think creatively is not rewarded, and may even 
be punished by the leader, so they grow increasingly passive. Passive  followers 
are often the result of leaders who are overcontrolling of others and who punish 
mistakes.12

The effective follower is both a critical, independent thinker and active in the 
organization. Effective followers behave the same toward everyone, regardless 

Pragmatic survivor
a follower who has qualities 
of all four extremes (alienated, 
effective, passive, conformist), 
depending on which style fi ts 
with the prevalent situation

Pragmatic survivor
a follower who has qualities 
of all four extremes (alienated, 
effective, passive, conformist), 
depending on which style fi ts 
with the prevalent situation

Passive follower
a person in an organization 
who exhibits neither critical, 
independent thinking nor active 
participation

Passive follower
a person in an organization 
who exhibits neither critical, 
independent thinking nor active 
participation

Effective follower
a critical, independent thinker 
who actively participates in the 
organization

Effective follower
a critical, independent thinker 
who actively participates in the 
organization
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Action MemoAs a leader, you can also be an effective 
follower. You can think independently and 

critically instead of blindly accepting what 
your superiors tell you. Rather than dwelling 

on the shortcomings of others, you can look 
for solutions.

of their positions in the organization. They do not try to avoid risk or confl ict. 
Rather, effective followers have the courage to initiate change and put themselves 

at risk or in confl ict with others, even their leaders, to serve the best 
interest of the organization.

Characterized by both mindfulness and a willingness to act, 
 effective  followers are essential for an organization to be effective. 
They are capable of self-management, they discern strengths and 
weaknesses in themselves and in the organization, they are com-
mitted to something bigger than themselves, and they work toward 
 competency, solutions, and positive impact. Effective followers are far 
from  powerless—and they know it. Therefore, they do not despair in 
their positions, nor do they resent or manipulate others. This chapter’s 

Consider This provides highlights from a speech given by Nelson Mandela 
that underscores his meaning of effective followership.

Demands on the Effective Follower
Effective followership is not always easy. The discussion of courage and  integrity 
in Chapter 6 applies to followers as well as leaders.  Indeed, followers sometimes 
experience an even greater need for these qualities because of their subordinate 
position. To be  effective, followers have to know what they stand for and be 
willing to  express their own ideas and opinions to their leaders, even though this 
might mean risking their jobs, being demeaned, or feeling inadequate.13  Effective 
followers have the courage to accept responsibility, serve the needs of the orga-
nization, challenge authority, participate in change, and leave the organization 
when necessary.14

The Courage to Assume Responsibility The effective follower feels a sense of 
personal responsibility and ownership in the organization and its mission. Thus, 
the follower assumes responsibility for his or her own behavior and its impact 

Our deepest fear is not that we are inadequate, Our 
 deepest fear is that we are powerful beyond measure.

It is our light, not our darkness, that most frightens us.
We ask ourselves, who am I to be brilliant, gorgeous, talented and fabulous?
Actually, who are you NOT to be? You are a child of God.
Your playing small doesn’t serve the world.
There’s nothing enlightened about shrinking so that other people won’t feel insecure
 around you.
We were born to make manifest the glory . . . that is within us.
It’s not just in some of us; it’s in everyone.
And as we let our own light shine, we unconsciously give other people permission
 to do the same.
As we are liberated from our own fear, our presence automatically liberates others.

Source: From the 1994 Inaugural Speech of Nelson Mandela.
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Action Memo

As a follower, you can assume responsibility 

for your own personal development, 

behavior, and work performance. You can 

look for opportunities to make a difference, 

seek to meet organizational needs, serve 

others, and work toward the common good.

on the organization.  Effective followers do not presume that a leader or an orga-
nization will provide them with security, permission to act, or personal growth. 
Instead, they initiate the opportunities through which they can achieve personal 
fulfi llment, exercise their potential, and provide the organization with the fullest 
extent of their capabilities. Emiliana “Millie” Barela has been cleaning rooms 
for 32 years at Antlers at Vail, a Colorado ski lodge. She takes pride in her work 
and sees her job as an important part of creating a good experience for guests. 
Barela takes it upon herself to get to know guests and put their interests and needs 
fi rst.15

The Courage to Serve An effective follower discerns the needs 
of the organization and actively seeks to serve those needs. Just as 
leaders can serve others, as discussed in the previous chapter, so can 
followers. A follower can provide strength to the leader by support-
ing the leader’s decisions and by contributing to the organization in 
areas that complement the leader’s position. By displaying the will to 
serve others over themselves, followers act for the common mission of 
the organization with a passion that equals that of a leader. Timothy 
D. Cook, who is second in command at Apple, is known as an excep-
tional follower.

Timothy D. Cook, Apple Inc.

As CEO, Steve Jobs provides the pizzazz at Apple for employees and the public alike. 
But it is Timothy Cook who makes sure things run smoothly behind the scenes.  
“He’s the story behind the story,” says one former Apple executive.

Cook was originally hired in 1998 as a senior vice president of operations and 
has made a steady climb up the ranks to now serve as chief operating offi cer (COO) 
and second-in-command. Cook counters the CEO’s quick, unpredictable temper 
with his quiet, thoughtful manner. Jobs can concentrate on the big picture and ideas 
for snazzy new products because he knows Cook is taking care of the nuts and 
bolts of the business. Far from being a “yes-man,” Cook has his own ideas about 
how things should be done, and industry insiders see his stamp on the company. 
Yet he is content to play “Spock” to Steve Jobs’ “Captain Kirk,” using his analytical 
and detail-oriented mind to offset Jobs’ more intuitive, emotional approach. Like 
Spock supporting Captain Kirk, Cook doesn’t hesitate to push Jobs’ boundaries to 
help him, and the organization, become better. And just as Kirk never hesitated 
to beam down to a planet and leave Spock in charge, Jobs confi dently placed the 
company in the hands of Cook while he was recovering from surgery for pancreatic 
cancer several years ago.

For now, Cook is content to keep a low profi le but have a high impact at Apple. 
Yet his contributions have caught the attention of other technology companies, and 
he is routinely solicited for CEO jobs. If Cook takes the step to top leader, he can 
hope to have a second-in-command who is as courageous in serving as he has been 
at Apple.16 

The Courage to Challenge Although effective followers serve and support 
others, they don’t sacrifi ce their personal integrity or the good of the organiza-
tion in order to maintain harmony. If a leader’s actions and decisions  contradict 
the best interests of the organization, effective followers take a stand. Obedi-
ence is considered a high virtue in military organizations, for example, but 
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Action MemoAs a follower, you can support your leaders 
through diffi cult times, but have the courage 

to challenge your superiors when their 
behavior or decisions contradict the best 

interests of the organization.

the U.S. Army teaches soldiers that they have a duty to disobey illegal or 
immoral orders.17 Good leaders want followers who are willing to chal-
lenge them for the good of the organization. When he was CEO of IBM, Lou 

 Gerstner hired Larry Ricciardi as senior vice president and corpo-
rate counsel even though he knew Ricciardi would challenge his 
thinking and decisions.18 Leaders are human and make mistakes. 
Effective leaders depend on followers who have the courage to 
challenge them.

The Courage to Participate in Transformation Effective followers 
view the struggle of corporate change and transformation as a mutual 
experience shared by all members of the organization. When an orga-
nization undergoes a diffi cult transformation, effective followers sup-
port the leader and the organization. They are not afraid to confront the 

changes and work toward  reshaping the organization. David Chislett, of Imperial 
Oil’s Dartmouth, Nova Scotia refi nery, was faced with this test of courage. The 
refi nery was the least effi cient in the industry and the Board of  Directors gave 
management 9 months to turn things around. Chislett’s bosses asked him to give 
up his management position and return to the duties of a wage earner as part of 
an overall transformation strategy. He agreed to the request, thereby contributing 
to the success of the refi nery’s transformation.19

The Courage to Leave Sometimes organizational or personal changes create a 
situation in which a follower must withdraw from a particular leader– follower re-
lationship. People might know they need new challenges, for example, even though 
it is hard to leave a job where they have many friends and valued  colleagues. If 
followers are faced with a leader or an organization unwilling to make necessary 
changes, it is time to take their support elsewhere. Sometimes followers and lead-
ers have such strong differences of opinion that the follower can no longer sup-
port the leader’s decisions and feels a moral obligation to leave. U.S. General John 
Batiste turned down a promotion and resigned because he felt he could no longer 
support civilian leaders’ decisions regarding Iraq. The role of military offi cers is 
to advise civilian leaders and then carry out orders even when they disagree. Gen. 
Batiste spent weeks torn between his sense of duty and respect for the chain of 
command and a feeling that he owed it to his soldiers to speak out against leaders’ 
decisions. Ultimately, believing he could no longer serve his leaders as he should, 
the general had the courage to leave the job, even though it meant the end of a 
lifelong career he highly valued.20

Developing Personal Potential
How do followers expand their potential to be critical, independent thinkers who 
make active contributions to their organizations? Later in this chapter, we’ll  discuss 
the crucial role of leaders in developing effective followers. However, followers 
can expand their own capabilities by developing and applying personal leader-
ship qualities in both their private and work lives. One well-known and widely 
acclaimed approach to helping people deal courageously with life’s changes and 
challenges is Stephen Covey’s The 7 Habits of Highly Effective People.21 Covey 
defi nes a habit as the intersection of knowledge, skill, and desire. His approach 
to personal and interpersonal effectiveness includes seven habits arranged along 
a maturity continuum, from dependence to independence to interdependence, as 
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Action Memo

As a leader or follower, you can expand 

your potential by consciously developing 

and applying leadership qualities in your 

personal and work life. You can move from 

dependence and passivity toward greater 

self-reliance and interdependence based on 

positive, productive relationships with others.

illustrated in Exhibit 7.2. Each habit builds on the previous one so that individuals 
grow further along the maturity continuum as they develop these personal effec-
tiveness habits.

In organizations, many people fall into a mindset of dependency, expecting 
someone else to take care of everything and make all the decisions. The de-
pendent person is comparable to the passive follower we described earlier, 
displaying neither initiative nor a sense of personal responsibility. Dependent 
people expect someone else to take care of them and blame others when things 
go wrong. An independent person, on the other hand, has developed a sense 
of self-worth and an attitude of self-reliance. Independent people accept per-
sonal responsibility and get what they want through their own actions. To 
be a truly effective follower—or leader—requires a further step 
to interdependence, the realization that the best things happen 
by working cooperatively with others, that life and work are 
better when one experiences the richness of close interpersonal 
relationships.

From Dependence to Independence
Covey’s fi rst three habits deal with self-reliance and self-mastery. 
Covey calls these private victories because they involve only the in-
dividual follower growing from dependence to independence, not the 
follower in relationship with  others.22

Habit 1: Be Proactive® Being proactive means more than merely taking initia-
tive; it means being responsible for your own life. Proactive people recognize that 
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they have the ability to choose and to act with integrity. They don’t blame others 
or life’s circumstances for their outcomes. Eleanor Roosevelt was talking about 
being proactive when she observed that, “No one can make you feel inferior with-
out your consent.”23 Proactive people know that it is not what happens to them 
but how they respond to it that ultimately matters.

Habit 2: Begin with the End in Mind® This means to start with a clear 
mental image of your destination. For each individual, beginning with the end 
in mind means knowing what you want, what is deeply important to you, so 
that you can live each day in a way that contributes to your personal vision. 
In addition to clarifying goals and plans, this habit entails establishing guiding 
principles and values for achieving them.

Habit 3: Put First Things First® This habit encourages people to gain con-
trol of time and events by relating them to their goals and by managing them-
selves. It means that, rather than getting tangled up dealing with things, time, 
and activities, we should focus on preserving and enhancing relationships and 
on accomplishing results.

Effective Interdependence
The fi rst three habits build a foundation of independence, from which one can 
move to interdependence—caring, productive relationships with others—which 
Covey calls public victories. Moving to effective interdependence involves open 
communication, effective teamwork, and building positive relationships based on 
trust, caring, and respect, topics that are discussed throughout this book. No 
matter what position you hold in the organization, when you move to interdepen-
dence, you step into a leadership role.

Habit 4: Think Win–Win® To think win–win means understanding that without 
cooperation, the organization cannot succeed. When followers understand this, 
they cooperate in ways that ensure their mutual success and allow everyone to 
come out a winner. Win–win is a frame of mind and heart that seeks agreements 
or solutions that are mutually benefi cial and satisfying.

Habit 5: Seek First to Understand, Then to Be Understood® This principle 
is the key to effective communication. Many people don’t listen with the intent 
to understand; they are too busy thinking about what they want to say. Seeking 
fi rst to understand requires being nonjudgmental and able to empathize with the 
other person’s situation. Empathetic listening gets inside another person’s frame 
of reference so that you can better understand how that person feels. Chapter 9 
discusses communication in detail.

Habit 6: Synergize® Synergy is the combined action that occurs when people 
work together to create new alternatives and solutions. In addition, the greatest 
opportunity for synergy occurs when people have different viewpoints, because 
the differences present new opportunities. The essence of synergy is to value and 
respect differences and take advantage of them to build on strengths and compen-
sate for weaknesses.
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Habit 7: Sharpen the Saw® This habit encompasses the previous six—it is the 
habit that makes all the others possible. “Sharpening the saw” is a process of 
using and continuously renewing the physical, mental, spiritual, and social aspects 
of your life. To be an effective follower or an effective leader requires living a bal-
anced life. For example, John Barr founded Barr Devlin, an investment bank that 
specializes in utility mergers. He’s also a writer who has published four volumes 
of poetry.24 Larry Ricciardi of IBM, introduced earlier, is an avid traveler and 
voracious reader who likes to study art, literature, and history. He once spent 
18 months learning everything he could about the Ottoman Empire just because 
he “realized he knew nothing about the Ottoman Empire.” He also likes to read 
tabloids in addition to his daily fare of The Wall Street Journal. On business trips, 
he scouts out side trips to exotic or interesting sites, and he likes to take adventur-
ous vacations with his family and friends. Ricciardi loves his job, but he also loves 
exploring other aspects of life.25

Sources of Follower Power
Another issue of concern is how followers gain and use power in organiza-
tions. Formal leaders typically have more power than followers do. Neverthe-
less, effective followers participate fully in organizations by culling power from 
the available sources. Even the lowest-level follower has personal and position-
based sources of power that can be used to generate upward infl uence, thereby 
impacting the organization and establishing a mutually benefi cial relationship 
with leaders.26 Personal sources of power include knowledge, expertise, effort, 
and persuasion. Position sources of power include location, information, and 
access.

Personal Sources
A knowledgeable follower has skills and talents that are a valuable resource to 
the leader and to the organization. Such a follower is of real value, and his or her 
departure would be a loss. Knowledge is a source of upward infl uence. In addi-
tion, a follower who has a demonstrated record of performance often develops 
expertise and in this way can infl uence decisions. A record of successes and a 
history of contributions can garner expert status for followers, from which fol-
lowers can derive the power to infl uence operations and establish themselves as a 
resource to the leader. The power to infl uence is also associated with the effort put 
forth by a follower. By demonstrating a willingness to learn, to accept diffi cult or 
undesirable projects, and to initiate activities beyond the scope of expected  effort, a 
follower can gain power in an organization.27 Tim Chapman was hired by Spartan 
Motors during his senior year of high school. By age 20, he was the head electrical 
engineer, troubleshooting and consorting with key vendors. “I guess I’m willing to 
learn,” says Chapman.28

Followers can also use persuasion as a source of personal power. Persuasion 
refers to the direct appeal to leaders in an organization for desired outcomes.29 In 
addition to being direct, speaking truthfully to a leader can be a source of power 
for effective followers.30 Rob Hummel, head of international post-production at 
Dreamworks SKG, once promoted an employee who was known for being “dif-
fi cult” because he always challenged his superiors. The fact that this follower 
was willing to speak truthfully to higher-ups based on his own knowledge and 
creative brilliance gave him increased power.31 Power doesn’t always come from 
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Action MemoLeader’s Self-Insight 7.2 gives you a chance 
to see if you’re guilty of being an annoying 

follower.

titles or seniority in the organization; sometimes it comes from one’s knowledge 
and contributions.

Position Sources
Often the formal position of a follower in an organization can provide sources 
of power. For example, the location of a follower can render him or her visible to 
numerous individuals. A central location provides infl uence to a follower, because 
the follower is known to many and contributes to the work of many. Similarly, 
a position that is key to the fl ow of information can establish that position and 
the follower in it as critical—thus, infl uential—to those who seek the informa-
tion. Access to people and information in an organization provides the follower 
in the position a means to establish relationships with others. With a network of 
relationships, a follower has greater opportunity to persuade others and to make 
contributions to numerous organizational processes.

Strategies for Managing Up
There is growing recognition that how followers manage their leaders is just as 
important as how their leaders manage them.32 Most followers at some point 

complain about the leader’s defi ciencies, such as the leader’s failure to 
listen, to encourage, or to recognize followers’ efforts.33 Effective 
followers, however, transform the leader–follower relationship by 
striving to improve their leaders rather than just criticizing them. 
To be effective, followers develop a meaningful, task-related rela-
tionship with their bosses that enables them to add value to the or-
ganization even when their ideas disagree with those of the bosses.34

You might have experienced this with a special teacher or coach. For 
example, students who are especially interested in a class sometimes 

challenge the professor on a topic as a way to expand the professor’s thinking and 
enhance the learning experience for everyone.

Followers should also be aware of behaviors that can annoy leaders and in-
terfere with building a quality relationship. A business magazine recently inter-
viewed powerful people about their pet peeves and identifi ed 30 misdemeanors 
that followers often commit without being aware of it.

Most relationships between leaders and followers are characterized by 
some emotion and behavior based on authority and submission. Leaders are 
authority fi gures and may play a disproportionately large role in the mind of a 
follower. Followers may fi nd themselves being overcritical of their leaders, or 
rebellious, or passive. Irvin D. Yalom, a professor of psychiatry and author of 
the novels Lying on the Couch and When Nietzsche Wept, once had a patient 
in group therapy who ranted at great length about her boss who never listened 
and  refused to pay her any respect. Interestingly, this woman’s complaints per-
sisted through three different jobs and three different bosses.35 The relation-
ships  between leaders and followers are not unlike those between parents and 
children, and individuals may engage old family patterns when entering into 
leader–follower relationships.36 Effective followers, conversely, typically per-
ceive themselves as the equals of their leaders, not inherently subordinate.37 
Exhibit 7.3 illustrates the strategies that enable followers to overcome the 
authority-based relationship and develop an effective, respectful relationship 
with their leaders.



 1. If you think there might be a mistake in something 
you’ve done, what do you do?
A. Fess up. It’s better to share your concerns 

up front so your boss can see if there is a 
problem and get it corrected before it makes 
him look bad.

B. Try to hide it. Maybe there isn’t really a prob-
lem, so there’s no use in making yourself look 
incompetent.

 2. How do you handle a criticism from your boss?
A. Poke your head in her door or corner her in the 

cafeteria multiple times to make sure everything 
is okay between the two of you.

B. Take the constructive criticism, make sure you 
understand what the boss wants from you, and 
get on with your job.

 3. You’re in a crowded elevator with your boss after an 
important meeting where you’ve just landed a million-
dollar deal. You:
A. Celebrate the victory by talking to your boss 

about the accomplishment and the details of the 
meeting.

B. Keep your mouth shut or talk about non–business-
related matters.

 4. Your boss has an open-door policy and wants people 
to feel free to drop by her office any time to talk 
about anything. You pop in just after lunch and find 
her on the phone. What do you do?
A. Leave and come back later.
B. Wait. You know most of her phone calls 

are quick, so she’ll be free in a few 
minutes.

 5. You’ve been called to the boss’s office and have no 
idea what he wants to talk about.
A. You show up on time, empty-handed, and ask 

the boss what you need to bring with you.
B. You show up on time with a pen, paper, and your 

calendar or PDA.

Leader’s Self-Insight 7.2
 6. You’ve been trying to get some face time with your 

boss for weeks and luckily catch him or her in the 
bathroom. You:
A. Take care of personal business and get out of there.
B. Grab your chance to schmooze with the boss. 

You might not get another any time soon.

Here are the appropriate follower behaviors:

 1. A.  Honest self-assessment and fessing up to the 
boss builds mutual confidence and respect. 
Nothing destroys trust faster than incompetence 
exposed after the fact.

 2. B.  David Snow, former president and COO of 
Empire Blue Cross and Blue Shield, refers to 
insecure, thin-skinned people who have to check 
in frequently after a criticism as door swingers. 
Door swingers are annoying in both our personal 
and work lives. Just get on with things.

 3. B.  You have no idea who else is in the elevator. 
Keep your mouth shut. You can crow about the 
new deal later in private.

 4. A.  There’s nothing worse than having someone 
hovering while you’re trying to carry on a phone 
conversation. Leave a note with your boss’s 
assistant or come back later.

 5. B.  You can usually be safe in assuming your boss 
hasn’t called you in for idle chit-chat. Never show 
up without a pen and paper to make notes.

 6. A.  At best, to use the bathroom as a place to try to 
impress the boss makes you look desperate. It 
also shows a lack of tact and judgment.

Most of these seem obvious, but based on interviews 
with leaders, subordinates commit these sins over and 
over in the workplace. Keep these missteps in mind so 
you don’t become an annoying follower.

Source: Based on William Speed Weed, Alex Lash, and Constance 
Loizos, “30 Ways to Annoy Your Boss,” MBA Jungle (March–April 
2003), pp. 51–55.

Be a Resource for the Leader
Effective followers align themselves to the purpose and the vision of the orga-
nization. They ask the leader about vision and goals and help achieve them. In 
this way, followers are a resource of strength and support for the leader. This 
alignment involves understanding the leader’s goals, needs, strengths and weak-
nesses, and organizational constraints. An effective follower can complement the 
leader’s weaknesses with the follower’s own strengths,38 as we saw earlier in the 
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Action MemoAs a leader, you can use strategies for 
managing up to create an equitable and 

respectful relationship with your superiors. 
You can help your supervisor be the best he 

or she can be by getting beyond submissive 
feelings and behaviors, recognizing that 

leaders are fallible, and being a resource for 
the leader.

example of Timothy Cook and Steve Jobs at Apple. Similarly, effective followers 
indicate their personal goals and the resources they bring to the organization. 
Effective followers inform their leaders about their own ideas, beliefs, needs, and 
constraints. The more leaders and followers can know the day-to-day activities 
and problems of one another, the better resources they can be for each other. For 
example, one group of handicapped workers took advantage of a board meeting 
to issue rented wheelchairs to the members, who then tried to move around the 
factory in them. Realizing what the workers faced, the board got the factory’s 
ramps improved, and the handicapped workers became a better resource for the 
organization.39

Help the Leader Be a Good Leader
Good followers seek the leader’s counsel and look for ways the leader can help

improve their skills, abilities, and value to the organization. They 
help their leaders be good leaders by simply saying what they need 
in order to be good followers. If a leader believes a follower values 

his or her advice, the leader is more likely to give constructive guid-
ance rather than unsympathetic criticism.

A leader can also become a better leader when followers com-
iment the leader and thank him or her for behavior that followers 

ppreciate, such as listening, rewarding followers’ contributions, 
d sharing credit for accomplishments.40 If a leader knows what 
lowers appreciate, the leader is more likely to repeat that behav-
One employee working for a micromanaging boss who was al-
s negative found that the key to helping him be a better leader 
to model the behavior she wanted from the boss. Rather than 

pushing back when he micromanaged, she was cheerful and helpful. 
Rather than complaining, she started acting like he was “the world’s best boss 
with the world’s best employee.” This approach gradually infl uenced the boss’s 
behavior in such a way that he displayed greater trust toward the employee and 

Exhibit 7.3 Ways to Influence Your Leader

Be a Resource for the Leader

Determine the leader’s needs.

Zig where leader zags.

Tell leader about you.TT

Align self to team purpose/vision.

Build a Relationship

Ask about leader at your
  level/position.

Welcome feedback and criticism,
  such as “What experience led
  you to that opinion?”

Ask leader to tell you company stories.

Help the Leader Be a Good Leader

Ask for advice.

Tell leader what you think.

Find things to thank leader for.rr

View the Leader Realistically

Give up idealized leader expectations.

Don’t hide anything.

Don’t criticize leader to others.

Disagree occasionally.
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began treating her in a more equitable manner.41 Sometimes, however, effective 
followers have to fi nd diplomatic ways to let leaders know when their behavior 
is counterproductive.

Asking for advice, thanking the leader for helpful behaviors, modeling the 
behavior you want, and being honest about areas that need improvement are im-
portant ways followers can affect the conduct of leaders and help them be better 
leaders.

Build a Relationship with the Leader
Effective followers work toward a genuine relationship with their leaders, which 
 includes developing trust and speaking honestly on the basis of that trust.42 By 
building a relationship with a leader, a follower makes every interaction more 
meaningful to the organization. Furthermore, the relationship is imbued with 
mutual respect rather than authority and submission. Wes Walsh used mindful 
initiatives to create a relationship with his boss that maximized his own upward 
infl uence.

Wes Walsh

When Wes Walsh came under an autocratic manager, his position predecessor 
warned him to either stay away from the infamously autocratic boss, or else be 
prepared to give up any infl uence over the unit operations. Walsh decided to ignore 
this advice. Instead, he started dropping by his boss’s offi ce on a regular basis to 
discuss production progress. Walsh also sought approval on very small matters be-
cause they were virtually impossible for his boss to oppose. Walsh continued these 
frequent, informal interactions over a lengthy period of time before moving on to 
more consequential matters.

Eventually, major projects had to be addressed. For example, an increase in the 
volume of materials processed had rendered Walsh’s unit too slow and too limited 
to adequately serve the increased production. In response, Walsh fi rst requested 
his boss to devote a couple of hours to him at some designated point in the near fu-
ture. When the appointed time arrived, Walsh took his boss on a lengthy tour of the 
plant, pointing out the volume of material scattered about waiting to be processed. 
He supplemented this visual evidence with facts and fi gures.

The boss was compelled to acknowledge the problem. Thus, he asked for 
Walsh’s proposal, which Walsh had carefully prepared beforehand. Although 
the boss had rejected identical proposals from Walsh’s predecessor, this time the 
boss almost immediately approved the sum of $150,000 for updating the unit 
equipment.43 

Walsh’s conscious effort to interact and get his boss comfortable saying yes on 
small matters set a precedent for a pattern of respect that was not lost even on his 
autocratic superior.

Followers can generate respect by asking questions about the leader’s experi-
ences in the follower’s position, actively seeking feedback, and clarifying the basis 
for specifi c feedback and criticism from the leader. Followers can also ply the 
leader for company stories.44 By doing so, followers are getting beyond submissive 
behavior by asking leaders to be accountable for their criticism, to have empathy 
for the followers’ position, and to share history about something both parties 
have in common—the organization.
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View the Leader Realistically
Unrealistic follower expectations is one of the biggest barriers to effective leader–
follower relationships. To view leaders realistically means to give up idealized 
images of them. Understanding that leaders are fallible and will make many 
mistakes leads to acceptance and the potential for an equitable relationship. The 
way in which a follower perceives his or her boss is the foundation of their 
 relationship. It helps to view leaders as they really are, not as followers think 
they should be.45

Michael Useem, professor of management and director 
of the Center for Leadership and Change Management 
at the Wharton School of the University of Pennsylvania, 
puts a new twist on leadership advice by stressing that 
leadership has to come from below as well as from 
above. “We have all known a supervisor or president, a 
coach or minister, an officer or director who should have 
made a difference but did not,” Useem writes. “We pri-
vately complained, we may even have quit, but we rarely 
stepped forward to help them transcend their limitations 
and be the best boss they could be.” In Leading Up: How 
to Lead Your Boss So You Both Win, Useem offers les-
sons in leading up by examining both positive and nega-
tive real-life examples.

EXAMPLES OF LEADING UP
Here are a few real life successes and failures that bring 
the concept of upward leadership to life:

 • Civil War commanders on both the Union and 
Confederate sides openly disrespected and often 
misinformed their commanders-in-chief, which con-
tributed to tragic consequences for both sides. For 
example, Union General George McClellan didn’t even 
try to disguise his contempt for President Abraham 
Lincoln and eventually alienated every member of 
Lincoln’s cabinet. Two days before the Peninsula 
Campaign in mid-spring 1862, Lincoln relieved 
McClellan from his position. Lesson: Disdain and 
contempt for your superior will be returned in kind. 
To build your superior’s confidence in you, give your 
confidence to the leader.

 • U.S. Marine Corps general Peter Pace had to report to 
six bosses with varying agendas, but he successfully 
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Leading Up: How to Lead Your Boss 

So You Both Win

by Michael Useem

brought together conflicting priorities by keeping every-
one informed of what he was recommending to all the 
others. In addition, Pace was willing to challenge his 
superiors when their proposals or policies were at odds 
with his own informed judgment. Lesson: Total hon-
esty and frequent face-to-face discussions are a must 
for communicating what the boss needs to know and 
maintaining the trust that is essential to good leader-
follower relationships.

 • Eight climbers died on Mount Everest in May of 1996 
partly because the mountaineers failed to question 
their guides’ flawed and inconsistent instructions and 
decisions. The surviving climbers admit they might 
have protected themselves and others from harm if 
they had been willing to rise up when their leaders 
were faltering. Lesson: Although respect for and con-
fidence in your superior is vital, good followers know 
that nobody is invincible or faultless. “Biding your 
time and deferring to authority serves no one well 
when it’s clear that the boss would fare far better 
with your upward help.”

ANSWERING THE CALL TO UPWARD LEADERSHIP
Useem uses heroic accounts and moments of crisis as 
examples because he believes they are the best teach-
ers. However, he points out that opportunities for leading 
up come to all of us in many different situations. Without 
effective followers who act as upward leaders to offer 
information, guidance, insight, and initiative—and to chal-
lenge their superiors when necessary—leadership is an 
incomplete and impotent exercise.

Leading Up: How To Lead Your Boss So You Both Win, by Michael 
Useem, is published by Crown Business.
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Action Memo

As a leader, you can learn to give and receive 

feedback that contributes to growth and 

improvement rather than fear and hard 

feelings.

Similarly, effective followers present realistic images of themselves. Followers 
do not try to hide their weaknesses or cover their mistakes, nor do they criticize 
their leaders to others.46 Hiding things is symptomatic of conforming and passive 
followers. Criticizing leaders to others merely bolsters alienation and reinforces the 
mindset of an alienated follower. These kinds of alienated and passive behaviors can 
have negative—and sometimes disastrous—consequences for leaders, followers, and 
the organization, as illustrated by the stories in this chapter’s Leader’s Bookshelf. 
Only positive things about a leader should be shared with others. It is an alienated 
follower who complains without engaging in constructive action. Instead of criticiz-
ing a leader to others, it is far more constructive to directly disagree with a leader on 
matters relevant to the department’s or organization’s work.

What Followers Want
Throughout much of this chapter, we’ve been talking about demands on follow-
ers and how followers can become more effective and powerful in the organiza-
tion. However, the full responsibility doesn’t fall on the follower. To have good 
followers, the requirements and obligations of those in a leadership role should 
be reexamined as well.47 Leaders have a duty to create a leader–follower relation-
ship that engages whole people rather than treats followers as passive sheep who 
should blindly follow orders and support the boss.

Research indicates that followers have expectations about what 
constitutes a desirable leader.48 Exhibit 7.4 shows the top four 
choices in rank order based on surveys of followers about what 
they desire in leaders and colleagues.

Followers want their leaders to be honest, forward-thinking, 
inspiring, and competent. A leader must be worthy of trust, envi-
sion the future of the organization, inspire others to contribute, and 
be capable and effective in matters that will affect the organization. 
In terms of competence, leadership roles may shift from the formal 
leader to the person with particular expertise in a given area.

Followers want their fellow followers to be honest and competent, but also 
dependable and cooperative. Thus, desired qualities of colleagues share two quali-
ties with leaders—honesty and competence. However, followers themselves want 
other followers to be dependable and cooperative, rather than forward-thinking 
and  inspiring. The hallmark that distinguishes the role of leadership from the role 
of  followership, then, is not authority, knowledge, power, or other conventional 
notions of what a follower is not. Rather, the distinction lies in the clearly  defi ned 
leadership activities of fostering a vision and inspiring others to achieve that  vision. 
Chapter 13 discusses vision in detail. Organizations that can boast of effective 

Exhibit 7.4 Rank Order of Desirable Characteristics

Source: Adapted from James M. Kouzes and Barry Z. Posner, Credibility: How Leaders Gain and Lose It, Why 
People Demand It (San Francisco, CA: Jossey-Bass Publishers, 1993), p. 255.

Desirable Leaders Are Desirable Colleagues (Followers) Are

Honest Honest
Forward thinking Cooperative
Inspiring Dependable
Competent Competent
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Action MemoBefore reading on, answer the questions in 
Leader’s Self-Insight 7.3 to learn how you 

may manage performance feedback from 
your boss.

 followers tend to have leaders who deal primarily with change and progress.49 The 
results in Exhibit 7.4 also underscore the idea that behaviors of effective leaders 
and followers often overlap. Followers do not want to be subjected to leader behav-
ior that denies them the opportunity to make valued contributions. Leaders have a 
responsibility to enable followers to fully contribute their ideas and abilities.

Using Feedback to Develop Followers
Giving and receiving feedback is often diffi cult for both leaders and followers. At 
annual review time in many organizations, for example, bosses worry that even the 
slightest criticism will provoke anger or tears, while employees are terrifi ed that 
they’ll hear nothing but complaints. Thus, people often say as little as possible, and 
both followers and leaders lose a valuable opportunity. Feedback should be seen 
as a route to improvement and development, not as something to dread or fear.50

A survey of managers by McKinsey & Company calls attention to the problem of 
poor feedback for organizations. When asked what factors contributed to their 
growth and development, respondents ranked “candid, insightful feedback” as one 
of the most important elements; however, most also indicated that their supervi-
sors did not do a good job of providing such feedback.51

Feedback occurs when a leader uses evaluation and communication to help in-
dividuals and the organization learn and improve.52 The feedback process involves 
four elements, as illustrated in Exhibit 7.5. Observations are visible occurrences, such 

as a follower’s behavior on the job. An assessment is the interpreta-
tion of observed behaviors, an evaluation of the results in terms of 

vision and goals. A consequence refers to the outcome of what was 
observed, and can include both actual consequences and the conse-
quences possible if no change takes place.  Development  refers to the 
sustainment or improvement of behaviors. Leaders communicate what 
they observe, how they assess it, what consequences it has, and how to 

Feedback
using evaluation and 
communication to help 
individuals and the organization 
learn and improve

Observations
visible occurrences, such as a 
follower’s behavior on a job

Assessment
the interpretation of observed 
behaviors; an evaluation of the 
results in terms of vision and goals

Consequence
the outcome of what was 
observed; can include both 
actual consequences and the 
consequences possible if no 
change takes place

Development
the sustainment or improvement 
of follower behaviors

Feedback
using evaluation and 
communication to help 
individuals and the organization 
learn and improve

Observations
visible occurrences, such as a 
follower’s behavior on a job

Assessment
the interpretation of observed 
behaviors; an evaluation of the 
results in terms of vision and goals

Consequence
the outcome of what was 
observed; can include both 
actual consequences and the 
consequences possible if no 
change takes place

Development
the sustainment or improvement 
of follower behaviors

Exhibit 7.5 The Feedback Process

Source: Adapted from Mary Mavis, “Painless Performance Evaluations,” Training and Development 
(October 1994), pp. 40–44.

1. Observation
 Follower misses
    deadlines 
    repeatedly.

4. Development
 Follower given training in
 self-management, team
 allocated work based on 
 personal skills.

3. Consequences
 Team members
    resent delays to
    team projects.

2. Assessment
 Follower lacks self-
 management skills.
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The following items describe ways you might act toward 
receiving feedback from a supervisor. Think about a job 
you had, or just imagine how you would behave if you had 
a job, and answer the questions below. Indicate whether 
each item below is Mostly False or Mostly True for you.

Mostly 
False

Mostly 
True

1. After performing a task well, 
I would cheerfully greet my 
supervisor hoping that this 
would lead to a conversation 
about my work. _______ _______

2. After performing poorly, I 
might try to schedule outside 
appointments or take a sick 
day to avoid my supervisor. _______ _______

3. I would confess about my poor 
performance to my supervisor 
immediately, but have several 
solutions prepared to show 
that I would not make the 
same mistake twice. _______ _______

4. After performing well, I might 
display my excellent work to 
my co-workers and hope they 
might relay some positive 
remarks to my supervisor. _______ _______

5. After performing poorly, I might 
go the other way when I saw 
my supervisor coming or other-
wise avoid contact for awhile. _______ _______

6. I would inform my boss that 
I wasn’t able to complete my 
assignment on time but that 
I would stay late that night to 
finish it. _______ _______

7. After performing well, I would 
ask my supervisor about my 
performance to draw his/her 
attention to my success. _______ _______

8. After performing poorly, I 
would try to avoid eye con-
tact with my supervisor so 
that he/she didn’t start a con-
versation with me about my 
performance. _______ _______

Leader’s Self-Insight 7.3
9. After performing poorly, I 

would immediately show my 
supervisor that I was taking 
responsibility for my perfor-
mance by taking corrective 
measures. _______ _______

Scoring and Interpretation
Most followers want to perform well and receive 
appropriate recognition, and most followers sometimes 
experience poor performance. The questions above 
provide some indication of how you manage feedback 
from your supervisor. Questions 1,4, and 7 indicate 
your “feedback seeking” behavior and indicate the 
extent to which you want your boss to know about 
your good work and provide you with positive feed-
back. Questions 2, 5, and 8 indicate your “feedback 
avoiding” behavior when your performance is poor. 
Questions 3, 6, and 9 indicate your “feedback mitigat-
ing” behavior to correct the outcome when your per-
formance is poor. Record the number of Mostly True 
responses below for each set of questions. A score 
of 3 would be considered high, and a score of 0 or 
1 would be low for each type of behavior.

Feedback seeking (1, 4, 7)  _________ “Feedback 
seeking” is a personal preference because good perfor-
mance serves your supervisor well, and whether you 
want feedback from your boss is up to you. A high score 
indicates you want feedback, but any score indicates 
appropriate followership.

Feedback avoiding (2, 5, 8) _________ In terms of 
 followership, “feedback avoiding” behavior is perhaps least 
effective for serving your boss. Avoiding poor  performance 
feedback means you may have trouble  confronting reality 
and fear negative evaluation. A low score here is character-
istic of a good follower.

Feedback mitigating (3, 6, 9) _________ “Feedback 
mitigating” behavior is very effective follower behavior 
because you take personal responsibility to correct poor 
outcomes and keep your boss informed. A high score 
indicates good followership.

Source: Adapted from Sherry E. Moss, Enzo R. Valenzi, 
and William Taggart, “Are You Hiding from Your Boss? The 
Development of a Taxonomy and Instrument to Assess the 
Feedback Management Behaviors of Good and Bad Performers.” 
Journal of Management 29, no. 4 (2003), pp. 487–510. Used with 
permission.
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effectively  address the observed behavior and consequence. Each element is com-
municated from the leader to the individual or organization.53 Furthermore, the 
development becomes an observation in the next feedback loop. For example, a 
leader who observes development and assesses it positively may consequently pro-
mote the responsible follower.

Leaders can use these four elements to provide feedback that facilitates growth 
for followers and the organization. For example, when he was senior vice-president 
of Dell, Kevin Rollins changed the culture by asking every manager to submit to 
360-degree feedback from followers and colleagues. Rollins himself received sting-
ing comments. He was said to be aloof, a poor listener, unapproachable, icy cold, 
argumentative, and even bullheaded. Rollins welcomed the feedback, and stood 
before 50 other top executives and acknowledged his need to grow as a manager. 
“I could give the cold, calculating answer, but I really wanted to be a more inspria-
tional leader,” Rollins said. “Maybe I can’t be George Washington . . . but I can 
always do better.” Honest feedback was the trigger for Rollins’s growth.54

Yet most people face signifi cant challenges in giving and receiving feedback.55 
For one thing, the feedback process is usually characterized by high levels of emo-
tion, and many traditionally trained managers have been accustomed to thinking 
that emotions have no place in the organization. They thus fi nd it both exhausting 
and uncomfortable to confront the strong emotions that may arise in a feedback 
situation. A second drawback to effective feedback is that leaders and followers 
may have different cognitive styles, as described in Chapter 4, and may see things 
in very different ways, which can lead to misunderstandings, disagreements, and 
communication breakdowns.

There are several ways leaders can optimize the use of feedback and mini-
mize the confl ict and fear that often accompanies it. Giving good feedback re-
quires emotional intelligence, as described in Chapter 5, courage, as discussed in 
Chapter 6, and an understanding of different personalities and thinking styles, as 
discussed in Chapter 4. Empathy is one of the leader’s most powerful tools during 
the feedback process. The leader must be able to put him or herself in the follower’s 
shoes and understand what the follower might be feeling. Empathy helps the leader 
approach feedback in a way that refl ects a genuine concern for the follower. Here 
are some other tips for using feedback to develop effective followers:

 • Make regular feedback a habit. Feedback should be an ongoing process. 
Leaders should not save everything up for an annual performance review. 
In addition, by tying feedback to specific goals and objectives, leaders 
make criticisms and suggestions for improvement concrete to the follower. 
The leader can also provide illustrations or examples to clarify what 
behavior is considered ineffective and what actions the leader wants from 
the follower.

 • Use elements of storytelling. Followers as well as leaders usually learn a lot 
more from examining the story of how and why something happened than 
they do from conventional evaluations that might seem like a “chewing out 
from the boss.”56 This is one of the most powerful approaches to feedback 
because investigating what happened and why typically puts the leader and 
follower on an equal footing. Both people are involved in examining their 
roles and responsibilities in the problem. Chapter 9 discusses communication 
and using metaphor and story in detail.

 • Be generous with positive feedback. Too many leaders offer feedback 
only when something goes wrong. They should remember to congratulate 
behaviors that support the organization’s vision and goals, while at the 
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Action Memo

As a leader, you can make feedback a regular 

habit and remember to include positive 

comments and praise. As a follower, you 

can view feedback as a chance to improve 

yourself. Reframe negative feedback in a way 

that helps you take positive action toward 

what you want out of your work and life.

same time working to improve the behaviors that do not. When feedback is 
limited to moments of shortcoming, followers can become discouraged and 
demoralized. The best leaders look for opportunities to provide positive 
feedback to even the weakest performers.

 • Train followers to view feedback as an opportunity for 
development. Followers can learn to think of feedback as a 
positive rather than a negative process. When people recognize 
and acknowledge their emotions in response to criticisms, they 
can then “reframe” the feedback to their own advantage. That is, 
followers can see feedback as a way to advance their own interests. 
One follower who practiced the technique of reframing feedback 
discovered that he wasn’t really happy doing the tasks that were 
required of him. After requesting a transfer to another department, 
he became much more satisfied and successful.57

Leading Others to Lead Themselves
One of the most important steps a leader can take to develop effective followers 
is to accept and acknowledge his or her own limitations and, indeed, his or her 
inability to accomplish anything without the help of followers.58 The leader who 
tries to do it all alone never gets very far. By acknowledging imperfections and 
limitations, leaders open the door for followers to contribute their own unique 
competencies.

Good leaders strive toward a collaborative relationship with  followers. One 
approach proposed by Charles Manz and Henry Sims is self-management leadership, 
which means leading others to lead themselves.59 Self-management leadership 
calls for leaders to share power and responsibility in such a way that anyone 
can become a leader, depending on the circumstances of the situation. The or-
ganization becomes a community where anyone who is capable and willing can 
assume a leadership role. Formal leaders act as coaches and mentors, show trust 
in others, remove barriers to learning, offer encouragement and support, and 
provide constructive feedback. Leaders develop followers by providing them 
with opportunities to gain new experience and understandings. However, fol-
lowers and leaders are active partners who are continually learning, growing, 
and changing.60

Leaders who practice self-management leadership do not try to control em-
ployee behavior in traditional ways, but coach employees to think critically about 
their own performance and judge how well they are accomplishing tasks and achiev-
ing goals. Leaders also make sure employees have the information they need to per-
form effectively and an understanding of how their jobs are relevant to  attaining the 
organization’s vision. By linking individual jobs with larger organizational goals, 
employees have a framework within which to act. Self-management leadership 
hinges on providing employees with this directed autonomy.61

Empowerment of frontline employees, participative management, and other 
forms of democratic practice are growing trends in organizations. Thus, there are 
more situations that call for self-management leadership. However, there has been 
little research to test the effectiveness of this new approach. As with other styles 
of leadership, it is likely that self-management leadership is effective for some, 
but not all, situations. Yet all leaders can act in ways that encourage followers 
to think independently and be willing to take risks, challenge unproductive or 
unethical norms, and initiate change for the benefi t of the organization. Consider 
how West Point trains future military leaders by emphasizing the importance of 
followership.

Self-management leadership
leading others to lead 
themselves

Self-management leadership
leading others to lead 
themselves
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Action MemoAs a leader, you can work cooperatively 
with others to build a sense of community, 

interdependence, and common purpose. You 
can contribute to a positive culture and a 

spirit of equality by practicing inclusivity and 
respect.

U.S. Military Academy, West Point

At West Point, everyone leads and everyone follows. It’s a 24-hour leadership labo-
ratory where people learn that leadership and followership are two sides of the 
same whole. An important lesson is that leaders are nothing without followers. 
“You learn from the beginning that you’re not in a position of leadership because 
you’re smarter or better,” says cadet Joe Bagaglio. “As soon as you think you know 
it all, you get burned.”

Each spring, West Point graduates nearly 1,000 men and women who leave with 
a bachelor’s degree and a commission as second lieutenant in the U. S. Army. After a 
6-week leave, these new graduates take their fi rst jobs as military offi cers in places 
like Kosovo, Germany, Guam, Afghanistan, or Iraq. Most of us think of West Point as a 
place of rules, rigidity, structure, and conformity, and to a great extent, it is. Cadets 
have to learn to subordinate their self-interest for the good of the whole, because 
that’s what they’ll be called upon to do when they graduate. However, there’s another 
side to the story, one that instills creativity and fl exibility into students who might 
someday have to make rapid decisions in the chaos of a battlefi eld. Cadets learn to rely 
on the competencies of followers and their own judgment. They learn that everyone is 
part of the team and no one individual—no matter his or her rank—is more important 
than the mission of the whole. The entire community relies on this interdependence.

At West Point, everyone is evaluated all the time, and every action is an opportu-
nity to learn, to gain new experience, and to grow in understanding. Formal leaders 
are continually pushing people—including themselves—to get out of their comfort 
zone so that they expand their capacity for leadership. “Everyone’s a teacher,” says 
cadet Chris Kane, a platoon leader in Company C-2 at West Point. “That’s what I love 
about this place. We’re all teachers.”62

Building a Community of Followers
Together, followers and leaders provide the dependability, cooperation, and commit-
ment to build a sense of community and interdependence in the organization. When 
there is a sense of community, as at West Point, people feel a strong commitment to 
the whole and feel that they are important to others in the group. You may have felt 

this in your personal life as a member of a social club, a religious organiza-
tion, or a sports team. Community provides a spirit of connection that 
sustains effective relationships and commitment to purpose. People in a 
community accomplish shared goals through trust and teamwork.63 In 
a community, people are able to communicate openly with one another, 
maintain their uniqueness, and be fi rmly committed to something larger 
than selfi sh interests. In short, a group of effective followers provides the 
basis for community. It is not by coincidence that effective followers and 
effective community members share certain characteristics. Historically, 

communities of all sorts were based on service, informed participation, and 
individual contributions.64

Characteristics of Community
Successful communities share a number of important characteristics. In effective 
communities, members practice inclusivity, a positive culture, conversation, car-
ing and trust, and shared leadership.65

Inclusivity In a community, everyone is welcome and feels a sense of belonging. 
Divergent ideas and different points of view are encouraged, as a true community 
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cannot exist without diversity.66 However, community focuses on the whole rather 
than the parts, and people emphasize what binds them together. People can speak 
honestly when their convictions differ from others. This courage often stems from 
the belief in the inherent equality between themselves, other followers, and their 
leaders—that is, wholeness.

Positive Culture Leaders and followers perceive the organization as a commu-
nity with shared norms and values. Members care about newcomers and work to 
socialize them into the culture. In addition, effective communities are not insu-
lar. They encourage adaptive values that help the group or organization interact 
 effectively with a dynamic environment.

Conversation Conversation is how people make and share the meanings that are 
the basis of community. One special type of communication, dialogue, means that 
each person suspends his attachment to a particular viewpoint so that a deeper 
level of listening, synthesis, and meaning evolves from the whole community. Indi-
vidual differences are acknowledged and respected, but the group searches for an 
expanded collective perspective.67 Chapter 9 explains dialogue more thoroughly. 
Only through conversation can people build collaboration and collective action 
so they move together on a common path.

Caring and Trust Members of a community genuinely care about one another. 
People consider how their actions affect others and the community as a whole. In 
addition, members accept others and help them grow without trying to control 
them, strive to understand others’ viewpoints and problems, and have empathy 
for others. Trust is developed from caring relationships and an emphasis on ethi-
cal behavior that serves the interests of the whole.

Shared Leadership In a community, a leader is one among many equals. People 
do not try to control others, and anyone can step forward as a leader. There is a 
spirit of equality, and everyone has an opportunity to make a valued contribution. 
Like plugs of zoysia grass planted far apart that eventually meld together into a 
beautiful carpet of lawn, leaders and followers who join in a true community 
meld together to make good things happen.68

Communities of Practice
One way in which people can build a sense of community in organizations is by 
enabling and supporting communities of practice. Communities of practice often 
form spontaneously in organizations as people gravitate toward others who share 
their interests and face similar problems.

Communities of practice are made up of individuals who are informally bound to 
one another through exposure to a similar set of problems and a common pursuit 
of solutions.69 For example, a community of practice might be customer service 
technicians at Dell Computer Corp. who share tips around the water cooler, a 
district sales offi ce that has a goal of being the top district offi ce in the country, 
or people located in various departments of a social services agency who share 
an interest in computer games. Communities of practice are similar to profes-
sional societies—people join them and stay in them by choice, because they think 
they have something to learn and something to contribute. Communities of prac-
tice are, by their nature, informal and voluntary. However, anyone can spur the 
 creation of a community of practice simply by purposefully developing personal 
relationships and facilitating relationships among others throughout the organi-
zation who share common interests or goals.

Dialogue
a type of communication in 
which each person suspends 
his attachment to a particular 
viewpoint so that a deeper 
level of listening, synthesis, and 
meaning evolves from the whole 
community

Dialogue
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Both leaders and followers can encourage and support these groups to help 
people fi nd meaning and purpose and build the relationships needed to move the 
whole organization forward. However, followers are typically in a better position 
than formal leaders to enable communities of practice. If a formal leader tries 
to establish such a group, it might be perceived by others as obligatory, which 
destroys the voluntary nature of the community. Followers who are willing to 
assume responsibility and serve others can be highly effective in pulling together 
communities of practice based on common interests, problems, needs, and ob-
jectives. By facilitating relationships across boundaries, communities of practice 
move both leadership and followership to new levels.

Summary and Interpretation
Leadership doesn’t happen without followers, and the important role of follower-
ship in organizations is increasingly recognized. People are followers more often 
than leaders, and effective leaders and followers share similar characteristics. 
An effective follower is both independent and active in the organization. Being an 
effective follower depends on not becoming alienated, conforming, passive, nor a 
pragmatic survivor.

Effective followership is not always easy. Effective followers display the cour-
age to assume responsibility, to serve, to challenge, to participate in transforma-
tion, and to leave the organization when necessary. Followers also are aware of 
their own power and its sources, which include personal and position sources. 
Strategies for being an effective follower include being a resource, helping the 
leader be a good leader, building a relationship with the leader, and viewing 
the leader realistically.

Followers want both their leaders and their colleagues to be honest and com-
petent. However, they want their leaders also to be forward-thinking and inspira-
tional. The two latter traits distinguish the role of leader from follower. Followers 
want to be led, not controlled. Leaders play an important role by creating an en-
vironment that enables people to contribute their best. Leaders can use feedback 
to develop effective followers by making regular feedback a habit, using elements 
of storytelling, being generous with positive feedback, and helping followers see 
feedback as an opportunity. They further expand followers’ potential and con-
tributions through self-management leadership, which calls for leaders to share 
power and responsibility in such a way that anyone can become a leader.

Together, leaders and followers forge a sense of interdependence and com-
munity in the organization. Community is characterized by inclusivity, a positive 
culture, conversation, caring, trust, and shared leadership. Communities of prac-
tice are an important tool for building community in the organization. Because 
they are voluntary by nature, communities of practice are created and sustained 
primarily by followers rather than by leaders.

Discussion Questions
 1. Discuss the role of a follower. Why do you think so little emphasis is given to follow-

ership compared to leadership in organizations?

 2. Compare the alienated follower with the passive follower. Can you give an example 
of each? How would you respond to each if you were a leader?
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 3. Do you think self-management leadership should be considered a leadership style? 
Why or why not?

 4. Which of the five demands on effective followers do you feel is most important? 
Least important? How does a follower derive the courage and power to be effective? 
Discuss.

 5. Do you think you would respond better to feedback that is presented using elements 
of storytelling rather than with a traditional performance review format? Discuss. 
How might using story and metaphor help followers reframe negative feedback?

 6. Describe the strategy for managing up that you most prefer. Explain.

 7. What do the traits followers want in leaders and in other followers tell us about the 
roles of each? Discuss.

 8. How might the characteristics of effective followership contribute to building com-
munity? Discuss.

 9. Is the will to leave a job the ultimate courage of a follower, compared to the will to 
participate in transformation? Which would be hardest for you?

Leadership at Work

Follower Role Play
You are a production supervisor at Hyperlink Systems. Your plant produces circuit boards 
that are used in Nokia cell phones and IBM computers. Hyperlink is caught in a competi-
tive pricing squeeze, so senior management hired a consultant to study the production 
department. The plant manager, Sue Harris, asked that the consultant’s recommendations 
be implemented immediately. She thought that total production would increase right 
away. Weekly production goals were set higher than ever. You don’t think she took into 
account the time required to learn new procedures, and plant workers are under great 
pressure. A handful of workers have resisted the new work methods because they can 
produce more circuit boards using the old methods. Most workers have changed to the 
new methods, but their productivity has not increased. Even after a month, many workers 
think the old ways are more efficient, faster, and more productive.

You have a couple of other concerns with Harris. She asked you to attend an opera-
tions conference, and at the last minute sent another supervisor instead, without any 
explanation. She has made other promises of supplies and equipment to your section, and 
then has not followed through. You think she acts too quickly without adequate imple-
mentation and follow-up.

You report directly to Harris and are thinking about your responsibility as a follower. 
Write below specifically how you would handle this situation. Will you confront her with 
the knowledge you have? When and where will you meet with her? What will you say? 
How will you get her to hear you?

What style—Effective, Conformist, Passive, Alienated—best describes your response 
to this situation? Referring to Exhibit 7.3, which strategy would you like to use to assist 
Harris?
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In Class: The instructor can ask students to volunteer to play the role of the plant 
manager and the production supervisor. A few students can take turns role-playing the 
production supervisor in front of the class to show different approaches to being a fol-
lower. Other students can be asked to provide feedback on each production supervisor’s 
effectiveness and on which approach seems more effective for this situation.

Source: Based on K.J. Keleman, J.E. Garcia, and K.J. Lovelace, Management Incidents: Role Plays for Management 
Development, (Kendall Hunt Publishing Company, 1990), pp. 73–75, 83.

Leadership Development: Cases for Analysis 

General Products Britain
Carl Mitchell was delighted to accept a job in the British branch office of General Products, 
Inc., a multinational consumer products corporation. Two months later, Mitchell was 
miserable. The problem was George Garrow, the general manager in charge of the British 
branch, to whom Mitchell reported.

Garrow had worked his way to the general manager position by “keeping his nose 
clean” and not making mistakes, which he accomplished by avoiding controversial and 
risky decisions.

As Mitchell complained to his wife, “Any time I ask him to make a decision, he just 
wants us to dig deeper and provide 30 more pages of data, most of which are irrelevant. 
I can’t get any improvements started.”

For example, Mitchell believed that the line of frozen breakfasts and dinners he 
was in charge of would be more successful if prices were lowered. He and his four prod-
uct managers spent weeks preparing graphs and charts to justify a lower price. Garrow 
reviewed the data but kept waffling, asking for more information. His latest request for 
weather patterns that might affect shopping habits seemed absurd.

Garrow seemed terrified of departing from the status quo. The frozen breakfast 
and dinner lines still had 1970s-style packaging, even though they had been reformu-
lated for microwave ovens. Garrow would not approve a coupon program in March 
because in previous years coupons had been run in April. Garrow measured progress 
not by new ideas or sales results but by hours spent in the office. He arrived early and 
shuffled memos and charts until late in the evening and expected the same from every-
one else.

After 4 months on the job, Mitchell made a final effort to reason with Garrow. He 
argued that the branch was taking a big risk by avoiding decisions to improve things. 
Market share was slipping. New pricing and promotion strategies were essential. But 
Garrow just urged more patience and told Mitchell that he and his product manag-
ers would have to build a more solid case. Soon after, Mitchell’s two best product 
managers quit, burned out by the marathon sessions analyzing pointless data without 
results.

QUESTIONS

 1. How would you evaluate Mitchell as a follower? Evaluate his courage and style.

 2. If you were Mitchell, what would you do now?

 3. If you were Garrow’s boss and Mitchell came to see you, what would you say?

Trams Discount Store
“Things are different around here” were the first words Jill heard from her new manager. 
Mr. Tyler was welcoming Jill back to another summer of working at Trams, a nationwide 
discount store. Jill was not at all thrilled with the prospect of another summer at Trams, 
but jobs were hard to find.
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Reluctantly, Jill had returned to work the 6:00 p.m. to 10:00 p.m. shift at Trams, 
where she worked in the ladies’ and children’s apparel department. Her job consisted 
of folding clothes, straightening up the racks, and going to the registers for “price 
checks.” Jill’s stomach tied in knots as she remembered her previous work experience 
at Trams. She was originally hired because management had found that college students 
work hard, and work hard Jill did. Her first boss at Trams was Ms. Williams, who had 
strict rules that were to be adhered to or else you were fired. There was to be no talking 
between employees, or to friends and family who entered the store. Each of the four 
clerks who worked the night shift was assigned a section of the department and was 
held responsible for it. With the clientele and the number of price checks, it was almost 
impossible to finish the work, but each night Jill would race against the clock to finish 
her section. Ms. Williams was always watching through a one-way mirror, so everyone 
was alert at all times. It seemed there wasn’t a minute to breathe—her 20-minute break 
(and not a minute more!) was hardly enough to recover from the stress of trying to beat 
the clock.

As Jill talked to Mr. Tyler, she sensed that things really were different. She was intro-
duced to the other employees she’d be working with and, to her surprise, they all seemed 
to know one another well and enjoy working at Trams. Mr. Tyler then left a little after 
6 p.m., leaving the night shift with no supervision! One of the girls explained that they all 
worked as a team to get the work done. There was constant chatter, and her co-workers 
seemed eager to get to know her and hear about her experiences at college. It was hard 
for Jill at first, but she gradually became used to talking and working. The others teased 
her a bit for working so hard and fast and rushing back to the department at the end of 
her allotted 20 minutes of break time.

At first, Jill was appalled by the amount of goofing off the clerks did, but as 
time passed she began to enjoy it and participate. After all, the work got done with 
time to spare. Maybe things weren’t quite as neat as before—and the store manager 
had alerted the department that sales were down—but no one had asked the work-
ers to change their behavior. Everyone, including Jill, began taking longer and longer 
breaks. Some of the clerks even snacked on the sales floor, and they were becoming 
sloppier and sloppier in their work. Jill liked the relaxed atmosphere, but her work 
ethic and previous training made it hard for her to accept this. She felt responsible 
for the decline in sales, and she hated seeing the department so untidy. She began to 
make a few suggestions, but the other workers ignored her and began excluding her 
from their bantering. She even talked to Mr. Tyler, who agreed that her suggestions 
were excellent, but he never said anything to the others. Their behavior grew more and 
more lax. None of the clerks did their job completely, and breaks often stretched to 
an hour long. Jill knew the quality of her own work went down as well, but she tried 
hard to keep up with her own job and the jobs of the others. Again, Trams became a 
nightmare.

The final straw came when her co-worker Tara approached Jill and asked her to 
change the price tag on a fashionable tank top to $2 and then “back her up” at the regis-
ter. Jill replied that the tag said $20, not $2. Tara explained that she worked hard, did her 
job, and never received any reward. The store owed her this “discount.” Jill adamantly 
refused. Tara changed the price tag herself, went to the register to ring it up, and called 
Jill a college snob. Jill knew it was time for her to act.

Source: Adapted from “Things Are Different Around Here,” prepared by Ann Marie Calacci, with the assistance of 
Frank Yeandel, in John E. Dittrich and Robert A. Zawacki, People and Organizations: Cases in Management and 
Organizational Behavior (Plano, TX: Business Publications, Inc., 1981), pp. 72–75.

QUESTIONS

 1. What types of “follower courage” does Jill need in this situation?

 2. If you were Jill, what action would you take first? If that didn’t produce results, 
what would you do second? Third?

 3. How might Jill use this experience to develop her personal potential?
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Your Leadership Challenge
After reading this chapter, you should be able to:

• Recognize and apply the difference between intrinsic and extrinsic 
rewards.

• Motivate others by meeting their higher-level needs.

• Apply needs-based theories of motivation.

• Implement individual and systemwide rewards.

• Avoid the disadvantages of “carrot-and-stick” motivation.

• Implement empowerment by providing the five elements of 
information, knowledge, discretion, meaning, and rewards.
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Motivation and Empowerment
Not so long ago, Kwik-Fit Financial Services was struggling. Morale at the 
Lanarkshire, Scotland-based insurance intermediary was dismal. People 
didn’t want to come to work, and most of those who showed up at the call 
center found it hard to slog through the day. The company was having a 
hard time recruiting workers to make up for a 52 percent staff turnover rate, 
and top managers had doubts about the fi rm’s future profi tability.

Managing Director Martin Oliver and Human Resource Director Keren 
Edwards embarked on a campaign to make Kwik-Fit “a fantastic place to 
work.” The two leaders started by listening, and they learned that most em-
ployees felt like the company didn’t care about them. So, Edwards led a se-
ries of workshops that involved every employee in examining life at the call 
center and how to make it better. In all, 32 workshops generated more than 
six thousand ideas. The company then charged teams made up of managers 
and rank-and-fi le volunteers with the task of implementing selected ideas. 
As a result, Kwik-Fit employees now work in a completely renovated build-
ing and enjoy bonuses, performance-based pay, fl extime, fl exible benefi ts, 
and onsite day care. In addition, they counter job stress by taking advantage 
of the free corporate gym; a cheerful “chill-out room” complete with TV, 
pool tables and computer games; yoga and tai chi classes; and a massage 
service. And then there’s Rob Hunter, the company’s fi rst “minister of fun,” 
who organizes special theme days, social evenings, annual sales awards, and 
the holiday party. “Staff needs to work hard and play hard to be motivated 
and productive,” Hunter observes.

Kwik-Fit has gone from being perceived as a company that doesn’t care 
about its workers to one where employees feel a sense of ownership, be-
longing, and engagement. By 2006, absenteeism had declined signifi cantly, 
 turnover was down 22 percent, and 80 percent of employees said they would 
recommend Kwik-Fit as a great place to work. Moreover, 2005 profi ts rose 
by 50 percent, thanks to improved customer service. As Oliver said, “You 
cannot give good customer service if your employees don’t feel good about 
coming to work.”1

Martin Oliver and Keren Edwards improved motivation at Kwik-Fit by 
creating an environment where people feel that they matter. Rewards such 
as bonuses and performance-based pay, and amenities such as the corporate 
gym and a massage service, contribute to employee satisfaction, but they are 
only part of the story. Equally important to motivation at Kwik-Fit is that 
employees feel that managers genuinely care about them and are willing to 
listen to their needs and concerns.

Many other leaders have found that creating an environment where 
people feel valued is a key to high motivation. This chapter explores 
 motivation in organizations and examines how leaders can bring out the 
best in followers. We examine the difference between intrinsic and extrinsic 
 rewards and discuss how these rewards meet the needs of followers. Indi-
viduals have both lower and higher needs, and there are different methods 
of motivation to meet those needs. The chapter presents several theories of 
motivation, with particular attention to the differences between leadership 
and conventional management methods for creating a motivated workforce. 
The fi nal sections of the chapter explore empowerment and other recent 
motivational tools that do not rely on traditional reward and puni shment 
methods.
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Leadership and Motivation
Most of us get up in the morning, go to school or work, and behave in ways that 
are predictably our own. We usually respond to our environment and the people 
in it with little thought as to why we work hard, enjoy certain classes, or fi nd 
some recreational activities so much fun. Yet all these behaviors are motivated 
by something. Motivation refers to the forces either internal or external to a person 
that arouse enthusiasm and persistence to pursue a certain course of action. Em-
ployee motivation affects productivity, and so part of a leader’s job is to channel 
followers’ motivation toward the accomplishment of the organization’s vision 
and goals.2 The study of motivation helps leaders understand what prompts peo-
ple to initiate action, what infl uences their choice of action, and why they persist 
in that action over time.

Exhibit 8.1 illustrates a simple model of human motivation. People have basic 
needs, such as for food, recognition, or monetary gain, which translate into an 
internal tension that motivates specifi c behaviors with which to fulfi ll the need. To 
the extent that the behavior is successful, the person is rewarded when the need is 
satisfi ed. The reward also informs the person that the behavior was appropriate 
and can be used again in the future.

The importance of motivation, as illustrated in Exhibit 8.1, is that it can 
lead to behaviors that refl ect high performance within organizations. Studies have 
found that high employee motivation and high organizational performance and 
profi ts go hand in hand.3 An extensive survey by the Gallup organization, for ex-
ample, found that when all of an organization’s employees are highly motivated 
and performing at their peak, customers are 70 percent more loyal, turnover 
drops by 70 percent, and profi ts jump 40 percent.4 Leaders can use motivation 
theory to help satisfy followers’ needs and simultaneously encourage high work 
performance. When workers are not motivated to achieve organizational goals, 
the fault is often with the leader.

Intrinsic and Extrinsic Rewards
Rewards can be either intrinsic or extrinsic, systemwide, or individual. Exhibit 8.2 
illustrates the categories of rewards, combining intrinsic and extrinsic rewards 
with those that are applied systemwide or individually.5 Intrinsic rewards are the 
internal satisfactions a person receives in the process of performing a particular 
action. Solving a problem to benefi t others may fulfi ll a personal mission, or the 
completion of a complex task may bestow a pleasant feeling of accomplishment. 
An intrinsic reward is internal and under the control of the individual, such as to 
engage in task behavior to satisfy a need for competency and self-determination. 
Consider the motivation of Oprah Winfrey. Winfrey is an Emmy award-winning 

Motivation
the forces either internal or 
external to a person that arouse 
enthusiasm and persistence to 
pursue a certain course of action

Motivation
the forces either internal or 
external to a person that arouse 
enthusiasm and persistence to 
pursue a certain course of action

Intrinsic rewards
internal satisfactions a person 
receives in the process of 
performing a particular action

Intrinsic rewards
internal satisfactions a person 
receives in the process of 
performing a particular action

Exhibit 8.1 A Simple Model of Motivation

NEED Creates desire to
fulfill needs (money, friendship,
recognition, achievement)

BEHAVIOR Results in
actions to fulfill needs

REWARDS Satisfy needs;
intrinsic or extrinsic rewards

FEEDBACK Reward informs person whether behavior was appropriate and should be used again.
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television talk show host and is personally worth an estimated $1.5 billion. Yet 
Winfrey says she has never been motivated by money or a desire for power and 
prestige. Instead, she is driven to high performance by a personal mission to serve 
others by uplifting, enlightening, encouraging, and transforming how people see 
themselves.6

Conversely, extrinsic rewards are given by another person, typically a super-
visor, and include promotions and pay increases. Extrinsic rewards at United 
Scrap Metal, for example, include annual bonuses, a 401(k) plan, and an annual 
$2,000 tuition-reimbursement program.7 Because they originate externally as 
a result of pleasing others, extrinsic rewards compel individuals to engage in a 
task behavior for an outside source that provides what they need, such as money 
to survive in modern society. Think about the difference in motivation for pol-
ishing a car if it belongs to you versus if you work at a car wash. Your good 
feelings from making your own car shine would be intrinsic. However, buffi ng 
a car that is but one of many in a day’s work requires the extrinsic reward of a 
paycheck.8

Rewards can be given systemwide or on an individual basis. Systemwide 
 rewards apply the same to all people within an organization or within a specifi c 
category or department. Individual rewards may differ among people within the 
same organization or department. An extrinsic, systemwide reward could be in-
surance benefi ts or vacation time available to an entire organization or category 
of people, such as those who have been with the organization for six months or 
more. An intrinsic, systemwide reward would be the sense of pride that comes 
from within by virtue of contributing to a “winning” organization. An extrin-
sic, individual reward is a promotion or a bonus check. An intrinsic, individual 
reward would be a sense of self-fulfi llment that an individual derives from his 
or her work.

Although extrinsic rewards are important, leaders work especially hard to 
help followers achieve intrinsic rewards—both individually and systemwide. We 
all know that people voluntarily invest signifi cant time and energy in activities 
they enjoy, such as hobbies, charitable causes, or community projects. Similarly, 
employees who get intrinsic satisfaction from their jobs often put forth increased 
effort. In addition, leaders genuinely care about others and want them to feel 
good about their work. Leaders create an environment that brings out the best in 
people.

Extrinsic rewards
rewards given by another 
person, typically a supervisor, 
such as pay increases and 
promotions
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rewards that apply the same to 
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Systemwide rewards
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Individual rewards
rewards that differ among 
individuals within the same 
organization or department
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rewards that differ among 
individuals within the same 
organization or department

Text not available due to copyright restrictions



228 PART 4: THE LEADER AS A RELATIONSHIP BUILDER

Action MemoAs a leader, you can provide extrinsic 
rewards, such as promotions, pay raises, 

and praise, but also help followers achieve 
intrinsic rewards and meet their higher-

level needs for accomplishment, growth, 
and fulfi llment.

On the job, people may always have to perform some activities they don’t 
particularly like, but leaders try to match followers with jobs and tasks that 
provide individual intrinsic rewards. They also strive to create an environ-
ment where people feel valued and feel that they are contributing to something 
worthwhile, helping followers achieve systemwide intrinsic rewards. In Fortune
magazine’s annual list of “100 Best Companies to Work For,” one of the primary 

characteristics shared by best companies is that they are purpose-driven; that 
is, people have a sense that what they do matters and makes a 
positive difference in the world.9 One example is Les Schwab Tire 
Centers, where employees feel like partners united toward a goal 
of making people’s lives easier. Stores fi x fl ats for free, and some 

have been known to install tires hours before opening time for an 
emergency trip. Employees frequently stop to help stranded motor-
ists. Schwab rewards people with a generous profi t-sharing plan for 
everyone and promotes store managers solely from within. These ex-
ternal rewards supplement the intrinsic rewards people get from their 
work, leading to extremely high motivation.10

Higher Versus Lower Needs
Intrinsic rewards appeal to the “higher” needs of individuals, such as for accomp-
lishment, competence, fulfi llment, and self-determination. Extrinsic rewards appeal 
to the “lower” needs of individuals, such as for material comfort and basic safety and 
security. Exhibit 8.3 outlines the distinction between conventional management 
and leadership approaches to motivation based on people’s needs. Conventional 

Exhibit 8.3 Needs of People and Motivation Methods

Source: Adapted from William D. Hitt, The Leader-Manager: Guidelines for Action (Columbus, OH: Battelle 
Press, 1988), p. 153.
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management approaches often appeal to an individual’s lower, basic needs and 
rely on extrinsic rewards and punishments—carrot-and-stick methods—to mo-
tivate subordinates to behave in desired ways. These approaches are effective, 
but they are based on controlling the behavior of people by manipulating their 
decisions about how to act. The higher needs of people may be unmet in favor of 
utilizing their labor in exchange for external rewards. Under conventional man-
agement, people perform adequately to receive the “carrot,” or avoid the “stick,” 
because they will not necessarily derive intrinsic satisfaction from their work.

The leadership approach strives to motivate people by providing them with 
the opportunity to satisfy higher needs and become intrinsically rewarded. For 
example, employees in companies that are infused with a social mission, and that 
fi nd ways to enrich the lives of others, are typically more highly motivated be-
cause of the intrinsic rewards they get from helping other people.11 Leaders at any 
company can enable people to fi nd meaning in their work. At FedEx, for example, 
many employees take pride in getting people the items they need on time, whether 
it be a work report that is due, a passport for a holiday trip to Jamaica, or an 
emergency order of medical supplies.12 Remember, however, that the source of 
an intrinsic reward is internal to the follower. Thus, what is intrinsically rewarding 
to one individual may not be so to another. One way in which leaders try to  enable 
all followers to achieve intrinsic rewards is by giving them more control over 
their own work and the power to affect outcomes. When leaders empower others, 
allowing them the freedom to determine their own actions, subordinates reward 
themselves intrinsically for good performance. They may become creative, inno-
vative, and develop a greater commitment to their objectives. Thus motivated, 
they often achieve their best possible performance.

Ideally, work behaviors should satisfy both lower and higher needs, as well 
as serve the mission of the organization. Unfortunately, this is often not the 
case. The leader’s motivational role, then, is to create a situation that integrates 
the needs of people—especially higher needs—and the fundamental objectives 
of the organization.

Needs-Based Theories of Motivation
Needs-based theories emphasize the needs that motivate people. At any point in 
time, people have basic needs such as those for monetary reward or achievement. 
These needs are the source of an internal drive that motivates behavior to fulfi ll 
the needs. An individual’s needs are like a hidden catalog of the things he or she 
wants and will work to get. To the extent that leaders understand worker needs, 
they can design the reward system to reinforce employees for directing energies 
and priorities toward attainment of shared goals.

Hierarchy of Needs Theory
Probably the most famous needs-based theory is the one developed by Abraham 
Maslow.13 Maslow’s hierarchy of needs theory proposes that humans are motivated 
by multiple needs and those needs exist in a hierarchical order, as illustrated in 
Exhibit 8.4, wherein the higher needs cannot be satisfi ed until the lower needs are 
met. Maslow identifi ed fi ve general levels of motivating needs.

 • Physiological The most basic human physiological needs include food, 
water, and oxygen. In the organizational setting, these are reflected in the 
needs for adequate heat, air, and base salary to ensure survival.

Hierarchy of needs theory
Maslow’s theory proposes 
that humans are motivated by 
multiple needs and those needs 
exist in a hierarchical order

Hierarchy of needs theory
Maslow’s theory proposes 
that humans are motivated by 
multiple needs and those needs 
exist in a hierarchical order
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Action MemoYou can evaluate your current or a previous 
job according to Maslow’s needs theory and 

Herzberg’s two-factor theory by answering 
the questions in Leader’s Self-Insight 8.1 on 

page 232.

Exhibit 8.4 Maslow’s Hierarchy of Needs

Self-actualization Needs

Esteem Needs

Belongingness Needs

Safety Needs

Physiological Needs

Opportunities for advancement, autonomy, growth, creativity

Recognition, approval, high status, increased responsibilities

Work groups, clients, co-workers, supervisors

Safe work, fringe benefits, job security

Heat, air, base salary  

Need Hierarchy Fulfillment on the Job

 • Safety Next is the need for a safe and secure physical and emotional 
environment and freedom from threats—that is, for freedom from violence 
and for an orderly society. In an organizational workplace, safety needs 
reflect the needs for safe jobs, fringe benefits, and job security.

 • Belongingness People have a desire to be accepted by their peers, have 
friendships, be part of a group, and be loved. In the organization, these needs 
influence the desire for good relationships with co-workers, participation 
in a work team, and a positive relationship with supervisors.

 • Esteem The need for esteem relates to the desires for a positive self-image 
and for attention, recognition, and appreciation from others. Within 
organizations, esteem needs reflect a motivation for recognition, an increase in 
responsibility, high status, and credit for contributions to the organization.

 • Self-actualization The highest need category, self-actualization, represents 
the need for self-fulfillment: developing one’s full potential, increasing 
one’s competence, and becoming a better person. Self-actualization needs 
can be met in the organization by providing people with opportunities to 
grow, be empowered and creative, and acquire training for challenging 
assignments and advancement.

According to Maslow’s theory, physiology, safety, and belonging are defi -
ciency needs. These low-order needs take priority—they must be satisfi ed before 
higher-order, or growth needs, are activated. The needs are satisfi ed in sequence: 
 Physiological needs are satisfi ed before safety needs, safety needs are satisfi ed be-
fore social needs, and so on. A person desiring physical safety will devote his or 
her efforts to securing a safer environment and will not be concerned with esteem 
or self-actualization. Once a need is satisfi ed, it declines in importance and the 
next higher need is activated. When a union wins good pay and working condi-
tions for its members, for example, basic needs will be met and union members 
may then want to have social and esteem needs met in the workplace.

Two-Factor Theory
Frederick Herzberg developed another popular needs-based theory 
of motivation called the two-factor theory.14 Herzberg interviewed 
hundreds of workers about times when they were highly motivated 
to work and other times when they were dissatisfi ed and unmotivated to 

work. His fi ndings suggested that the work characteristics associated with 
dissatisfaction were quite different from those pertaining to satisfaction, 
which prompted the notion that two factors infl uence work motivation.
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Exhibit 8.5 illustrates the two-factor theory. The center of the scale is  neutral, 
meaning that workers are neither satisfi ed nor dissatisfi ed. Herzberg believed that 
two entirely separate dimensions contribute to an employee’s behavior at work. 
The fi rst dimension, called hygiene factors, involves the presence or absence of job 
dissatisfi ers, such as working conditions, pay, company policies, and interpersonal 
relationships. When hygiene factors are poor, work is dissatisfying. This is similar 
to the concept of defi ciency needs described by Maslow. Good hygiene factors 
remove the dissatisfaction, but they do not in themselves cause people to become 
highly satisfi ed and motivated in their work.

The second set of factors does infl uence job satisfaction. Motivators fulfi ll high-level 
needs such as needs for achievement, recognition, responsibility, and opportunity for 
growth. Herzberg believed that when motivators are present, workers are highly moti-
vated and satisfi ed. Thus, hygiene factors and motivators represent two distinct factors 
that infl uence motivation. Hygiene factors work in the area of lower-level needs, and 
their absence causes dissatisfaction. Unsafe working conditions or a noisy work environ-
ment will cause people to be  dissatisfi ed, but their correction will not cause a high 
level of work enthusiasm and satisfaction. Higher-level motivators 
such as challenge, responsibility, and recognition must be in place 
before employees will be highly motivated to excel at their work.

The implication of the two-factor theory for leaders is clear. 
People have multiple needs, and the leader’s role is to go beyond 
the removal of dissatisfi ers to the use of motivators to meet higher-
level needs and propel employees toward greater enthusiasm and 
satisfaction. At steel-maker Nucor, leaders have created one of the 
most motivated and dynamic workforces in the United States by 
incorporating motivators to meet people’s higher level needs.

Hygiene factors
the fi rst dimension of 
Herzberg’s two-factor theory; 
involves working conditions, 
pay, company policies, and 
interpersonal relationships

Hygiene factors
the fi rst dimension of 
Herzberg’s two-factor theory; 
involves working conditions, 
pay, company policies, and 
interpersonal relationships

Motivators
the second dimension of 
Herzberg’s two-factor theory; 
involves job satisfaction and 
meeting higher-level needs such 
as achievement, recognition, 
and opportunity for growth

Motivators
the second dimension of 
Herzberg’s two-factor theory; 
involves job satisfaction and 
meeting higher-level needs such 
as achievement, recognition, 
and opportunity for growth

Exhibit 8.5 Herzberg’s Two-Factor Theory

Achievement
Recognition
Responsibility
Work itself
Personal growth

Motivators 
influence level
of satisfaction.

Area of Satisfaction

Hygiene factors
influence level of
dissatisfaction.

Area of Dissatisfaction

Highly
Satisfied

Neither
Satisfied nor
Dissatisfied

Highly
Dissatisfied

Motivators

Working conditions
Pay and security
Company policies
Supervisors
Interpersonal
  relationships

Hygiene
Factors

Action Memo

As a leader, you can use  good working 

conditions, satisfactory pay, and comfortable 

relationships to reduce job dissatisfaction. 

To spur greater follower satisfaction and 

enthusiasm, you can employ motivators— 

challenge, responsibility, and recognition.



Daniel R. DiMicco, Nucor

Since Daniel R. DiMicco took over at Nucor in 2000, sales have jumped from $4.6 
billion to $12.7 billion, income has grown from $311 million to $1.3 billion, and 
the company shipped more steel in 2005 than any other company in the United 
States. Those results speak for the extraordinary effort made by Nucor’s highly mo-
tivated employees. As top executive of the Charlotte, North Carolina-based minimill, 
DiMicco follows the employee-centered, egalitarian management philosophy of 
Nucor’s legendary former CEO, the late F. Kenneth Iverson.
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At Nucor, rewarding people richly, treating them with respect, and giving them 
real power sparks amazing motivation and performance. Employees are organized 
into teams in a decentralized, fl attened, four-level organization. With most decision-
making authority pushed down to the division level, employees run their part of 
the business as if it were their own. It’s not unusual for front-line workers to take 
it upon themselves to work 20-hour shifts to get a disabled plant up and running, 
for example. As Iverson once put it, “Instead of telling people what to do and then 
hounding them to do it, our managers focus on shaping an environment that frees 
employees to determine what they can do and should do, to the benefi t of them-
selves and the business. We’ve found that their answers drive the progress of our 
business faster than our own.”

Base pay at Nucor is relatively low, but under the company’s performance-
based compensation system, weekly bonuses can average 80 to 150 percent of 
a steelworker’s base pay. Even though base pay starts at around $10 an hour, the 
average Nucor steelworker took home around $100,000 in 2005. In a bad year, 
 everyone—the CEO included—shares the pain. The fi nancial incentives are impor-
tant, but motivation at Nucor relies more on leaders’ determined focus on creating 
an environment where front-line workers can thrive. It’s an environment that long-
time employees have called “magical.”15 

Leaders at Nucor have successfully applied the two-factor theory to provide both 
hygiene factors and motivators, thus meeting employees higher as well as lower 
needs. It’s a formula that has created happy, engaged employees and a successful 
organization.

Acquired Needs Theory
Another needs-based theory was developed by David McClelland. The acquired 
needs theory proposes that certain types of needs are acquired during an individual’s 
lifetime. In other words, people are not born with these needs, but may learn them 
through their life experiences.16 For example, the parents of Bill Strickland, who 
founded and runs a highly successful non-profi t organization, always encouraged 
him to follow his dreams. When he wanted to go south to work with the Free-
dom Riders in the 1960s, they supported him. His plans for tearing up the family 
basement and making a photography studio were met with equal enthusiasm. 
Strickland thus developed a need for achievement that enabled him to accomplish 
amazing results later in life.17 You will learn more about Bill Strickland’s leader-
ship approach in Chapter 12. Three needs most frequently studied are the need 
for achievement, need for affi liation, and need for power.

 • Need for achievement—the desire to accomplish something difficult, attain 
a high standard of success, master complex tasks, and surpass others.

 • Need for affiliation—the desire to form close personal relationships, avoid 
conflict, and establish warm friendships.

 • Need for power—the desire to influence or control others, be responsible 
for others, and have authority over others.

For more than 20 years, McClelland studied human needs and their implica-
tions for management. People with a high need for achievement tend to enjoy 
work that is entrepreneurial and innovative. People who have a high need for 
affi liation are successful “integrators,” whose job is to coordinate the work of 
people and departments.18 Integrators include brand managers and project man-
agers, positions that require excellent people skills. A high need for power is often 

Acquired needs theory
McClelland’s theory that 
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power) are acquired during an 
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associated with successful attainment of top levels in the organizational hierarchy. 
For example, McClelland studied managers at AT&T for 16 years and found that 
those with a high need for power were more likely to pursue a path of continued 
promotion over time.

In summary, needs-based theories focus on underlying needs that motivate 
how people behave. The hierarchy of needs theory, the two-factor theory, and the 
acquired needs theory all identify the specifi c needs that motivate people. Leaders 
can work to meet followers’ needs and hence elicit appropriate and successful 
work behaviors.

Other Motivation Theories
Three additional motivation theories, the reinforcement perspective, expectancy 
theory, and equity theory, focus primarily on extrinsic rewards and punishments. 
Relying on extrinsic rewards and punishments is sometimes referred to as the 
“carrot-and-stick” approach.19 The behavior that produces a desired outcome is 
rewarded with “carrots,” such as a pay raise or a promotion. Conversely, unde-
sirable or unproductive behavior brings the “stick,” such as a demotion or with-
holding a pay raise. Carrot-and-stick approaches tend to focus on lower needs, 
although higher needs can sometimes also be met.

Reinforcement Perspective on Motivation
The reinforcement approach to employee motivation sidesteps the deeper issue of 
employee needs described in the needs-based theories. Reinforcement theory simply 
looks at the relationship between behavior and its consequences by changing or 
modifying followers’ on-the-job behavior through the appropriate use of immediate 
rewards or punishments.

Behavior modifi cation is the name given to the set of techniques by which 
 reinforcement theory is used to modify behavior.20 The basic assumption underly-
ing behavior modifi cation is the law of effect, which states that positively reinforced 
behavior tends to be repeated, and behavior that is not reinforced tends not to 
be repeated. Reinforcement is defi ned as anything that causes a certain behavior 
to be repeated or inhibited. Four ways in which leaders use reinforcement to modify 
or shape employee behavior are: positive reinforcement, negative reinforcement, 
punishment, and extinction.

Positive reinforcement is the administration of a pleasant and rewarding con-
sequence following a behavior. A good example of positive reinforcement is im-
mediate praise for an employee who arrives on time or does a little extra in his 
or her work. The pleasant consequence will increase the likelihood of the excel-
lent work behavior occurring again. Studies have shown that positive reinforce-
ment does help to improve performance. In addition, non-fi nancial reinforcements 
such as positive feedback, social recognition, and attention are just as effective as 
 fi nancial rewards.21 Indeed, many people consider factors other than money to be 
more important. Nelson Motivation Inc. conducted a survey of 750 employees 
across various industries to assess the value they placed on various rewards. Cash 
and other monetary awards came in dead last. The most valued rewards involved 
praise and manager support and involvement.22

Negative reinforcement is the withdrawal of an unpleasant consequence once a be-
havior is improved. Sometimes referred to as avoidance learning, negative reinforce-
ment means people learn to perform the desired behavior by avoiding unpleasant 
situations. A simple example would be when a supervisor stops reprimanding an 
employee for tardiness once the employee starts getting to work on time.
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Punishment is the imposition of unpleasant outcomes on an employee. Punish-
ment typically occurs following undesirable behavior. For example, a supervisor 
may berate an employee for performing a task incorrectly. The supervisor expects 
that the negative outcome will serve as a punishment and reduce the likelihood 
of the behavior recurring. The use of punishment in organizations is controversial 
and often criticized because it fails to indicate the correct behavior.

Extinction is the withdrawal of a positive reward, meaning that behavior is no 
longer reinforced and hence is less likely to occur in the future. If a perpetually 
tardy employee fails to receive praise and pay raises, he or she will begin to realize 
that the behavior is not producing desired outcomes. The behavior will gradually 
disappear if it is continually not reinforced.

A New York Times reporter wrote a humorous article about how she learned 
to stop nagging and instead use reinforcement theory to shape her husband’s 
behavior after studying how professionals train animals.23 When her husband 
did something she liked, such as throw a dirty shirt in the hamper, she would use 
positive reinforcement, thanking him or giving him a hug and a kiss. Undesirable 
behaviors, such as throwing dirty clothes on the fl oor, on the other hand, were 
simply ignored, applying the principle of extinction.

Leaders can also apply reinforcement theory to infl uence the behavior of fol-
lowers. They can reinforce behavior after each and every occurrence, which is 
referred to as continuous reinforcement, or they can choose to reinforce behavior 
intermittently, which is referred to as partial reinforcement. Some of today’s com-
panies use a continuous reinforcement schedule by offering people cash, game 
tokens, or points that can be redeemed for prizes each time they perform the de-
sired behavior. Leaders at LDF Sales & Distributing, for example, tried a program 
called “The Snowfl y Slots,” developed by management professor Brooks Mitchell, 
to cut inventory losses. Workers received tokens each time they double-checked 
the quantity of a shipment. Since LDF started using Snowfl y, inventory losses have 
fallen by 50 percent, saving the company $31,000 a year.24

With partial reinforcement, the desired behavior is reinforced often enough to 
make the employee believe the behavior is worth repeating, even though it is not 
rewarded every time it is demonstrated. Continuous reinforcement can be very 
effective for establishing new behaviors, but research has found that partial 
 reinforcement is more effective for maintaining behavior over extended time 
 periods.25

Some leaders have applied reinforcement theory very effectively to shape 
 followers’ behavior. Garry Ridge, CEO of WD-40 Company, which makes the 
popular lubricant used for everything from loosening bolts to removing scuff 
marks from fl oors, wanted to encourage people to talk about their failures so the 
company could learn from them. He offered prizes to anyone who would e-mail 
and share their “learning moments,” and each respondent would have the chance 
to win an all-expenses paid vacation. The positive reinforcement, combined with 
the company’s “blame-free” policy, motivated people to share ideas that have 
helped WD-40 keep learning and growing.26

Expectancy Theory
Expectancy theory suggests that motivation depends on individuals’ mental expecta-
tions about their ability to perform tasks and receive desired rewards. Expectancy 
theory is associated with the work of Victor Vroom, although a number of scholars 
have made contributions in this area.27 Expectancy theory is concerned not with 
understanding types of needs, but with the thinking process that individuals use 
to achieve rewards.
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Expectancy theory is based on the relationship among the individual’s effort, 
the possibility of high performance, and the desirability of outcomes following high 
performance. Exhibit 8.6 illustrates these elements and the relationships among 
them. The E � P expectancy is the probability that putting effort into a task will 
lead to high performance. For this expectancy to be high, the individual must have 
the ability, previous experience, and necessary tools, information, and opportunity 

to perform. The P � O expectancy involves whether successful performance 
will lead to the desired outcome. If this expectancy is high, the indi-
vidual will be more highly motivated. Valence refers to the value of 
outcomes to the individual. If the outcomes that are available from 
high effort and good performance are not valued by an employee, 
motivation will be low. Likewise, if outcomes have a high value, mo-
tivation will be higher. A simple example to illustrate the relationships 
in Exhibit 8.6 is Alfredo Torres, a salesperson at Diamond Gift Shop. If 
Alfredo believes that increased selling effort will lead to higher personal 
sales, his E � P expectancy would be considered high. Moreover, if he 

also believes that higher personal sales will lead to a promotion or pay 
raise, the P � O expectancy is also high. Finally, if Alfredo places a high 
value on the promotion or pay raise, valence is high and he will be highly 
motivated. For an employee to be highly motivated, all three factors in the 

expectancy model must be high.28

Like the path–goal theory of leadership described in Chapter 3, expectancy 
theory is personalized to subordinates’ needs and goals. A leader’s responsibility 
is to help followers meet their needs while attaining organizational goals. One 
employee may want to be promoted to a position of increased responsibility, and 
 another may want a good relationship with peers. To increase motivation, leaders 
can  increase followers’ expectancy by clarifying individual needs, providing the de-
sired outcomes, and ensuring that individuals have the ability and support needed 

Exhibit 8.6 Key Elements of Expectancy Theory

E     P  expectancy
Effort            Performance

Will putting effort into
the task lead to the
desired performance?

P     O  expectancy
Performance          Outcomes

Valence — value of outcomes
(pay, recognition, other rewards)

Motivation

Will high performance
lead to the desired outcome?

Are the available outcomes
highly valued?

Action MemoAs a leader, you can change follower 
behavior through the appropriate use of 

rewards and punishments. To establish 
new behaviors quickly, you can reinforce 

the desired behavior after each and every 
occurrence. To sustain the behaviors over 

a long time period, try reinforcing the 
behaviors intermittently.
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to perform well and attain their desired outcomes. One interesting illustration of 
the use of expectancy theory is the Pathways to Rewards program, sponsored by 
non-profi t organization Project Match as a way to help poor people improve their 
lives.

Project Match, Pathways to Rewards

It’s a perpetual problem for social service agencies working with the poor: How do 
you get people who feel tired and beaten down to pull themselves up and take posi-
tive steps toward improving their lives? A few small, experimental programs around 
the United States are using incentives to motivate poor people to look for jobs, 
enroll in literacy classes, keep their houses clean, or pay their rent on time.

One such program, Pathways to Rewards, sponsored by Project Match, has 
doled out about $19,000 in prizes such as DVD players, bicycles, clothing, or food 
certifi cates in a low-income area near Chicago. Participants in the program meet 
with counselors to establish goals and then pick the rewards they’d like to work to-
ward. One woman, who has struggled with depression, uses the program to moti-
vate herself to keep her doctor’s appointments, get her children dressed for school, 
and do volunteer work to get out of the house. When the person accumulates the 
number of points needed for the desired item, the counselor arranges for a gift 
certifi cate or check written to the store for the purchase. Those who reach their 
goals are also recognized at an awards banquet, where their names and point totals 
are displayed on a big screen as they are honored on stage. “They fl ash the lights 
and take your picture and make you feel like you’re a star,” said one participant. The 
recognition for many is just as important a reward as the prizes.

Programs such as Pathways to Rewards aren’t a cure-all, but many experts 
think the use of incentives holds great potential for changing some of the behaviors 
that keep people tied to poverty. “We’re saying, ‘Look, every single person can 
make progress, ’” says Toby Herr, executive director of Project Match. “We’re asking 
you to tell us what you’re good at and offer you a broad enough array of goals 
[and rewards] so you can keep succeeding.”29

Participants in the Pathways to Rewards program work with 
counselors to set goals that they believe they can achieve if they put 
forth effort; they know that achieving the goal will lead to reward 
and recognition; and they have the opportunity to pick the type 
of rewards they desire. Thus, all three elements of the expectancy 
theory model illustrated in Exhibit 8.6 are high, which leads to high 
motivation. As soon as people show that they can consistently meet a 
goal, counselors work with them to set more ambitious ones in order 
to keep receiving rewards points. Within the fi rst 18 months of the 
program, about 80 percent of those enrolled had met their goals.

Equity Theory
Sometimes employees’ motivation is affected not only by their expectancies and 
the rewards they receive, but also by their perceptions of how fairly they are 
treated in relation to others. Equity theory proposes that people are motivated to 
seek social equity in the rewards they receive for performance.30 According to the 
theory, if people perceive their rewards as equal to what others receive for similar 
contributions, they will believe they are treated fairly and will be more highly 
motivated. When they believe they are not being treated fairly and equitably, 
motivation will decline.

Equity theory
a theory that proposes that 
people are motivated to seek 
social equity in the rewards they 
expect for performance

Equity theory
a theory that proposes that 
people are motivated to seek 
social equity in the rewards they 
expect for performance
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Action Memo

Expectancy theory and reinforcement theory 

are widely used in all types of organizations 

and leadership situations. The questionnaire 

in Leader’s Self-Insight 8.2 on page 238 

gives you the opportunity to see how 

effectively you apply these motivational 

ideas in your own leadership.



People evaluate equity by a ratio of inputs to outcomes. That is, employees 
make comparisons of what they put into a job and the rewards they receive relative 
to those of other people in the organization. Inputs include such things as education, 
experience, effort, and ability. Outcomes include pay, recognition, promotions, and 
other rewards. A state of equity exists whenever the ratio of one person’s outcomes 
to inputs equals the ratio of others’ in the work group. Inequity occurs when the 
input/outcome ratios are out of balance, such as when an employee with a high level 
of  experience and ability receives the same salary as a new, less-educated employee. 
Consider Deb Allen, an employee who went into the offi ce on a weekend to catch up 
on work and found a document accidentally left on the copy machine. When she saw 
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Think about situations in which you were in a formal 
or informal leadership role in a group or organization. 
Imagine using your personal approach as a leader, and 
answer the questions below. Indicate whether each item 
below is Mostly False or Mostly True for you. 

Mostly 
False

Mostly 
True

1. I ask the other person what 
rewards they value for high 
 performance. _______ _______

2. I find out if the person has the 
ability to do what needs to be 
done. _______ _______

3. I explain exactly what needs to be 
done for the person I’m trying to 
motivate. _______ _______

4. Before giving somebody a 
reward, I find out what would 
appeal to that person. _______ _______

5. I negotiate what people will rece-
ive if they accomplish the goal.

_______ _______

6. I make sure people have the 
ability to achieve performance 
targets. _______ _______

7. I give special recognition when 
others’ work is very good. _______ _______

8. I only reward people if their per-
formance is up to standard. _______ _______

9. I use a variety of rewards to re -
inforce exceptional performance. _______ _______

10. I generously praise people who 
perform well. _______ _______

11. I promptly commend others 
when they do a better-than-
average job. _______ _______

12. I publicly compliment others 
when they do outstanding work. _______ _______

Your Approach to Motivating Others
Leader’s Self-Insight 8.2

Scoring and Interpretation
These questions represent two related aspects of moti-
vation theory. For the aspect of expectancy theory, 
sum the points for Mostly True to questions 1–6. For 
the aspect of reinforcement theory, sum the points for 
Mostly True for questions 7–12.
The scores for my approach to motivation are:

My use of expectancy theory ______
My use of reinforcement theory ______

These two scores represent how you see yourself 
applying the motivational concepts of expectancy and 
reinforcement in your own leadership style. Four or 
more points on expectancy theory means you motivate 
people by managing expectations. You understand how a 
person’s effort leads to performance and make sure that 
high performance leads to valued rewards. Four or more 
points for reinforcement theory means that you attempt 
to modify people’s behavior in a positive direction with 
frequent and prompt positive reinforcement. New man-
agers often learn to use reinforcements first, and as 
they gain more experience are able to apply expectancy 
theory.

Exchange information about your scores with other 
students to understand how your application of these 
two motivation theories compares to other students. 
Remember, leaders are expected to master the use of 
these two motivation theories. If you didn’t receive an 
average score or higher, you can consciously do more 
with expectations and reinforcement when you are in a 
leadership position.

Sources: The questions above are based on D. Whetten and 
K. Cameron, Developing Management Skills, 5th ed. (Prentice-Hall, 
2002), pp. 302–303; and P.M. Podsakoff, S.B. Mackenzie, R.H. 
Moorman, and R. Fetter, “Transformational Leader Behaviors 
and Their Effects on Followers’ Trust in Leader, Satisfaction, and 
Organizational Citizenship Behaviors,” Leadership Quarterly 1, 
no. 2 (1990), pp. 107–142.
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that some new hires were earning thousands more than their counterparts (including 
Allen) with more experience, and that “a noted screw-up” was making more than 
some highly competent people, Allen began questioning why she was working on 
weekends for less pay than many others were receiving. She became so 
demoralized by the perceived state of inequity that she quit her job 
three months later.31

This discussion provides only a brief overview of equity theory. 
The theory’s practical use has been criticized because a number of 
key issues are unclear. However, the important point of equity the-
ory is that, for many people, motivation is infl uenced signifi cantly 
by relative as well as absolute rewards. The concept reminds leaders 
that they should be cognizant of the possible effects of perceived 
inequity on follower motivation and performance.

The Carrot-and-Stick Controversy
Reward and punishment motivational practices dominate organizations. Accord-
ing to the Society for Human Resource Management, 84 percent of all companies 
in the United States offer some type of monetary or non-monetary reward system, 
and 69 percent offer incentive pay, such as bonuses, based on an employee’s perfor-
mance.32 However, in other studies, more than 80 percent of employers with incen-
tive programs have reported that their programs are only somewhat successful or 
not working at all.33

When used appropriately, fi nancial incentives can be quite effective. For one 
thing, giving employees pay raises or bonuses can signal that leaders value their 
contributions to the organization. Some researchers argue that using money as 
a motivator almost always leads to higher performance.34 However, despite the 
testimonies of numerous organizations that enjoy successful incentive programs, 
the arguments against the effi cacy of carrot-and-stick methods are growing. Critics 
argue that extrinsic rewards are neither adequate nor productive motivators and 
may even work against the best interests of organizations. Reasons for this criti-
cism include the following:

 1. Extrinsic rewards diminish intrinsic rewards. The motivation to seek an 
extrinsic reward, whether a bonus or professional approval, leads people 
to focus on the reward rather than on the work they do to achieve it.35

Reward-seeking of this type necessarily diminishes the intrinsic satisfaction 
people receive from the process of working. Numerous studies have found 
that giving people extrinsic rewards undermines their interest in the work 
itself.36 When people lack intrinsic rewards in their work, their performance 
levels out; it stays just adequate to reach the reward. In the worst case, 
people perform hazardously, such as covering up an on-the-job accident to 
get a bonus based on a safety target. In addition, with extrinsic rewards, 
individuals tend to attribute their behavior to extrinsic rather than intrinsic 
factors, diminishing their own contributions.37

 2. Extrinsic rewards are temporary. Bestowing outside incentives on people 
might ensure short-term success, but not long-term quality.38 The success of 
reaching immediate goals is quickly followed by the development of unintended 
consequences. Because people are focusing on the reward, the work they do 
holds no interest for them, and without interest in their work, the potential 
for exploration, innovation, and creativity disappears.39 The current deadline 
may be met, but better ways of working will not be discovered.

Action Memo

As a leader, you can clarify the rewards 

a follower desires and ensure that he or 

she has the knowledge, skills, resources, 

and support to perform and obtain the 

desired rewards. You can keep in mind that 

perceived equity or inequity in rewards also 

infl uences motivation. 
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 3. Extrinsic rewards assume people are driven by lower needs. The perfunctory 
rewards of praise and pay increases tied to performance presumes that the 
primary reason people initiate and persist in actions is to satisfy lower 
needs. However, behavior is also based on yearning for self-expression, and 
on self-esteem, self-worth, feelings, and attitudes. A survey of employees 
at Fortune’s “100 Best Companies to Work For” found that the majority 
mentioned intrinsic rather than extrinsic rewards as their motivation. 
Although many of these workers had been offered higher salaries elsewhere, 
they stayed where they were because of such motivators as a fun, challenging 
work environment; flexibility that provided a balance between work and 
personal life; and the potential to learn, grow, and be creative.40 Offers of an 
extrinsic reward do not encourage the myriad behaviors that are motivated 
by people’s need to express elements of their identities. Extrinsic rewards 
focus on the specific goals and deadlines delineated by incentive plans rather 
than enabling people to facilitate their vision for a desired future, that is, to 
realize their possible higher need for growth and fulfillment.41

 4. Organizations are too complex for carrot-and-stick approaches. The current 
organizational climate is marked by uncertainty and high interdependence 
among departments and with other organizations. In short, the relationships 
and the accompanying actions that are part of organizations are 
overwhelmingly complex.42 By contrast, the carrot-and-stick plans are quite 
simple, and the application of an overly simplified incentive plan to a highly 
complex operation usually creates a misdirected system.43 It is difficult for 
leaders to interpret and reward all the behaviors that employees need to 
demonstrate to keep complex organizations successful over the long term. 
Thus, extrinsic motivators often wind up rewarding behaviors that are the 
opposite of what the organization wants and needs. Although managers may 
espouse long-term growth, for example, they reward quarterly earnings; 
thus, workers are motivated to act for quick returns for themselves. In recent 
years, numerous scandals have erupted because the practice of rewarding 
executives with stock options unintentionally encouraged managers to push 
accounting rules to the limits in order to make their financial statements look 
good and push up the stock prices.44 This chapter’s Consider This further 
examines how incentives can end up motivating the wrong behaviors.

 5. Carrot-and-stick approaches destroy people’s motivation to work as a group. 
Extrinsic rewards and punishments create a culture of competition versus a 
culture of cooperation.45 In a competitive environment, people see their goal 
as individual victory, as making others appear inferior. Thus, one person’s 
success is a threat to another’s goals. Furthermore, sharing problems and 
solutions is out of the question when co-workers may use your weakness to 
undermine you, or when a supervisor might view the need for assistance as 
a disqualifier for rewards. The organization is less likely to achieve excellent 
performance from employees who are mistrustful and threatened by one 
another. In contrast, replacing the carrot-and-stick with methods based on 
meeting higher as well as lower needs enables a culture of collaboration 
marked by compatible goals; all the members of the organization are trying 
to achieve a shared vision. Without the effort to control behavior individually 
through rigid rewards, people can see co-workers as part of their success. 
Each person’s success is mutually enjoyed because every success benefits the 
organization. When leaders focus on higher needs, they can make everyone 
feel valued, which facilitates excellent performance.
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Managers who complain about the lack of motivation in 
workers might do well to examine whether the reward 
system encourages behavior different from what they 
are seeking. People usually determine which activities 

are rewarded and then seek to do those things, to the virtual exclusion of activities 
not rewarded. Nevertheless, there are numerous examples of fouled-up systems that 
reward unwanted behaviors, whereas the desired actions are not being rewarded 
at all.

In sports, for example, most coaches stress teamwork, proper attitude, and one-for-
all spirit. However, rewards are usually distributed according to individual performance. 
The college basketball player who passes the ball to teammates instead of shooting 
will not compile impressive scoring statistics and will be less likely to be drafted by the 
pros. The big-league baseball player who hits to advance the runner rather than to score 
a home run is less likely to win the titles that guarantee big salaries. In universities, a 
primary goal is the transfer of knowledge from professors to students, yet professors 
are rewarded primarily for research and publication, not for their commitment to good 
teaching. Students are rewarded for making good grades, not necessarily for acquiring 
knowledge, and may resort to cheating rather than risk a low grade on their college 
transcript.

In business, there are often similar discrepancies between the desired behaviors and 
those rewarded. For example, see the following table.

What do a majority of managers see as the major obstacles to dealing with fouled-up 
reward systems?

 1. The inability to break out of old ways of thinking about reward and recognition. This 
includes entitlement mentality in workers and resistance by management to revamp 
performance review and reward systems.

 2. Lack of an overall systems view of performance and results. This is particularly true 
of systems that promote subunit results at the expense of the total organization.

 3. Continuing focus on short-term results by management and shareholders.

Motivation theories must be sound because people do what they are rewarded for. But 
when will organizations learn to reward what they say they want?

Sources: Steven Kerr, “An Academy Classic: On the Folly of Rewarding A, While Hoping for B,” and 
“More on the Folly,” Academy of Management Executive 9, no. 1 (1995), pp. 7–16.

Managers Hope For But They Reward

Teamwork and collaboration The best individual performers
Innovative thinking and risk taking Proven methods and not making 

mistakes
Development of people skills Technical achievements and 

accomplishment
Employee involvement and 

empowerment
Tight control over operations and 

resources
High achievement Another year’s routine effort
Commitment to quality Shipping on time, even with defects
Long-term growth Quarterly earnings

On the Folly of Rewarding A While Hoping for B
Consider This!
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Managers’ diffi culty getting people to cooperate and share knowledge at 
Blackmer/Dover Resources Inc. illustrates some of the problems associated with 
carrot-and-stick approaches.

Blackmer/Dover Inc.

Bill Fowler is one of the fastest and most accurate workers at the Blackmer/Dover fac-
tory in Grand Rapids, Michigan, where the 24-year plant veteran cuts metal shafts for 
heavy-duty industrial pumps. It’s a precision task that requires a high level of skill, and 
managers would love to know Fowler’s secrets so they could improve other workers and 
the manufacturing process. But Fowler refuses to share his tricks of the trade, even with 
his closest fellow workers. According to another employee, machinist Steve Guikema, 
Fowler “has hardly ever made a suggestion for an improvement” in the plant.

One reason is that Fowler believes managers could use his ideas and shortcuts 
to speed production and ultimately make his job harder. Another is that his knowl-
edge has given him power, increased status, and a bigger paycheck. Until recently, 
workers could earn a premium on top of their hourly wage based on the number 
of pumps or pump parts they produced. That practice gave people a strong incen-
tive to keep their output-enhancing tricks secret from fellow workers. A revised 
compensation system has done away with such incentives, but a long tradition of 
hoarding knowledge means there are still an estimated 10 to 20 percent of workers 
who refuse to cooperate with either managers or fellow employees. The culture of 
competition and hoarding knowledge is too entrenched.

These workers, like Fowler, see their expertise and accumulated experience as 
their only source of power. If other workers gained the same knowledge, they would 
no longer enjoy a superior status. New leaders at Blackmer/Dover Resources are 
looking for motivational tools that will encourage another kind of behavior: greater 
cooperation, knowledge sharing, and collaboration between workers and manage-
ment to improve the plant and help it weather the economic slump. Revising com-
pensation is the fi rst step in establishing a system that will focus on meeting higher 
as well as lower-level needs.46

Incentive programs can be successful, especially when people are actually moti-
vated by money and lower needs. However, individual incentives are rarely enough 

to motivate behaviors that benefi t the organization as a whole. One 
way for leaders to address the carrot-and-stick controversy is to 
 understand a program’s strengths and weaknesses and acknowledge 
the positive but limited effects of extrinsic motivators. A leader also 
appeals to people’s higher needs, and no subordinate should have 
work that does not offer some self-satisfaction as well as a yearly pay 
raise. Furthermore, rewards can be directly linked to behavior promot-
ing the higher needs of both individuals and the organization, such as 
rewarding quality, long-term growth, or a collaborative culture.47

Empowering People to Meet Higher Needs
A signifi cant way in which leaders can meet the higher motivational needs of sub-
ordinates is to shift power down from the top of the organizational hierarchy and 
share it with subordinates. They can decrease the emphasis on incentives designed 
to affect and control subordinate behavior and instead attempt to share power 
with organizational members to achieve shared goals. One of the problems at the 
Blackmer/Dover factory, for example, is that workers are accustomed to  hoarding 
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Action MemoAs a leader, you can avoid total reliance on 
carrot-and-stick motivational techniques. 

You can acknowledge the limited effects 
of extrinsic rewards and appeal to people’s 

higher needs for intrinsic satisfaction.
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knowledge and expertise because they feel powerless otherwise. They have no 
motivation to help others, because they don’t feel a sense of responsibility and 
commitment toward shared goals.

Empowerment refers to power sharing, the delegation of power or authority to 
subordinates in the organization.48 Many leaders are shifting from efforts to con-
trol behavior through carrot-and-stick approaches to providing people with the 
power, information, and authority that enables them to fi nd greater intrinsic sat-
isfaction with their work. Leaders provide their followers with an understanding 
of how their jobs are important to the organization’s mission and performance, 
thereby giving them a direction within which to act freely.49 Consider how an em-
powered workforce at Mississippi Power restored electricity in only 12 days after 
Hurricane Katrina knocked the lights out in Mississippi.

Melvin Wilson, Mississippi Power

One day, Melvin Wilson was reviewing next year’s advertising campaign. A day later, 
he was responsible for coordinating the feeding, housing, and health care of 11,000 
repairmen from around the country. “My day job did not prepare me for this,” said 
the marketing manager of the chaos and confusion that ensued when Hurricane 
Katrina hit the state in August of 2005, wiping out 1,000 miles of power lines, de-
stroying 65 percent of the company’s transmission and distribution facilities, dam-
aging 300 transmission towers, and knocking out power for all 195,000 customers. 
Mississippi Power’s corporate headquarters was totally destroyed, its disaster re-
sponse center fl ooded and useless.

Amazingly, employees got the job done smoothly and effi ciently, restoring elec-
tricity in just 12 days, thus meeting the bold target of getting power back on by the 
symbolic date of September 11. The tale of how they did it is a lesson for leaders 
in how much can be accomplished quickly when people are empowered to think 
and act on their own initiative and understanding. Rather than running hurricane 
response from the top down, decision making at Mississippi Power is pushed far 
down to the level of the substation, and employees are empowered to act within 
certain guidelines to accomplish a basic mission: “Get the power on.”

The corporate culture, based on values of unquestionable trust, superior per-
formance, and total commitment, supports individual initiative and management 
confi dence that people will respond with quick action and on-the-spot innovation. 
During the disaster recovery, even out-of-state crews working unsupervised were 
empowered to engineer their own solutions to problems in the fi eld. Everyone at 
Mississippi Power, from linemen to accountants, is encouraged to experiment, in-
novate, share knowledge, and solve problems.50

As at Mississippi Power, the autonomy of empowered employees can create 
fl exibility and motivation that is an enormous advantage for a company.51 
Empowering workers enables leaders to create a unique or-
ganization with superior performance capabilities.52

For one thing, empowerment provides strong motivation 
because it meets the higher needs of individuals. Research in-
dicates that individuals have a need for self-effi cacy, which is 
the capacity to produce results or outcomes, to feel they are ef-
fective.53 Most people come into an organization with the desire 
to do a good job, and empowerment enables leaders to release 
the motivation already there. Increased responsibility motivates 
most people to strive to do their best.

Empowerment
power sharing; the delegation 
of power or authority to 
subordinates in the organization

Empowerment
power sharing; the delegation 
of power or authority to 
subordinates in the organization
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Action Memo

As a leader, you can give employees 

greater power and authority to help 

meet higher motivational needs. You can 

implement empowerment by providing the 

fi ve elements of information, knowledge, 

discretion, signifi cance, and rewards.
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In addition, leaders greatly benefi t from the expanded capabilities that employee 
participation brings to the organization. This enables them to devote more attention 
to vision and the big picture. It also takes the pressure off of leaders when subordi-
nates are able to respond better and more quickly to the markets they serve.54 Front-
line workers often have a better understanding than do leaders of how to improve 
a work process, satisfy a customer, or solve a production problem.

Elements of Empowerment
Typically, increased power and responsibility leads to greater motivation, in-
creased employee satisfaction, and decreased turnover and absenteeism. In one 
survey, for example, empowerment of workers, including increased job responsi-
bility, authority to defi ne their work, and power to make decisions, was found to 
be the most dramatic indicator of workplace satisfaction.55

The fi rst step toward effective empowerment is effective hiring and training. 
At Refl exite, a company that makes refl ective material, components for motion 
sensors, and fi lms for screens of mobile phones and laptops, leaders use a 16-step 
hiring process because they want people who have the ability and desire to make a 
genuine contribution to the organization.56 In addition to hiring the right people, 
organizations provide them with the training and resources they need to excel. 
However, having a team of competent employees isn’t enough. Five elements must 
be in place before employees can be truly empowered to perform their jobs suc-
cessfully: information, knowledge, discretion, meaning, and rewards.57

 1. Employees receive information about company performance. In companies 
where employees are fully empowered, no information is secret. At KI, an 
office furniture maker, everyone is taught to think like a business owner. 
Each month, managers share business results for each region, customer 
segment, and factory with the entire workforce so that everyone knows 
what product lines are behind or ahead, which operations are struggling, 
and what they can do to help the company meet its goals.58

 2. Employees receive knowledge and skills to contribute to company goals. 
Companies train people to have the knowledge and skills they need to 
personally contribute to company performance. Knowledge and skills lead 
to competency—the belief that one is capable of accomplishing one’s job 
successfully.59 For example, when DMC, which makes pet supplies, gave 
employee teams the authority and responsibility for assembly line shut 
downs, it provided extensive training on how to diagnose and interpret line 
malfunctions, as well as the costs related to shut-down and start-up. Employees 
worked through case studies to practice line shut-downs so they would feel 
they had the skills to make good decisions in real-life situations.60

 3. Employees have the power to make substantive decisions. Many of 
today’s most competitive companies give workers the power to influence 
work procedures and organizational direction through quality circles and 
self-directed work teams. Teams of tank house workers at BHP Copper 
Metals in San Manuel, Arizona, identify and solve production problems 
and determine how best to organize themselves to get the job done. In 
addition, they can even determine the specific hours they need to handle 
their own workloads. For example, an employee could opt to work for 
four hours, leave, and come back to do the next four.61

 4. Employees understand the meaning and impact of their jobs. Empowered 
employees consider their jobs important and meaningful, see themselves 
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as capable and influential, and recognize the impact their work has 
on customers, other stakeholders, and the organization’s success.62

Understanding the connection between one’s day-to-day activities and the 
overall vision for the organization gives people a sense of direction, an 
idea of what their jobs mean. It enables employees to fit their actions to 
the vision and have an active influence on the outcome of their work.63

 5. Employees are rewarded based on company performance. Studies have 
revealed the important role of fair reward and recognition systems in 
supporting empowerment. By affirming that employees are progressing 
toward goals, rewards help to keep motivation high.64 Leaders are careful 
to examine and redesign reward systems to support empowerment and 
teamwork. Two ways in which organizations can financially reward 
employees based on company performance are through profit sharing and 
employee stock ownership plans (ESOPs). Through an ESOP at Reflexite, 
for example, three-quarters of the equity of the company is in the hands 
of employees, including managers, professional staff members, and factory 
floor workers.65 At W. L. Gore and Associates, makers of Gore-Tex, 
compensation takes three forms—salary, profit sharing, and an associate 
stock ownership program.66 Unlike traditional carrot-and-stick approaches, 
these rewards focus on the performance of the group rather than individuals. 
As Joe Cabral, CEO of Chatsworth Products Inc., says, an ESOP “gets 
everyone pulling in the same direction. Everybody wants the company to do 
the best it possibly can.”67 Furthermore, rewards are just one component of 
empowerment rather than the sole basis of motivation.

Empowerment Applications
Many of today’s organizations are implementing empowerment programs, but 
they are empowering workers to varying degrees. At some companies, empower-
ment means encouraging employee ideas, whereas managers retain fi nal authority 
for decisions; at others it means giving frontline workers almost complete power 
to make decisions and exercise initiative and imagination.68

Current methods of empowering workers fall along a continuum as shown in 
Exhibit 8.7. The continuum runs from a situation where frontline workers 
have no discretion (such as on a traditional assembly line) to full 
empowerment where workers even participate in formulating orga-
nizational strategy. An example of full empowerment is when self-
directed teams are given the power to hire, discipline, and dismiss 
team members and to set compensation rates. Few organizations 
have moved to this level of empowerment. One that has is Semco, a 
$160 million South American company involved in manufacturing, 
services, and e-business. Majority owner Ricardo Semler believes that 
people will act in their own, and by extension, the organization’s best 
interests if they’re given complete freedom. Semco allows its 1,300 em-
ployees to choose what they do, where and when they do it, and even how they get 
paid for it. Semco has remained highly successful and profi table under a system of 
complete empowerment for more than 20 years.69

Empowerment programs can be diffi cult to implement in established organi-
zations because they destroy hierarchies and upset the familiar balance of power. 
A study of Fortune 1000 companies found that the empowerment practices that 
have diffused most widely are those that redistribute power and authority the 
least, for example, quality circles or job enrichment. Managers can keep decision 

Action Memo

Have you felt empowered in a job you 

have held? Take the quiz in Leader’s Self-

Insight 8.3 on page 247 to evaluate your 

empowerment experience and compare it to 

the experience of other students.
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authority and there is less chance that workers will resist because of the added 
responsibilities that full empowerment brings.70

Organizationwide Motivational Programs
Leaders can motivate people using other recent ideas that are more than the carrot-
and-stick approaches described earlier in this chapter, but may be less than full 
empowerment. One approach is to foster an organizational environment that 
helps people fi nd true value and meaning in their work. A second approach is to 
implement organization-wide programs such as employee ownership, job enrich-
ment, or new types of incentive plans.

Giving Meaning to Work Through Engagement
Throughout this chapter, we have talked about the importance of intrinsic rewards 
to high motivation. One way people get intrinsic rewards at work is when they feel 

Exhibit 8.7 The Empowerment Continuum

Sources: Based on Robert C. Ford and Myron D. Fottler, “Empowerment: A Matter of Degree,” Academy 
of Management Executive 9, no. 3 (1995), pp. 21–31; Lawrence Holpp, “Applied Empowerment,” Training 
(February 1994), pp. 39–44; and David P. McCaffrey, Sue R. Faerman, and David W. Hart, “The Appeal and 
Difficulties of Participative Systems,” Organization Science 6, no. 6 (November–December 1995), pp. 603–627.
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a deep sense of importance and meaningfulness, such as people who work for a so-
cial cause or mission. However, people can fi nd a sense of meaning and importance 
no matter what type of organization they work in if leaders build an environment in 
which people can fl ourish. Researchers have found that highly successful factories 
in less-developed countries, such as Morocco or Mexico, for example, have leaders 
who treat people with care and respect, engender a culture of mutual trust, and 
build on local values to create a community of meaning.71 When people feel that 
they’re a part of something special, they are more highly motivated and  committed 
to the success of the organization and all its members. One path to meaning is 
through employee engagement, which researchers have found contributes to stron-
ger organizational performance. An engaged employee is one who is emotionally 
connected to the organization, who is fully involved in and enthusiastic about his 
or her work, and who cares about the success of the organization.72

A Gallup Organization study found that the single most important variable 
in whether employees are engaged is the relationship between employees and 
their direct supervisor.73 A leader’s role is not to control others, but to organize 
the workplace in such a way that each person can learn, contribute, and grow. 
Good leaders create an organizational climate that allows people to become fully 
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Leader’s Self-Insight 8.3
Are You Empowered?

Think of a job—either current or previous job—that was 
important to you, and then answer the questions below 
with respect to the managers above you in that job. 
Indicate whether each item below is Mostly False or 
Mostly True for you. 

In general, my supervisor/manager:

Mostly 
False

Mostly 
True

1. Gave me the support I 
needed to do my job well. _______ _______

2. Gave me the performance 
information I needed to do 
my job well. _______ _______

3. Explained top management’s 
strategy and vision for the 
organization. _______ _______

4. Gave me many 
responsibilities. _______ _______

5. Trusted me. _______ _______

6. Allowed me to set my own 
goals. _______ _______

7. Encouraged me to take con-
trol of my own work. _______ _______

8. Used my ideas and sug-
gestions when making 
 decisions. _______ _______

9. Made me responsible for 
what I did. _______ _______

10. Encouraged me to figure out 
the causes and  solutions to 
problems. _______ _______

Scoring and Interpretation
Add one point for each Mostly True answer to the 
10 questions to obtain your total score. The questions 
represent aspects of empowerment that an employee 
may experience in a job. If your score was 6 or above, 
you probably felt empowered in the job for which you 
answered the questions. If your score was 3 or below, 
you probably did not feel empowered. Did you feel highly 
motivated in that job, and was your motivation related to 
your empowerment? What factors explained the level of 
empowerment you felt? Was empowerment mostly based 
on your supervisor’s leadership style? The culture of the 
organization? Compare your scores with another student. 
Each of you take a turn describing the job and the level 
of empowerment you experienced. Do you want a job in 
which you are fully empowered? Why or why not?

Sources: These questions were adapted from Bradley L. Kirkman 
and Benson Rosen, “Beyond Self-management: Antecedents and 
Consequences of Team Empowerment,” Academy of Management 
Journal 42, no. 1 (February 1999), pp. 58–74; and Gretchen 
M. Spreitzer, “Psychological Empowerment in the Workplace: 
Dimensions, Measurements, and Validation,” Academy of 
Management Journal 38, no. 5 (October 1995), pp. 1442–1465.
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engaged and committed to helping the organization accomplish its goals. The 
Gallup researchers developed a metric called the Q12, a list of 12 questions that 
provides a way to evaluate how leaders are doing in creating an environment that 

provides intrinsic rewards by meeting higher-level needs. The Q12 
evaluates  characteristics such as whether employees know what is 
expected of them, whether they have  opportunities to learn and 
grow, whether they have a friend at work, and whether they feel 
that their opinions are important. The full list of questions on the 
Q12 survey can be found in the book, First Break All the Rules, by 

researchers Marcus Cunningham and Curt Coffman.74 When a major-
ity of employees can answer the Q12 questions positively, the organi-
zation enjoys a highly motivated, engaged, and productive workforce. 
Buckingham has since written a new book, discussed in the Leader’s 
Bookshelf, which takes a more in-depth look at what constitutes supe-
rior leadership.

Organizations where employees give high marks on the Q12 enjoy 
reduced turnover, are more productive and profi table, and enjoy greater employee 
and customer loyalty.75 Unfortunately, Gallup’s semi-annual Employee Engage-
ment Index reveals that employee engagement is at a low level. The most recent 
results found that only 29 percent of U.S. employees are actively engaged. A similar 
Towers Perrin global survey refl ects even more dismal results, with only 14 percent 
of employees worldwide showing high engagement levels.76

Leaders can identify the level of engagement in their organizations and imple-
ment strategies to facilitate full engagement and improve organizational perfor-
mance. Consider how the Medical Center of Plano (Texas) used the Q12 to spark 
a turnaround.

Medical Center of Plano

“You can’t make a profi t in this business unless you’re a quality provider of health 
care,” says Jerry McMorrough, vice president of human resources at the Medical 
Center of Plano. The 427-bed Hospital Corporation of America (HCA) facility com-
petes with 29 other world-class hospitals in the Dallas-Fort Worth, Texas, area, all 
with great location, state-of-the-art technology, and sophisticated public relations.

Leaders knew that getting and staying ahead of the pack required getting the 
very best from every employee. Unfortunately, the Medical Center had high turn-
over and low morale, and leaders couldn’t put their fi nger on the reasons why. They 
decided to use the Gallup Q12 as a way to measure employee expectations and 
how well the organization was meeting them. The results were shocking: only 18 
percent of employees were engaged, 55 percent were not engaged, and 27 per-
cent were actively disengaged, meaning that they were actively undermining the 
hospital’s success.

CEO Harvey Fishero and other leaders guided their transformation of the Medi-
cal Center by focusing on each element of the Q12, which includes such questions 
as At work, do I have the opportunity to do what I do best every day?; Does my 
supervisor seem to care about me as a person?, and Do I have the materials and 
equipment that I need in order to do my work right?

Within fi ve years, the percentage of actively disengaged employees at the Medical 
Center of Plano dropped to 9 percent, whereas the percentage of engaged employees 
jumped to 61 percent. The facility went from ranking near the bottom of all HCA hospi-
tals on employee engagement to ranking the second highest of all HCA’s 191 facilities. 
In addition, turnover has declined, customer satisfaction has improved, costs have gone 
down, and profi ts have gone up as employee engagement levels have risen.77 
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By conscientiously implementing changes designed to meet the needs of em-
ployees based on the Q12, leaders dramatically boosted engagement and helped 
turn the Medical Center into the leader of Plano’s medical institution pack. How-
ever, they know long-term success depends on continually looking for ways to 
maintain high employee motivation. In addition, leaders are expanding their 
 efforts to measure and increase patient satisfaction and engagement as well.

Other Approaches
There are a number of other approaches to improving organization-wide motiva-
tion. Some of the most common are job enrichment programs, employee owner-
ship, gainsharing, paying for knowledge, and paying for performance. Variable 
compensation and various forms of “at risk” pay are key motivational tools today 
and are becoming more common than fi xed salaries at many companies.
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Marcus Buckingham has spent two decades, including 
17 years with the Gallup Organization, studying managers and 
leaders and how they build effective workplaces. His most 
recent book, The One Thing You Need to Know . . . About 
Great Managing, Great Leading, and Sustained Individual 
Success, brings together his thoughts in a well-written and 
engaging format. Buckingham points out that: “A leader’s 
job is to rally people toward a better future.” The problem, 
though, is that motivation can flag because most people fear 
the future. So how do leaders “find a way to make people 
excited and confident about what comes next”?

DO ONE THING: BE CLEAR
Clarity, Buckingham contends, it the most effective way to 
turn fear into confidence and motivation. Leaders define the 
future in such clear and vivid terms—through their actions, 
their stories, their heroes, their images, their measurements, 
and their rewards—that everyone can see where the orga-
nization is, where it wants to go, and how they can take it 
there. He offers four points of clarity that leaders address:

• Who do we serve? Leaders let followers know 
precisely whom they are trying to please. General 
Manager Denny Clements, for example makes clear 
that the only people Toyota’s Lexus Group is trying 
to serve are customers for whom time is their most 
precious commodity. Leaders don’t always have to be 
right, Buckingham says, because there are often no 
right answers. They just have to be focused.

• What is our core strength? People know competi-
tion is tough. If leaders expect followers to feel 
confidence about the future, they need to tell them 

by Marcus Buckingham

Leader’s Bookshelf

why they’re going to win. For Best Buy CEO Brad 
Anderson, this core strength is the quality of frontline 
store employees, so people get the training they need 
to better serve customers.

• What is our core measurement? Rather than looking 
at 15 different metrics, leaders identify the one score 
that will track people’s progress toward the future. 
At Best Buy, the core measurement is employee 
engagement, based on the Gallup Q12 survey (dis-
cussed in this textbook).

• What actions can we take right now? Leaders high-
light a few carefully selected actions they can take to 
show followers the way to the future. Some actions 
are symbolic and demonstrate the leader’s vision of 
the future. Others are systemic and compel people to 
do things differently.

THREE DISCIPLINES OF LEADERS
“Effective leaders don’t have to be passionate or charm-
ing or brilliant,” says Buckingham. “What they must be 
is clear.” To find that clarity, leaders develop three dis-
ciplines. First, they take the time to reflect so they can 
distill complexity into a vivid path to the future. Next, they 
practice the key words, images, and stories they will use 
to describe where they want followers to go. The third 
discipline involves selecting and celebrating heroes in the 
organization who visibly embody the future. By mastering 
these three disciplines, leaders can provide clarity for fol-
lowers and engender confidence, motivation, and creativ-
ity to move toward the desired future.

The One Thing You Need to Know, by Marcus Buckingham, is 
published by Free Press.
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Employee ownership occurs on two levels. First, empowerment can result in a 
psychological commitment to the mission of an organization, whereby members 
act as “owners” rather than employees. Second, by owning stock in the companies 
for which they work, individuals are motivated to give their best performances.

Hot Dog on a Stick is wholly owned by its 1,300 employees, 85 percent of whom 
are women and 92 percent of whom are under the age of 25. “They schedule their 
locations, order the food, look at the profi t-and-loss statements,” says CEO Fredrica 
Thode. “It’s like being CEO of their own store.”78 Giving all employees ownership 
is a powerful way to motivate people to work for the good of the entire company. 
Employee ownership also signals that leaders acknowledge each person’s role in 
reaching corporate goals. Employee ownership programs are usually supported by 
open book management, which enables all employees to see and understand how the 
company is doing fi nancially and how their actions contribute to the bottom line.

Gainsharing is another approach that motivates people to work together 
rather than focus on individual achievements and rewards. Gainsharing refers 
to an employee involvement program that ties additional pay to improvements 
in total employee performance.79 Employees are asked to actively search for 
ways to make process improvements, with any resulting fi nancial gains divided 
among employees. One example is a gainsharing program at Meritor. Since it 
rewards employees for improvements in their own unit as well as companywide, 
the program has proven to be a powerful incentive for teamwork.80

Pay for knowledge programs base an employee’s salary on the number of task skills 
he or she possesses. If employees increase their skills, they get paid more. A work-
force in which individuals skillfully perform numerous tasks is more fl exible and ef-
fi cient. At BHP Copper Metals, for example, leaders devised a pay-for-skills program 
that supported the move to teamwork. Employees can rotate through various jobs to 
build their skills and earn a higher pay rate. Rates range from entry-level workers 
to lead operators. Lead operators are those who have demonstrated a mastery of 
skills, the ability to teach and lead others, and effective self-directed behavior.81

Pay for performance, which links at least a portion of employees’ monetary re-
wards to results or accomplishments, is a signifi cant trend in today’s organiza-
tions.82 Gainsharing is one type of pay for performance. Other examples include 
profi t sharing, bonuses, and merit pay. In addition to the potential for greater 
income, pay for performance can give employees a greater sense of control over 
the outcome of their efforts. At Semco, described earlier, employees choose how 
they are paid based on 11 compensation options, which can be combined in vari-
ous ways. Exhibit 8.8 lists Semco’s 11 ways to pay. Semco leaders indicate that the 
fl exible pay plan encourages innovation and risk-taking and motivates people to 
perform in the best interest of the company as well as themselves.

Job enrichment incorporates high-level motivators into the work, including job re-
sponsibility, recognition, and opportunities for growth, learning, and achievement. In 
an enriched job, the employee controls resources needed to perform well and makes 
decisions on how to do the work. One way to enrich an oversimplifi ed job is to en-
large it, that is, to extend the responsibility to cover several tasks instead of only one.

Leaders at Ralcorp’s cereal manufacturing plant in Sparks, Nevada, enriched 
jobs by combining several packing positions into a single job and cross-training 
employees to operate all of the packing line’s equipment. Employees were given 
both the ability and the responsibility to perform all the various functions in their 
department, not just a single task. In addition, line employees are responsible for 
all screening and interviewing of new hires as well as training and advising one 
another. They also manage the production fl ow to and from their upstream and 
downstream partners—they understand the entire production process so they can 
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see how their work affects the quality and productivity of employees in other de-
partments. Ralcorp invests heavily in training to be sure employees have the needed 
operational skills as well as the ability to make decisions, solve problems, manage 
quality, and contribute to continuous improvement. Enriched jobs have improved 
employee motivation and satisfaction, and the company has benefi ted from higher 
long-term productivity, reduced costs, and happier employees.83

Summary and Interpretation 
This chapter introduced a number of important ideas about motivating people 
in organizations. Individuals are motivated to act to satisfy a range of needs. The 
leadership approach to motivation tends to focus on the higher needs of employ-
ees. The role of the leader is to create a situation in which followers’ higher needs 
and the needs of the organization can be met simultaneously.

Needs-based theories focus on the underlying needs that motivate how people be-
have. Maslow’s hierarchy of needs proposes that individuals satisfy lower needs before 
they move on to higher needs. Herzberg’s two-factor theory holds that dissatisfi ers must 
be removed and motivators then added to satisfy employees. McClelland asserted that 
people are motivated differently depending on which needs they have acquired. Other 
motivation theories, including the reinforcement perspective, expectancy theory, and 
equity theory, focus primarily on extrinsic rewards and punishments, sometimes called 
carrot-and-stick methods of motivation. The reinforcement perspective proposes that 
behavior can be modifi ed by the use of rewards and punishments. Expectancy theory 
is based on the idea that a person’s motivation is contingent upon his or her expecta-
tions that a given behavior will result in desired rewards. Equity theory proposes that 
individuals’ motivation is affected not only by the rewards they receive, but also by 
their perceptions of how fairly they are treated in relation to others. People are moti-
vated to seek social equity in the rewards they expect for performance.

Although carrot-and-stick methods of motivation are pervasive in North Ameri-
can organizations, many critics argue that extrinsic rewards undermine intrinsic 

Source: Ricardo Semler, “How We Went Digital Without a Strategy,” Harvard Business Review, 
(September–October 2000), pp. 51–58.

Exhibit 8.8 Semco’s 11 Ways to Pay

Semco, a South American company involved in manufacturing, services, and e-business, 
lets employees choose how they are paid based on 11 compensation options:

 1. Fixed salary
 2. Bonuses
 3. Profit sharing
 4. Commission
 5. Royalties on sales
 6. Royalties on profits
 7. Commission on gross margin
 8. Stock or stock options
 9. IPO/sale warrants that an executive cashes in when a business unit goes public 

or is sold
 10. Self-determined annual review compensation in which an executive is paid for 

meeting self-set goals
 11. Commission on difference between actual and three-year value of the company
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 rewards, bring about unintended consequences, are too simple to capture organiza-
tional realities, and replace workplace cooperation with unhealthy competition.

An alternative approach to carrot-and-stick motivation is that of empowerment, 
by which subordinates know the direction of the organization and have the autonomy 
to act as they see fi t to go in that direction. Leaders provide employees with the knowl-
edge to contribute to the organization, the power to make consequential decisions, 
and the necessary resources to do their jobs. Empowerment typically meets the higher 
needs of individuals. Empowerment is tied to the trend toward helping employees 
fi nd value and meaning in their jobs and creating an environment where people can 
fl ourish. When people are fully engaged with their work, satisfaction, performance, 
and profi ts increase. Leaders create the environment that determines employee moti-
vation and satisfaction. One way to measure how engaged people are with their work 
is the Q12, a list of 12 questions about the day-to-day realities of a person’s job. Other 
current organization-wide motivational programs include employee ownership, gain-
sharing, pay for knowledge, pay for performance, and job enrichment.

Discussion Questions
 1. Describe the kinds of needs that people bring to an organization. How might a per-

son’s values and attitudes, as described in Chapter 4, influence the needs he or she 
brings to work?

 2. What is the relationship among needs, rewards, and motivation?

 3. What do you see as the leader’s role in motivating others in an organization?

 4. What is the carrot-and-stick approach? Do you think that it should be minimized in 
organizations? Why?

 5. What are the features of the reinforcement and expectancy theories that make them seem 
like carrot-and-stick methods for motivation? Why do they often work in organizations?

 6. Why is it important for leaders to have a basic understanding of equity theory? Can you 
see ways in which some of today’s popular compensation trends, such as gainsharing or 
pay for performance, might contribute to perceived inequity among employees? Discuss.

 7. What are the advantages of an organization with empowered employees? Why might 
some individuals not want to be empowered?

 8. Do you agree that hygiene factors, as defined in Herzberg’s two-factor theory, can-
not provide increased satisfaction and motivation? Discuss.

 9. Discuss whether you believe it is a leader’s responsibility to help people find mean-
ing in their work. How might leaders do this for employees at a fast-food restau-
rant? How about for employees who clean restrooms at airports?

 10. If you were a leader at a company like Blackmer/Dover, discussed on page 242 of the chap-
ter, what motivational techniques might you use to improve cooperation and teamwork?

Leadership at Work

Should, Need, Like, Love
Think of a school or work task that you feel an obligation or commitment to complete, 
but you don’t really want to do it. Write the task here:
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Think of a school or work task you do because you need to, perhaps to get the ben-
efit, such as money or credit. Write the task here:

Think of a school or work task you like to do because it is enjoyable or fun. Write 
the task here:

Think of a task you love to do—one in which you become completely absorbed and 
from which you feel a deep satisfaction when finished. Write the task here:

Now reflect on those four tasks and what they mean to you. How motivated (high, 
medium, low) are you to accomplish each of these four tasks? How much mental effort 
(high, medium, low) is required from you to complete each task?

Now estimate the percentage of your weekly tasks that you would rate as should, 
need, like, love. The combined estimates should total 100%.

Should ______%
Need ______%
Like ______%
Love ______%

If your should and need percentages are substantially higher than your like and love cat-
egories, what does that mean for you? Does it mean that you are forcing yourself to do tasks 
you find unpleasant? Why? Why not include more like and love tasks in your life? Might you 
grow weary of the should and need tasks at some point and select a new focus or job in your 
life? Think about this and discuss your percentages with another student in the class.

Tasks you love connect you with the creative spirit of life. People who do something 
they love have a certain charisma, and others want to follow their lead. Tasks you like
typically are those that fit your gifts and talents and are tasks for which you can make a 
contribution. Tasks you do because of need are typically practical in the sense that they 
produce an outcome you want, and these tasks often do not provide as much satisfaction 
as the like and love tasks. Tasks you do strictly because you should, and which contain 
no love, like, or need, may be difficult and distasteful and require great effort to complete. 
You are unlikely to become a leader for completing should tasks.

What does the amount of each type of task in your life mean to you? How do these 
tasks relate to your passion and life satisfaction? Why don’t you have more like and love
tasks? As a leader, how would you increase the like and love tasks for people who report 
to you? Be specific.
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In Class: The instructor can have students talk in small groups about their percent-
ages and what the percentages mean to them. Students can be asked how the categories of 
should, need, like, and love relate to the theories of motivation in the chapter. Do leaders 
have an obligation to guide employees toward tasks they like and love, or is it sufficient 
at work for people to perform need and should tasks?

The instructor can write student percentages on the board so students can see where 
they stand compared to the class. Students can be asked to interpret the results in terms 
of the amount of satisfaction they receive from various tasks. Also, are the percentages 
related to the students’ stage of life?

Leadership Development: Cases for Analysis 

The Parlor
The Parlor, a local franchise operation located in San Francisco, serves sandwiches and small 
dinners in an atmosphere reminiscent of the “roaring twenties.” Period fixtures accent the 
atmosphere and tunes from a mechanically driven, old-time player piano greet one’s ears 
upon entering. Its major attraction, however, is a high-quality, old-fashioned soda fountain 
that specializes in superior ice cream sundaes and sodas. Fresh, quality sandwiches are also 
a popular item. Business has grown steadily during the seven years of operation.

The business has been so successful that Richard Purvis, owner and manager, decided 
to hire a parlor manager so that he could devote more time to other business interests. 
After a month of quiet recruitment and interviewing, he selected Paul McCarthy, whose 
prior experience included the supervision of the refreshment stand at one of the town’s 
leading burlesque houses.

The current employees were unaware of McCarthy’s employment until his first day on 
the job, when he walked in unescorted (Purvis was out of town) and introduced himself.

During the first few weeks, he evidenced sincere attempts at supervision and seemed to 
perform his work efficiently. According to his agreement with Purvis, he is paid a straight 
salary plus a percentage of the amount he saves the business monthly, based on the previ-
ous month’s operating expenses. All other employees are on a straight hourly rate.

After a month on the job, McCarthy single-mindedly decided to initiate an economy 
program designed to increase his earnings. He changed the wholesale meat supplier and 
lowered both his cost and product quality in the process. Arbitrarily, he reduced the size 
and portion of everything on the menu, including those fabulous sundaes and sodas. He 
increased the working hours of those on minimum wage and reduced the time of those 
employed at a higher rate. Moreover, he eliminated the fringe benefit of a one-dollar meal 
credit for employees who work longer than a five-hour stretch, and he cut out the usual 
20 percent discount on anything purchased by the employees.

When questioned by the owner about the impact of his new practices, McCarthy 
swore up and down that there would be no negative effect on the business. Customers, 
though, have begun to complain about the indifferent service of the female waitresses and 
the sloppy appearance of the male soda fountain clerks—“Their hair keeps getting in the 
ice cream.” And there has been almost a complete turnover among the four short-order 
cooks who work two to a shift.

Ron Sharp, an accounting major at the nearby university, had been a short-order 
cook on the night shift for five months prior to McCarthy’s arrival. Conscientious and 
ambitious, Ron enjoys a fine work record, and even his new boss recognizes Ron’s supe-
riority over the other cooks—“The best we got.”

Heavy customer traffic at the Parlor has always required two short-order cooks work-
ing in tandem on each shift. The work requires a high degree of interpersonal cooperation 
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in completing the food orders. An unwritten and informal policy is that each cook would 
clean up his specific work area at closing time.

One especially busy night, Ron’s fellow cook became involved in a shouting match 
with McCarthy after the cook returned five minutes late from his shift break. McCarthy 
fired him right on the spot and commanded him to turn in his apron. This meant that 
Ron was required to stay over an extra half-hour to wash the other fellow’s utensils. He 
did not get to bed until 3 a.m. But McCarthy wanted him back at the store at 9 a.m. to 
substitute for a daytime cook whose wife reported him ill. Ron was normally scheduled 
to begin at 4 p.m. However, when Ron arrived somewhat sleepily at 10 a.m. (and after an 
8 a.m. accounting class), McCarthy was furious. He thereupon warned Ron, “Once more 
and you can look for another job. If you work for me, you do things my way or you don’t 
work here at all.” “Fine with me,” fired back Ron as he slammed his apron into the sink. 
“You know what you can do with this job!”

The next day, McCarthy discussed his problems with the owner. Purvis was actually very 
upset. “I can’t understand what went wrong. All of a sudden, things have gone to hell.”

Source: Bernard A. Deitzer and Karl A. Schillif, Contemporary Incidents in Management (Columbus, OH: Grid, 
Inc., 1977), pp. 167–168. Reprinted by permission of John Wiley & Sons, Inc.

QUESTIONS

 1. Contrast the beliefs about motivation held by Purvis and McCarthy.

 2. Do you consider either Purvis or McCarthy a leader? Discuss.

 3. What would you do now if you were in Purvis’s position? Why?

Cub Scout Pack 81
Things certainly have changed over the past six years for Cub Scout Pack 81. Six years 
ago, the pack was on the verge of disbanding. There were barely enough boys for an effec-
tive den, and they had been losing membership for as long as anyone could remember. 
The cub master was trying to pass his job onto any parent foolish enough to take the helm 
of a sinking ship, and the volunteer fire department that sponsored the pack was openly 
considering dropping it.

But that was six years ago. Today the pack has one of the largest memberships of any 
in the Lancaster/Lebanon Council. It has started its own Boy Scout troop, into which the 
Webelos can graduate, and it has received a presidential citation for its antidrug program. 
The pack consistently wins competitions with other packs in the Council, and the fire 
department is very happy about its sponsorship. Membership in the pack is now around 
60 cubs at all levels, and they have a new cub master.

“Parents want their boys to be in a successful program,” says Cub Master Mike 
Murphy. “Look, I can’t do everything. We depend on the parents and the boys to get things 
done. Everybody understands that we want to have a successful program, and that means 
we all have to participate to achieve that success. I can’t do it all, but if we can unleash the 
energy these boys have, there isn’t anything in the Cub Scout Program we can’t do!”

It was not always like that. “About five years ago we placed fourth for our booth in the 
Scout Expo at the mall,” says Mike. “Everybody was surprised! Who was Pack 81? We were 
all elated! It was one of the best things to happen to this pack in years. Now, if we don’t win 
at least something, we’re disappointed. Our kids expect to win, and so do their parents.”

Fourth place at the Scout Expo eventually led to several first places. Success leads to 
success, and the community around Pack 81 knows it.

“Last year, we made our annual presentation to the boys and their parents at the 
elementary school. We were with several other packs, each one trying to drum up interest 
in their program. When everyone was finished, the boys and their parents went over to 
the table of the pack that most interested them. We must have had well over half of the 
people at our table. I was embarrassed! They were standing six or seven deep in front of 
our table, and there was virtually nobody in front of the others.”

Source: “Case IV: Cub Scout Pack 81,” in 2001–02 Annual Editions: Management, Fred H. Maidment, ed. 
(Guilford, CT: McGraw-Hill/Dushkin, 2001), p. 130. 
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QUESTIONS

 1. What are some of Mike Murphy’s basic assumptions about motivation?

 2. Why do you think he has been so successful in turning the organization around?

 3. How would you motivate people in a volunteer organization such as the Cub Scouts?
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Your Leadership Challenge
After reading this chapter, you should be able to:

• Act as a communication champion rather than just as an information 
processor.

• Use key elements of effective listening and understand why listening 
is important to leader communication.

• Recognize and apply the difference between dialogue and discussion.

• Select an appropriate communication channel for your leadership 
message.

• Use communication to influence and persuade others.

• Effectively communicate during times of stress or crisis.
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Leadership Communication
Kent Thiery, CEO of DaVita, the nation’s number two dialysis-treatment 
operator, has been hearing nothing but positive news from employees 
about the recent merger with Gambro Healthcare. That feels good, con-
sidering the mess DaVita was in when Thiery took over. The El Segundo, 
California company was in default on its bank loans and barely able to 
make payroll. Turnover was 45 percent a year.

Then Thiery reminds himself what pulled DaVita out of the quagmire—
it wasn’t his brilliant strategies and plans but rather a vigorous seeking and 
acting on honest feedback from front-line workers. So, when employees at an 
annual staff gathering agree with him that integrating DaVita and Gambro is 
“fun,” Thiery challenges them: “Either you’re all on drugs or better than me 
because integrations are a god-awful nightmare.” He then reminds workers 
that he depends on their frank feedback to “keep from messing up.”

Thiery is striving to build open communication into the DNA of  DaVita. 
Managers get plenty of data via monthly reports, but Thiery knows written 
 reports don’t tell them what’s really going on in the company. Every manager 
spends a week working in a dialysis center to see fi rsthand the challenges 
and stresses technicians and nurses face. Thiery holds about 20 town-hall 
style meetings a year and asks other top managers to convene a truth-telling 
session any time they are with at least seven employees (now called team-
mates). He wants people to think of the company as “a village with shared 
responsibility,” and he routinely revises procedures or practices that employ-
ees say aren’t working or could be improved.

Companies like DaVita in the healthcare industry face many challenges, 
from stiff competition to tough government regulations. Thanks to Thiery’s 
encouragement of open and honest communication, DaVita has cut  employee 
turnover to around 20 percent, increased revenues to more than $5 billion, 
and achieved the dialysis industry’s best clinical outcomes.1

In the previous chapter, we discussed motivation and reviewed some of 
the ways in which leaders motivate followers toward the accomplishment 
of the organization’s goals. As this story illustrates, motivation depends 
greatly on a leader’s ability to communicate effectively, which includes the 
critical role of listening to followers. People look to leaders for direction and 
inspiration, but they also want to have their ideas and opinions heard.

Leadership cannot happen without effective communication. Recall that 
leadership means infl uencing people to bring about change toward a  vision, 
or desirable future for the organization. Leaders communicate to share the 
vision with others, inspire and motivate them to strive toward the vision, and 
build the values and trust that enable effective working relationships and goal 
accomplishment.

Successful leader communication also includes deceptively simple com-
ponents, such as asking questions, paying attention to nonverbal communica-
tion, and actively listening to others. Today’s fast-paced environment does not 
always provide time for the listening and refl ection that good communication 
requires.2 Surveys of managers typically reveal that they consider communica-
tion their most important skill and one of their top responsibilities.  However, 
one study found that fewer than half bother to tailor their messages to em-
ployees, customers, or suppliers, and even fewer seek feedback from those con-
stituencies. Furthermore, in many cases investors appear to have a better idea 
of the vision and mission of companies than do employees.3 Research shows 
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that some senior executives in particular are not investing the time and  energy to 
be effective communicators, which can leave the entire organization fl oundering for 
direction or prevent top leaders from adequately responding to problems or oppor-
tunities. Many top managers, for example, resist employee feedback, because they 
don’t want to hear negative information. Without feedback, though, leaders often 
make decisions and plans that are out of alignment with employee perceptions, 
making smooth implementation less likely.4

This chapter describes tools and skills that can be used to overcome the com-
munication defi cit pervading today’s organizations and the broader social world. 
We also examine how leaders use communication skills to make a difference in 
their organizations and the lives of followers.

How Leaders Communicate
We have all had both positive and negative experiences with communication in 
our personal as well as our work lives. Have you ever had a supervisor or instruc-
tor whose communication skills were so poor that you didn’t have any idea what 
was expected of you or how to accomplish the job you were asked to do? On the 
other hand, have you experienced the communication fl air of a teacher, boss, or 
coach who “painted a picture in words” that both inspired you and clarifi ed how 
to achieve an objective?

Leadership means communicating with others in such a way that they are 
infl uenced and motivated to perform actions that further common goals and lead 
toward desired outcomes. Communication is a process by which information and 
understanding are transferred between a sender and a receiver, such as between 
a leader and an employee, an instructor and a student, or a coach and a foot-
ball player. Exhibit 9.1 shows the key elements of the communication process. 
The leader initiates a communication by encoding a thought or idea, that is, by 
selecting symbols (such as words) with which to compose and transmit a mes-
sage. The message is the tangible formulation of the thought or idea sent to the 
receiver, and the channel is the medium by which the message is sent. The channel 

Communication
a process by which information 
and understanding are 
transferred between a sender 
and a receiver

Exhibit 9.1 A Basic Model of the Communication Process
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could be a formal report, a telephone call, an e-mail or text message, or a  face-
to-face  conversation. The receiver decodes the symbols to interpret the meaning 
of the message. Encoding and decoding can sometimes cause communication 
errors because individual differences, knowledge, values, attitudes, and back-
ground act as fi lters and may create “noise” when translating from symbols to 
meaning. Employees and supervisors, husbands and wives, parents and children, 
friends and strangers all have communication breakdowns because people can 
easily misinterpret messages. Feedback is the element of the communication 
process that enables someone to determine whether the receiver correctly in-
terpreted the message. Feedback occurs when a receiver responds to a leader’s 
communication with a return message. Without feedback, the communication 
cycle is incomplete. Effective communication involves both the transference and 
the mutual understanding of information.5 The process of sending, receiving, 
and feedback to test understanding underlies both management and leadership 
communication.

Management Communication
The traditional role of a manager is that of “information processor.” 
Managers spend some 80 percent of each working day in commu-
nication with others.6 In other words, 48 minutes of every hour are 
spent in meetings, on the telephone, or talking informally with others. 
Managers scan their environments for important written and personal 
information, gathering facts, data, and ideas, which in turn are sent to 
subordinates and others who can use them. A manager then receives 
subordinate messages and feedback to see if “noise” interfered with 
translation, and determines whether to modify messages for accuracy.

Managers have a huge communication responsibility directing and controlling 
an organization. Communication effectiveness lies in accuracy of formulation, with 
less “noise” as one determinant of success. Managers communicate facts, statistics, 
and decisions. Effective managers establish themselves at the center of information 
networks to facilitate the completion of tasks. Leadership communication, however, 
serves a different purpose.

Leader Communication
Although leadership communication also includes the components of sending, 
receiving, and feedback, it is different from management communication. Leaders 
often communicate the big picture—the vision, as defi ned in Chapter 1—rather 
than facts and pieces of information. A leader can be seen as a communication 
champion.7

A communication champion is philosophically grounded in the belief that com-
munication is essential to building trust and gaining commitment to the vision. 
Leaders use communication to inspire and unite people around a common sense of 
purpose and identity. A communication champion enables followers to “live” the 
vision in their day-to-day activities.8 This chapter’s Consider This box highlights 
the importance of this aspect of leader communication. People need a vision to 
motivate them toward the future. Learning, problem solving, decision making, 
and strategizing are all oriented around and stem from the vision. Furthermore, 
communication champions visibly and symbolically engage in communication-
based activities. Whether they walk around asking questions or thoughtfully lis-
ten to a subordinate’s problem, the actions of champions convey a commitment 
to communication. Communication isn’t just about occasional meetings, formal 
speeches, or presentations. Leaders actively communicate through both words 

Communication champion
a person who is philosophically 
grounded in the belief that 
communication is essential 
to building trust and gaining 
commitment to a vision

Communication champion
a person who is philosophically 
grounded in the belief that 
communication is essential 
to building trust and gaining 
commitment to a vision

Action Memo

Networking is a vital part of leadership 

information sharing. Answer the questions 

in Leader’s Self-Insight 9.1 on page 262 to 

learn whether you network with other people 

similar to what successful leaders do.



and actions every day. Regular communication is essential for building personal 
relationships with followers.

Exhibit 9.2 shows the leader-as-communication-champion model. 
By establishing an open communication climate, asking questions, 
actively listening to others, learning to discern underlying messages, 
and applying the practice of dialogue, leaders facilitate and support 
strategic conversations that help move the organization forward. 
Leader communication is purpose-directed in that it directs every-
one’s attention toward the vision, values, and desired outcomes of the 
group or organization and persuades people to act in a way to help 

achieve the vision.
Leaders use many communication methods, including selecting rich 

channels of communication, stories, metaphors, and informal commu-
nication. For example, in communicating his message about the federal budget, 
President Ronald Reagan spoke of a trillion dollars in terms of stacking it next 
to the Empire State Building. Framed this way, the message redefi ned the mean-
ing of a trillion dollars, and took on a new reality for the audience.  Historical 
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Action MemoAs a leader, you can be a communication 
champion. You can use verbal, nonverbal, 

and symbolic communication to unite 
people around a common vision, facilitate 

strategic conversations, and build trust.

Think about your current life as an employee or as a 
student. Indicate whether each item below is Mostly 
False or Mostly True for you.

Mostly 
False

Mostly 
True

1. I learn early on about changes 
going on in the organization that 
might affect me or my job. _______ _______

2. I have a clear belief about the posi-
tive value of active networking. _______ _______

3. I am good at staying in touch 
with others. _______ _______

4. I network as much to help other 
people solve problems as to help 
myself. _______ _______

5. I am fascinated by other people 
and what they do. _______ _______

6. I frequently use lunches to meet 
and network with new people. _______ _______

7. I regularly participate in charitable 
causes. _______ _______

8. I maintain a list of friends and 
colleagues to whom I send 
 holiday cards. _______ _______

9. I build relationships with people of 
different gender, race, and nation-
ality than myself. _______ _______

Am I Networked?
Leader’s Self-Insight 9.1 

10. I maintain contact with people 
from previous organizations and 
school groups. _______ _______

11. I actively give information to 
subordinates, peers, and my 
boss. _______ _______

12. I know and talk with peers in 
other organizations. _______ _______

Scoring and Interpretation
Add the number of Mostly True answers above for your 
score: ______. A score of 9 or above indicates that you 
are excellent at networking and can be a networking 
leader. A score of 3 or below would suggest that you 
need to focus more on building networks, perhaps work 
in a slow moving occupation or organization, or not put 
yourself in a position of leadership. A score of 4–8 would 
be about average.

Networking is the active process of building and 
 managing productive relationships. Networking builds 
social, work, and career relationships that facilitate 
mutual understanding and mutual benefit. Leaders 
accomplish much of their work through networks rather 
than formal hierarchies.

Source: The ideas for this self-insight questionnaire were drawn 
primarily from Wayne E. Baker, Networking Smart: How to Build 
Relationships for Personal and Organizational Success (McGraw-Hill, 
1994). 
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and  contemporary leaders as diverse as Reagan, Martin Luther King, Jr., Oprah 
Winfrey, Steve Jobs, Aung San Suu Kyi, Bono, and Meg Whitman all share the 
ability to powerfully communicate their messages to followers and others. 

Leading Strategic Conversations
Strategic conversation refers to people talking across boundaries and hierarchical 
levels about the group or organization’s vision, critical strategic themes, and the 
values that can help achieve desired outcomes. Leaders facilitate strategic conver-
sations by (1) asking questions and actively listening to others to understand their 
attitudes and values, needs, personal goals, and desires; (2) setting the agenda 
for conversation by underscoring the key strategic themes that are linked to 

A blind man was brought to the hospital. He was both 
depressed and seriously ill. He shared a room with another 
man, and one day asked, “What is going on outside?” The 
man in the other bed explained in some detail about the 

sunshine, the gusty winds, and the people walking along the sidewalk. The next day, 
the blind man again asked, “Please tell me what is going on outside today.” The room-
mate responded with a story about the activities in a park across the way, the ducks 
on the pond, and the people feeding them. The third day and each day thereafter for 
two weeks, the blind man asked about the world outside and the other man answered, 
describing a different scene. The blind man enjoyed these talks, and he grew happier 
learning about the world seen through the window.

Then the blind man’s roommate was discharged from the hospital. A new room-
mate was wheeled in—a tough-minded businessman who felt terrible, but wanted to 
get work done. The next morning, the blind man said, “Will you please tell me what is 
going on outside?” The businessman didn’t feel well, and he didn’t want to be bothered 
to tell stories to a blind man. So he responded assertively, “What do you mean? I can’t 
see outside. There is no window here. It’s only a wall.”

The blind man again became depressed, and a few days later he took a turn for the 
worse and was moved to intensive care.

Source: Based on a story the author heard at a spiritual service in Santa Fe, New Mexico.

Opening a Window to a Brighter World

G
et

ty
 Im

ag
es

Consider This!

Exhibit 9.2 The Leader as Communication Champion

Internal and
External
Sources

Purpose Directed
Direct attention to
vision/values, desired
outcomes; use
persuasion

Methods
Use rich channels
Stories and metaphors
Informal communication

Leader
as

Communication
Champion

Strategic
Conversation
Open climate
Asking questions
Listening
Discernment
Dialogue

Strategic conversation
communication that takes 
place across boundaries and 
hierarchical levels about the 
group or organization’s vision, 
critical strategic themes, and 
values that can help achieve 
desired outcomes
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 organizational success; and (3) selecting the right communication channels and 
facilitating dialogue.9 An example of strategic conversation comes from Royal 
Philips Electronics, Europe’s largest electronics outfi t. President Gerard Kleisterlee 
outlined four key technology themes that he believes should defi ne Philips’ future in 
the industry: display, storage, connectivity, and digital video processing. These 
themes intentionally cross technology boundaries and require people to communi-
cate and collaborate across departments and divisions. A strategic conversation for 
each theme begins with a one-day summit that brings together everyone who has 
relevant information to contribute—regardless of rank or job position—so that 
people can together gain a clear sense of goals and establish cooperative working 
relationships.10

Five key components necessary for strategic conversations are an open com-
munication climate, asking questions, active listening, discernment, and dialogue.

Creating an Open Communication Climate
Open communication means sharing all types of information throughout the orga-
nization, especially across functional and hierarchical boundaries. Open commu-
nication runs counter to the traditional fl ow of selective information downward 
from supervisors to subordinates. But leaders want communication to fl ow in 
all directions. People throughout the organization need a clear direction and an 
understanding of how they can contribute.11 A recent survey of U.S. employees 
reveals that people genuinely want open and honest communication from their 
leaders, including the bad news as well as the good. Yet when these employees 
were asked to evaluate how well their leaders were doing on a scale of zero to 
100, the average score was 69.12

To build an open communication climate, leaders break down conventional 
hierarchical and departmental boundaries that may be barriers to communi-
cation, enabling them to convey a stronger awareness of and commitment to 
organizational vision, goals, and values. In an open climate, a leader’s communica-
tion of the vision “cascades” through an organization, as explained in Exhibit 9.3. 
Consistent and frequent communication brings follower acceptance and under-
standing. Smart executives also recognize the critical role of open communica-
tion in building trust.13 Trust is an essential element in effective leader-follower 
relationships because it inspires collaboration and commitment to common 
goals.14

Open communication
leaders sharing all types of 
information throughout the 
company and across all levels

Open communication
leaders sharing all types of 
information throughout the 
company and across all levels

Exhibit 9.3 Why Open the Communication Climate?

An open climate is essential for cascading vision, and cascading is essential because:

Natural Law 1: You Get What You Talk About
A vision must have ample ‘air time’ in an organization. A vision must be shared and 
practiced by leaders at every opportunity.

Natural Law 2: The Climate of an Organization Is a Reflection of the Leader
A leader who doesn’t embody the vision and values doesn’t have an organization 
that does.

Natural Law 3: You Can’t Walk Faster Than One Step at a Time
A vision is neither understood nor accepted overnight. Communicating must be built 
into continuous, daily interaction so that over time followers will internalize it.

Source: Based on Bob Wall, Robert S. Slocum, and Mark R. Sobol, Visionary Leader (Rocklin, CA: Prima 
Publishing, 1992), pp. 87–89.
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Another important outcome of an open communication climate is that employees 
understand how their actions interact with and affect others in the organization. 
Open communication encompasses the trend toward open-book management,
which means sharing fi nancial information with all employees to engender an 
attitude of employee ownership. Recall from the previous chapter that when em-
ployees feel a sense of ownership in the company, they are more highly motivated 
to achieve goals. In addition, when people have access to complete information, 
they make decisions that are good for the company. At Tampa-based AmeriSteel, 
opening the books and training all employees to understand the numbers helped 
cut the cost of converting a ton of scrap steel into a ton of fi nished steel from $145 
to $127.15 The open-book management program helped workers understand how 
every decision and action affects organizational success.

Communication across traditional boundaries enables leaders to hear what 
followers have to say, which means the organization gains the benefi t of all em-
ployees’ minds. The same perspectives batted back and forth between top execu-
tives don’t lead to effective change, the creation of a powerful shared vision, or the 
network of personal relationships that keep organizations thriving. New voices 
and continuous conversation involving a broad spectrum of people revitalize and 
enhance communication.16 Leaders at Boeing, which was hit hard in recent years 
by a series of ethical and political scandals, are using blogs as part of their strat-
egy to create an open communication climate and rebuild trust among customers, 
employees, and the public.

James F. Albaugh, Boeing Integrated Defense Systems

“I’ve always been a big believer in open and honest dialogue that gets the issues on 
the table,” says James Albaugh, the chief executive of Boeing Integrated Defense 
Systems. Yet Albaugh’s view hasn’t always been shared by other Boeing executives. 
Indeed, defense contractors and aerospace companies in general aren’t known for 
their openness. Yet after a series of scandals rocked the giant company, Boeing lead-
ers are embracing a new approach to communication.

One aspect of the once-secretive company’s attempt to build an open com-
munication climate is the use of both external and internal blogs. Randy Baseler, 
vice president for marketing at Boeing Commercial Airplanes, for example, started a 
public blog to share the company’s view on products and marketing strategies—and 
comments are welcome. The blog has exposed Boeing to some stinging criticism, 
but leaders believe the openness will lead to more constructive dialogue with cus-
tomers and the public. Employees, too, are seeing a more open approach to com-
munication. Internal blogs, such as one used by Albaugh, get conversations going 
and enable people to raise issues or point out problems anonymously.

It’s too soon to say whether Boeing executives’ use of blogs and other strate-
gies will result in a more productive, open communication climate. Operating in an 
industry built on security clearances and classifi ed government projects, secrecy is 
woven into the fi bre of the organization. Some issues may always 
require secrecy, yet leaders are making a sincere effort to break 
down walls where possible, be more open with employees and 
the public, prevent the kind of ethical lapses that have occurred in 
recent years., and restore trust.17 

Leaders at Boeing, as at other organizations, want an open 
communication climate, because it can help to alleviate tension and 
confl ict between departments, build trust, reaffi rm employee commit-
ment to a shared vision, and make the company more competitive.
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Action Memo

As a leader, you can create an open 

communication climate by sharing both 

good and bad information, and you can 

facilitate communication across groups, 

departments, and hierarchical levels.
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Asking Questions 
Managers typically think they should be the people with the right answers. After 
all, aren’t people rewarded from grade school through college and in their fi rst 
jobs for having answers? Leadership, though, is more about being the person 
with the right questions. Questions encourage people to think and empower 
them to fi nd answers. Many leaders—indeed, most people in general—are un-
aware of the amazing power of questions. In our society, we’re conditioned to 
come up with answers. Very young children are typically full of questions, but 
from an early age they’re discouraged from asking them.18 Children may be told 
that questioning adults is rude or disrepectful. Students are expected to hold up 
their hands in class to give the right answer, and they’re often chastised for an 
incorrect response. Leaders often assume that if someone comes to them with 
a problem, their job is to solve it with the correct answer. They mistakenly fear 
that not having an answer means followers will lose respect for them. When lead-
ers do ask questions, they typically focus on specifi c issues or problems, such as 
why a project is behind schedule or when a report will be fi nished. They don’t 
use questioning as a way to develop new insights into work processes or to spur 
critical thinking by others.

Asking the right kinds of questions can benefi t both leaders and followers 
in many ways.19 Questioning leads to a free fl ow of ideas and information that 
is so important in today’s changing organizations. With advances in technology 
and communications, no one person can master all the data and information 
needed to meet the challenges most organizations face. In addition, asking ques-
tions shows that leaders value the knowledge of others and are open to new ideas, 
which helps to build trusting, respectful relationships. Leadership questioning 
serves as a role model to let followers know that asking questions is not a sign 
of weakness but an opportunity for learning. Asking the right questions can also 
develop critical thinking skills. One study found that 99 percent of top managers 
surveyed believe that critical thinking skills at all levels are crucial to the success 
of their organizations.20 As the best teachers have long known, using the Socratic 
method—asking questions rather than giving answers—provokes critical thought 
and leads to deeper, more lasting learning. The late management scholar Peter 
Drucker, who prided himself on asking “dumb questions,” once said: “The leader 
of the past was a person who knew how to tell. The leader of the future will be a 
person who knows how to ask.” Good leaders are willing to be vulnerable, and 
they have the courage to ask questions that others might not want to hear.21

What are the important questions for leaders to ask? There are two basic 
approaches to leader questioning. The traditional purpose of questioning is leader-
centered, in that it seeks to inform the leader about specifi c issues, investigate 
problems or opportunities, and gather information, ideas, or insights. This type of 
questioning is important because it helps leaders tap into the expertise and ideas 
of followers. Yet leaders also use questions for another purpose. This approach is 
follower-centered, in that it seeks to encourage critical thinking, expand people’s 
awareness, and stimulate learning. This type of questioning empowers followers 
and helps to build positive attitudes and follower self-confi dence, as well.

Listening
Just as important as asking questions is sincerely listening to the answers. One of 
the most important tools in a leader’s communication tool kit is listening, both 
to followers and customers. Many leaders now believe that important informa-
tion fl ows from the bottom up, not top down, and that a crucial component of 
leadership is to listen effectively.22 It is only by listening that leaders can identify 
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strategic themes and understand how to infl uence others to achieve desired out-
comes. Listening helps create an open communication climate, because people are 
willing to share their ideas, suggestions, and problems when they think someone 
is listening and genuinely values what they have to say.

Listening involves the skill of grasping and interpreting a message’s genuine 
meaning. Remember that message reception is a vital link in the communication 
process. However, many people do not listen effectively. They concentrate on for-
mulating what they’re going to say next rather than on what is being said to them. 
Our listening effi ciency, as measured by the amount of material understood and 
remembered by subjects 48 hours after listening to a 10-minute message, is, on 
average, no better than 25 percent.23

What constitutes good listening? Exhibit 9.4 gives 10 keys to effective listen-
ing and illustrates a number of ways to distinguish a bad listener from a good 
one. A key to effective listening is focus. A good listener’s total attention is focused 
on the message; he isn’t thinking about an unrelated problem in the purchasing 
department, how much work is piled up on his desk, or what to have for lunch. 
A good listener also listens actively, fi nds areas of interest, is fl exible, works hard 
at listening, and uses thought speed to mentally summarize, weigh, and 
anticipate what the speaker says.

Effective listening is engaged listening. Good leaders ask lots 
of questions, force themselves to get out of their offi ce and mingle 
with others, set up listening forums where people can say whatever 
is on their minds, and provide feedback to let people know they 
have been heard.24

Listening
the skill of grasping and 
interpreting a message’s genuine 
meaning

Listening
the skill of grasping and 
interpreting a message’s genuine 
meaning

Exhibit 9.4 Ten Keys to Effective Listening

Keys Poor Listener Good Listener

 1. Listen actively Is passive, laid back Asks questions; 
   paraphrases what is said
 2. Find areas of interest Tunes out dry subjects Looks for opportunities,
   new learning
 3. Resist distractions Is easily distracted Fights distractions; 
   tolerates bad habits; 
   knows how to concentrate
 4.  Capitalize on the Tends to daydream with Challenges, anticipates, 

fact that thought slow speakers summarizes; listens 
is faster than speech  between lines to tone 
  of voice

 5. Be responsive Is minimally involved Nods; shows interest, 
   positive feedback
 6.  Judge content, Tunes out if delivery is  Judges content; skips over

not delivery poor delivery errors
 7. Hold one’s fire Has preconceptions;  Does not judge until 
  argues comprehension is complete
 8. Listen for ideas Listens for facts Listens to central themes
 9. Work at listening No energy output; faked Works hard; exhibits active
  attention body state, eye contact
 10. Exercise one’s mind Resists difficult material in Uses heavier material as 
  favor of light, recreational exercise for the mind
  material

Sources: Adapted from Sherman K. Okum, “How to Be a Better Listener,” Nation’s Business (August 1975), 
p. 62; and Philip Morgan and Kent Baker, “Building a Professional Image: Improving Listening Behavior,” 
Supervisory Management (November 1985), pp. 34–38.

Action Memo

Evaluate your listening skills by answering 

the questions in Leader’s Self-Insight 9.2 on 

page 268.



Being a good listener expands a leader’s role in the eyes of others and en-
hances the leader’s infl uence. Consider the example of Patrick Charmel, CEO of 
Griffi n Hospital in Derby, Connecticut. When Charmel took the top job, he knew 
that actively listening to employees and patients was key to helping the com-
munity hospital survive against larger, more aggressive competitors. Charmel 
implemented virtually every requested change, including installing wooden 
rather than steel handrails in hallways, banning fl uorescent bulbs in favor of 
soft, indirect lighting, and adding cozy, home-style kitchens within easy access 
of all patient rooms. In addition, every patient now takes part in a detailed “case 
conference” with doctors, nurses, and other caregivers. They’re encouraged to 
look at their medical charts and given detailed literature about their condition. 
Employees throughout the hospital are authorized to make decisions and take 
actions within their area of expertise based on the best interest of the patient.25

By listening to the needs of patients and employees, and subsequently responding 
to those needs, Charmel transformed Griffi n Hospital—as well as the relation-
ships between leaders and employees and between employees and patients. This 

268

Go through the following questions, answering No or Yes 
next to each question. Mark each as truthfully as you can 
in light of your behavior in the last few meetings or social 
gatherings you attended.

No Yes
1. I frequently attempt to listen 

to several conversations at the 
same time. _______ _______

2. I like people to give me the 
facts and then let me make 
my own interpretation. _______ _______

3. I sometimes pretend to pay 
attention to people. _______ _______

4. I pay attention to nonverbal 
communications. _______ _______

5. I usually know what another 
person is going to say before 
he or she says it. _______ _______

6. I usually respond immediately 
when someone has finished 
talking. _______ _______

7. I evaluate what is being said 
while it is being said. _______ _______

8. I usually formulate a response 
while the other person is still 
talking. _______ _______

Listening Self-Inventory
Leader’s Self-Insight 9.2 

9. I notice the speaker’s “deliv-
ery” style which may distract 
me from the content. _______ _______

10. I often ask people to clarify 
what they have said rather 
than guess at the meaning. _______ _______

11. I make a concerted effort to 
understand other people’s 
points of view. _______ _______

12. People feel that I have under-
stood their point of view even 
when we disagree. _______ _______

Scoring and Interpretation
The correct answers according to communication theory 
are as follows: No for questions 1, 2, 3, 5, 6, 7, 8, and 9. 
Yes for questions 4, 10, 11, and 12.

If you missed only two or three questions, you 
strongly approve of your own listening habits and you 
are on the right track to becoming an effective listener 
in your role as a leader. If you missed four or five ques-
tions, you have uncovered some doubts about your 
listening effectiveness, and your knowledge of how to 
listen has some gaps. If you missed six or more ques-
tions, you probably are not satisfied with the way you 
listen, and your followers and co-workers might feel that 
you are not paying attention when they speak. Work on 
improving your active listening skills.
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kind of transformation is what leader listening—indeed, communication—is all 
about.

Active listening is a daily, ongoing part of a leader’s communication. The 
connection between personal satisfaction and being listened to, 
whether one is a customer or an employee, is not a mystery. We 
all know that few things are as maddening as not being listened 
to, whether we’re talking to a doctor, a sales clerk, a partner, 
a customer service representative, a parent, or our boss. When 
people sense that they have been heard, they simply feel better. 
Dr. Robert Buckman, a cancer specialist who teaches other doc-
tors, as well as businesspeople, how to break bad news, says you 
have to start by listening. “The trust that you build just by letting 
people say what they feel is incredible,” Buckman says.26 In the busi-
ness world, customers are often infuriated when their requests are 
ignored or they are told they can’t be accommodated, signals that 
nobody is listening to their needs. Furthermore, when leaders fail to listen to 
employees, it sends the signal, “you don’t matter,” which decreases commitment 
and  motivation.

Discernment
One of the most rewarding kinds of listening involves discernment. By this kind of 
listening, a leader detects the unarticulated messages hidden below the surface 
of spoken interaction, complaints, behavior, and actions. A discerning leader pays 
attention to patterns and relationships underlying the organization and those it 
serves.

Companies such as Kimberly-Clark and Procter & Gamble that live or die 
on new products have discovered the importance of discernment. Customers are 
frequently unable to articulate to market researchers exactly what they want, but 
some companies have become experts at discerning unspoken desires. For ex-
ample, in an effort to discover what customers really value, Procter & Gamble re-
cently sent researchers into women’s homes to chart their emotional reactions to 
home hair coloring. They found that people get a huge psychological boost from 
dying their hair but a corresponding downslide when the color fades and roots 
start to show. Yet most women put off coloring because of the time and hassle of 
the process. P&G introduced Clairol’s Nice & Easy Root Touch-Up, which allows 
people to do an easy, 10-minute stop-gap application, as well as introduced new 
formulas that cling to the hair but take less time and effort. The new products are 
sliding off the shelves.27

Effective communication with followers also depends on discernment. One 
leader dealing with a problem employee in the kitchen at an upscale restaurant 
got nowhere by asking outright why her sous chef had gone from consistently 
good performance to frequently being tardy or absent. After several days working 
almost full-time in the kitchen and keeping her eyes and ears open, the restaurant 
manager discerned that the quiet, introverted employee felt insecure and inad-
equate since a new head chef with a fl amboyant personality had been hired. With 
this understanding, she got the two employees together and was able to solve the 
problem. As another example, leaders who are trying to implement major changes 
frequently have to use discernment to detect problems or deep-seated reasons for 
employee resistance. CEO Aylwin B. Lewis is applying discernment in his efforts 
to lead a turnaround at Sears Holdings Corp., which was formed from the recent 
merger of Kmart and Sears Roebuck & Co.

Discernment
listening in which a leader 
detects unarticulated messages 
hidden below the surface of 
spoken interaction

Discernment
listening in which a leader 
detects unarticulated messages 
hidden below the surface of 
spoken interaction

Action Memo

As a leader, you can learn to be a better 

listener. You can focus your total attention 

on what the other person is saying and 

work hard to listen—use eye contact; ask 

questions and paraphrase the message; and 

offer positive feedback.
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Aylwin B. Lewis, Sears Holdings Corp.

“Our worst stores are dungeons!” Aylwin Lewis shouts to a group of Kmart man-
agers attending a dinner meeting, sounding for all the world like a Southern Baptist 
preacher. “Well, who wants to work in a dungeon? Who wants to shop in a dun-
geon? Who wants to walk into an environment that is so dull and lifeless that it is 
sucking the air out of your body?” The managers give their new CEO a standing ova-
tion. They’ve been waiting for someone to recognize how demoralizing their work 
environment has become and speak the truth.

Lewis is using his superb communication skills in an effort to overhaul the giant 
corporation’s dysfunctional culture and put both Sears and Kmart back on the road 
to profi tability. A big part of his job is discerning the unspoken feelings of employees 
and determining why they are resistant to some of the changes Lewis and chair-
man Edward S. “Eddie” Lampert want to make. In addition, he needs to understand 
the company’s problems from the customer’s viewpoint. To accomplish that, Lewis 
spends Thursday through Saturday visiting stores, staying about three to four hours at 
each one. He’s also changing the discernment of others by requiring that all managers 
and headquarters staff spend a day working in a store, and he’s redesigning jobs so 
that store employees spend less time in back rooms and more time interacting with 
customers. Traditionally, both Sears and Kmart have had insular cultures that are more 
inward-looking than focused on the customer. Lewis is hoping the increased interac-
tion among managers, employees, and customers will build a framework for a new, 
customer-focused culture.

“Make no mistake, we have to change,” Lewis tells 500 leaders and potential 
leaders who participate 40 at a time in a day-long course called “Sowing the Seeds 
of Our Culture.” The change won’t be easy—some even say it’s impossible—but 
Lewis’s communication skills, including discernment, give him an edge. He’s tapped 
into the feelings of store managers and employees by discerning that they are tired 
of feeling like losers and want leaders who are willing to tell the truth about the 
company’s problems. Now he has to fi nd a way to help them be winners again.28

Discernment is a critical skill for leaders such as Aylwin Lewis, because it 
enables them to tap into the unarticulated, often deep-seated needs, fears, desires, 
and hopes of followers and customers. A discerning leader hears the undercur-
rents that have yet to emerge.29

Dialogue
When a group of people are actively listening to one another and paying attention 
to unspoken undercurrents, an amazing type of communication, referred to as 
dialogue, occurs. The “roots of dialogue” are dia and logos, which can be thought 
of as stream of meaning. In dialogue, people together create a stream of shared 

meaning that enables them to understand each other and share a view of the 
world.30 People may start out as polar opposites, but by actively lis-
tening and talking authentically to one another, they discover their 
common ground, common issues, and common dreams on which 

they can build a better future.
Most of us have a tendency to infuse everything we hear with 

our own opinions rather than being genuinely open to what others 
are saying. In addition, traditional business values in the United States 
and most other Western countries reward people for forcefully asserting 
their own ideas and opinions and trying to discredit or contradict oth-
ers.31 But people can engage in dialogue only when they come to a con-
versation free of prejudgments, personal agendas, and “right” answers. 

Dialogue
active sharing and listening in 
which people explore common 
ground and grow to understand 
each other and share a world 
view

Dialogue
active sharing and listening in 
which people explore common 
ground and grow to understand 
each other and share a world 
view
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Action MemoAs a leader, you can use dialogue to help 
people create a shared sense of meaning 

and purpose. You can enable people to 
express their hopes and fears, suspend their 

convictions and explore assumptions, and 
become motivated to search for common 

ground.
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Participants in a dialogue do not presume to know the outcome, nor do they sell 
their convictions.

One way to understand the distinctive quality of dialogue is to contrast it with 
discussion.32 Exhibit 9.5 illustrates the differences between a dialogue and a discus-
sion. Typically, the intent of a discussion is to present one’s own point of view and 
persuade others in the group to adopt it. A discussion is often resolved by logic or 
by “beating down” opposing viewpoints. Dialogue, on the other hand, requires that 
participants suspend their attachments to a particular point of view so that a deeper 
level of listening, synthesis, and meaning can emerge from the group. A dialogue’s 
focus is to reveal feelings and build common ground, with the emphasis on inquiry 
rather than advocacy. As discussed in the Leader’s Bookshelf, dialogue is particu-
larly useful for conversations about diffi cult and emotionally charged issues. Henry 
 Bertolon, cofounder and CEO of NECX, an online marketplace that was acquired 
by Converge, introduced dialogue to improve communication after a period of rapid 
growth led to internal tensions. “We’d have meetings that just melted down,” he says. 
“Everyone would scream at each other and then leave.” Bertolon hired Wil Calmas, 
a psychologist with an MBA, to lead a series of programs to get people talking—and 
listening—to one another on a deeper, authentic level. People were encouraged to 
express fear, hostility, frustration, secret wishes, whatever feelings were affecting their 
lives and work. The dialogue sessions created a safe environment for people to reveal 
their feelings, explore ideas, and build common ground. Bertolon also believed it 
helped employees be loose, fl exible, and open to new ideas—ready to respond to the 
rapid changes taking place all around them.33

Source: Adapted from Edgar Schein, “On Dialogue, Culture, and Organizational Learning,” Organizational 
Dynamics (Autumn 1993), p. 46.

Conversation

Dialogue

Result

Discussion

Lack of understanding, disagreement,
divergent points of view, evaluate others

Result

Reveal feelings

Explore assumptions

Suspend convictions

Build common ground

State positions

Advocate convictions

Convince others

Build oppositions

Long-term, innovative solutions

Unified group

Shared meaning

Transformed mind-sets

Short-term resolution

Agreement by logic

Opposition beaten down

Mind-sets held onto

Exhibit 9.5 Dialogue and Discussion: The Differences



Both forms of communication, dialogue and discussion, can result in organi-
zational change. However, the result of a discussion is limited to a specifi c topic 
being deliberated, whereas the result of dialogue is characterized by group unity, 
shared meaning, and transformed mindsets. This kind of result is far-reaching. 
A new, common mindset is not the same thing as agreement, because it creates 
a reference point from which subsequent communication can start. As new and 
deeper solutions are developed, a trusting relationship is built among communica-
tors, which is important to all communication episodes that follow. Dialogue thus 
transforms communication and, by extension, the organization.

The Leader as Communication Champion
To act as a communication champion, as described earlier in this chapter, lead-
ers don’t communicate just to convey information, but to persuade and infl u-
ence  others. They use communication skills to sell others on the vision and 

Almost all of us have experienced the discomfort of a 
crucial conversation, which refers to a discussion where 
emotions run strong, opinions vary, and the stakes are 
high. Crucial conversations are conversations about tough 
issues that may cause conflict. Some examples that occur 
in the workplace include confronting a co-worker who 
makes suggestive comments or behaves offensively, 
approaching a boss who is breaking his own safety rules, 
or talking to a team member who isn’t keeping commit-
ments. For most of us, the more crucial the conversation, 
the less likely we are to handle it well. The authors of 
Crucial Conversations: Tools for Talking When Stakes Are 
High take a step-by-step approach to explore tools leaders 
can use to help create the conditions, within themselves 
and others, for effectively dealing with difficult issues.

THE LEADER’S ROLE IN CRUCIAL CONVERSATIONS
Leaders use the technique of dialogue to keep them-
selves and others calm and focused when discussions 
turn into crucial conversations. Here are a few guidelines:

 • Encourage a free flow of information. When it comes 
to controversial, risky, and emotional conversations, 
effective leaders find a way to get all relevant informa-
tion from themselves and others into the open. At the 
core of every successful crucial conversation is the 
free flow of information and ideas, with people feel-
ing safe enough to openly and honestly express their 
opinions, feelings, and theories.

 • Start with heart. A key principle of dialogue is that the 
leader starts with getting his or her own heart right. In 
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by Kerry Patterson, Joseph Grenny, Ron McMillan, and Al Switzler

a high-risk conversation, the leader has to start with 
the right motives and stay calm and focused no mat-
ter what happens. To stay focused, leaders have to 
know what they want for themselves, for others, and 
for the relationship.

 • When people are at cross purposes, think CRIB. 
Commit to seek a mutual purpose; Recognize the 
purpose behind the strategy; Invent a mutual purpose; 
Brainstorm new strategies. When people are poles 
apart on what they want, leaders can use this tool to 
bring people back to dialogue. They first get people to 
commit to finding some agreement, strive to discern 
the true purpose behind one another’s words; find 
broader goals that can serve as a basis for mutual 
purpose; and, with a mutual purpose as a grounding, 
brainstorm ideas for meeting each person’s individual 
needs.

COMMUNICATING WHEN IT MATTERS MOST
When we’re angry, upset, frustrated, anxious, or other-
wise influenced by strong emotions, conversation often 
deteriorates into violence or silence, verbally attacking the 
other person or verbally withdrawing. These are the times 
when dialogue is most important. Crucial Conversations 
offers ideas for thinking about and preparing for difficult 
conversations, along with specific tips and tools that can 
help leaders say and do the right thing.

Source: Crucial Conversations: Tools for Talking When Stakes Are 
High, by Kerry Patterson, Joseph Grenny, Ron McMillan, and Al 
Switzler, is published by McGraw-Hill.
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Action Memo

As a leader, you can increase your 

credibility by becoming knowledgeable and 

building positive relationships with others. 

You can show how your plans will benefi t 

followers and tap into their imagination and 

emotions to inspire support.

infl uence them to behave in ways that achieve goals and help accomplish the 
vision.

The ability to persuade others is more critical today than ever before. The 
command-and-control mindset of managers telling workers what to do and 
how to do it is gone. Employees don’t just want to know what they should do 
but why they should do it. Leaders can follow four steps to practice the art of 
persuasion:34

 1. Establish credibility. A leader’s credibility is based on the leader’s 
knowledge and expertise as well as his or her relationships with others. 
When leaders have demonstrated that they make well-informed, sound 
decisions, followers have confidence in their expertise. Leaders also build 
credibility by establishing good relationships and showing that they have 
others’ best interests at heart.

 2. Build goals on common ground. To be persuasive, leaders describe how 
what they’re requesting will benefit others as well as the leader. For 
example, to get fast food franchisees to support new pricing discounts 
desired by headquarters, one leader cited research showing that the new 
pricing policies improved franchisees’ profits.35 When people see how they 
will personally benefit from doing something, they’re usually eager to do 
it. When leaders can’t find common advantages, it’s a good signal that 
they need to adjust their goals and plans.

 3. Make your position compelling to others. Leaders appeal to others on 
an emotional level by using symbols, metaphors, and stories to express 
their messages, rather than relying on facts and figures alone. By tapping 
into the imaginations of their followers, leaders can inspire people to 
accomplish amazing results.

 4. Connect emotionally. Recall the discussion of emotional intelligence from 
Chapter 5. Good leaders sense others’ emotions and adjust their approach 
to match the audience’s ability to receive their message. Leaders use their 
emotional understanding to influence others in positive ways. In addition, 
by looking at how people have interpreted and responded to past events 
in the organization, leaders can get a better grasp on how followers may 
react to their ideas and proposals.

Persuasion is a valuable communication process that individuals can use to 
lead others to a shared solution or commitment. Karen Tse, founder and director 
of International Bridges to Justice, provides an excellent example of a persuasive 
leader. She was just 37 years old when she founded an organization that 
would change the lives of thousands of prisoners in places like 
China, Cambodia, and Vietnam by training public defenders and 
raising awareness of human rights abuses. Tse persuades by con-
necting emotionally to people, whether it is a businessman she’s 
asking for a donation or a prison guard she’s encouraging to allow 
prisoners daily exercise. Rather than fi ghting against the “bad,” Tse 
says she tries to fi nd the good in each person and work with that 
part of them to make changes. One Cambodian prison director who 
initially told Tse he would beat prisoners down “like rats” eventually 
worked with her to improve the prison’s dark, dank cells, build a gar-
den, and implement exercise classes for prisoners and guards.36

To be persuasive and act a communication champion, leaders must communicate 
frequently and easily with others in the organization. Yet for some individuals, com-
munication experiences are unrewarding, so they may consciously or unconsciously 



avoid situations where communication is required.37 The term communication 
 apprehension describes this avoidance behavior, and is defi ned as “an individ-

ual’s level of fear or anxiety associated with either real or anticipated 
communication with another person or persons.”38

To be effective communication champions, leaders pay attention to 
the channels of communication they use, employ aspects of storytelling 
and metaphor to enrich their communications, and use informal as well 
as formal communication techniques.

Selecting Rich Communication Channels
A channel is a medium by which a communication message is carried from sender 
to receiver. Leaders have a choice of many channels through which to communicate to 
subordinates. A leader may discuss a problem face-to-face, use the telephone, write 

Channel
a medium by which a 
communication message is 
carried from sender to receiver

Channel
a medium by which a 
communication message is 
carried from sender to receiver

Action MemoComplete the questions in Leader’s 
Self-Insight 9.3 to learn your level of 

communication apprehension.
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a memo or letter, use e-mail, send a text message, or put an item in a newsletter, 
depending on the nature of the message. New communication media such as Web 
pages, blogs, intranets, and extranets have expanded leaders’ options for communi-
cating to followers as well as the organization’s customers, clients, or shareholders.

The Continuum of Channel Richness
Research has attempted to explain how leaders select communication channels to 
enhance communication effectiveness.39 Studies have found that channels differ in 
their capacity to convey information. Just as a pipeline’s physical characteristics 
limit the kind and amount of liquid that can be pumped through it, a communica-
tion channel’s physical characteristics limit the kind and amount of information 
that can be conveyed among people. The channels available to leaders can be 
classifi ed into a hierarchy based on information richness. Channel richness is the 
amount of information that can be transmitted during a communication episode. 
Exhibit 9.6 illustrates the hierarchy of channel richness.

The richness of an information channel is infl uenced by three characteristics: 
(1) the ability to handle multiple cues simultaneously; (2) the ability to facilitate 
rapid, two-way feedback; and (3) the ability to establish a personal focus for the 
communication. Face-to-face discussion is the richest medium, because it permits 
direct experience, multiple information cues, immediate feedback, and personal 
focus. Face-to-face discussions facilitate the assimilation of broad cues and deep, 
emotional understanding of the situation. For example, Tony Burns, former CEO 
of Ryder System, Inc., says he prefers to handle things face-to-face: “You can look 
someone in the eyes. You can tell by the look in his eyes or the infl ection of his 
voice what the real problem or question or answer is.”40

Telephone conversations are next in the richness hierarchy. Eye contact, gaze, 
posture, and other body language cues are missing, but the human voice still car-
ries a tremendous amount of emotional information. Electronic messaging, or 
e-mail, which lacks both visual and verbal cues, is increasingly being used for com-
munications that were once handled over the telephone. E-mail has improved the 

Channel richness
the amount of information that 
can be transmitted during a 
communication episode

Channel richness
the amount of information that 
can be transmitted during a 
communication episode

Exhibit 9.6 A Continuum of Channel Richness
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speed and reduced the cost of long-distance communication in particular. Rather 
than playing “phone tag,” a leader or employee can send an e-mail message to 
communicate necessary information. A recent survey by Ohio State University 
researchers found that about half of the respondents reported making fewer tele-
phone calls since they began using e-mail. However, respondents also said they 
preferred the telephone or face-to-face conversations for expressing affection, giv-
ing advice, or communicating diffi cult news.41

Some studies have found that e-mail, instant messaging, and other forms of 
electronic communication can enable reasonably rich communication if the tech-
nology is used appropriately.42 However, the proliferation of electronic media has 
contributed to poorer communication in many organizations. Employees who 
work in offi ces down the hall from one another will often send e-mail rather 
than communicating face to face. One employee reported that he was fi red via 
e-mail—by a manager who sat fi ve feet away in the same offi ce.43

Other forms of electronic communication, such as video conferencing, rec-
ognize the need for channel richness, allowing for voice as well as body language 
cues. A lower level of richness is offered by the World Wide Web and company 
intranets, but these have opened new avenues for keeping in touch with employ-
ees and customers. An intranet enables leaders to disseminate certain types of 
information to a huge number of employees simultaneously, such as a traditional 
company newsletter might. Company Web pages and Web logs, or blogs, are in-
creasingly being used to keep in closer touch with customers, suppliers, employees, 
and partners, and unlike print media, the Web allows for rapid feedback.

Written media such as notes and letters can be personalized, but they convey 
only the cues written on paper and are slow to provide feedback. Impersonal 

written media, including fl iers, bulletins, and standard computer reports, 
are the lowest in richness. The channels are not focused on a single 
receiver, use limited information cues, and do not permit feedback. 
Paul Stevenson, president and CEO of ATI Medical, Inc., banned 
the practice of writing memos to encourage employees to use rich 
communication channels. He felt that memos substituted for human 
interaction and wasted valuable decision-making time. Stevenson at-
tributes the company’s yearly increase in sales to the productive and 
timely personal interactions that have resulted from the no-memo pol-

icy.44 Lacking memos as a communication channel, ATI employees must 
communicate in person to get their ideas out, and they build strong 
relationships with one another in the process. Leaders recognize that in-
novation and teamwork are the byproducts of using rich channels.

It is important for leaders to understand that each communication channel 
has advantages and disadvantages, and that each can be an effective means of 
communication in the appropriate circumstances.45 Channel selection depends 
on whether the message is routine or non-routine. Routine communications are 
simple and straightforward, such as a product price change. Routine messages 
convey data or statistics or simply put into words what people already under-
stand and agree on. Routine messages can be effi ciently communicated through a 
channel lower in richness. Written or electronic communications also are effective 
when the audience is widely dispersed or when the communication is “offi cial” 
and a permanent record is required.46 On the other hand, non-routine messages 
typically concern issues of change, confl ict, or complexity that have great poten-
tial for misunderstanding. Non-routine messages often are characterized by time 
pressure and surprise. Leaders can communicate non-routine messages effectively 
only by selecting a rich channel.

Action MemoAs a leader, you can choose rich forms of 
communication, such as face to face or 

the telephone, when an issue is complex, 
emotionally charged, or especially 

important. For a routine, straightforward 
message, you can use a written or 

electronic form of communication.
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Consider a CEO trying to work out a press release with public relations peo-
ple about a plant explosion that injured 15 employees. If the press release must 
be ready in three hours, the communication is truly non-routine and forces a rich 
information exchange. The group will meet face-to-face, brainstorm ideas, and 
provide rapid feedback to resolve disagreement and convey the correct informa-
tion. If the CEO has three days to prepare the release, less information capacity 
is needed. The CEO and public relations people might begin developing the press 
release with an exchange of telephone calls and e-mail messages.

The key is to select a channel to fi t the message. During a major acquisition, 
one fi rm chose to send senior executives to all major work sites, where 75 percent 
of the acquired workforce met the offi cials in person. The results were well worth 
the time and expense of the personal appearances. Participating leaders claimed 
that the workers saw them as understanding and willing to listen—people they 
would not mind working for.47 On the other hand, consider the executive who 
addressed a letter “Dear Team” to inform employees in his department that they 
would be required to make signifi cant changes to achieve a new corporate quality 
goal of zero defects. Although the letter indicated that the supervisor realized this 
would “not be welcome news,” it directs employees to renew their commitment to 
quality and pull together as a team. The letter concludes with a P.S.: “As of tomor-
row, I will be on vacation in Hawaii for the next four weeks and out of reach.” If 
you were a member of this supervisor’s team, how would you feel about such a 
communication? Most leader communication by its very nature is comprised of 
non-routine messages. Although leaders maximize the use of all channels, they 
don’t let anything substitute for the rich face-to-face channel when important 
 issues are at stake.

Effectively Using Electronic Communication Channels
Virtual communication through voice mail, e-mail, video conferencing, and text 
messaging has become a fact of life in today’s organizations. The U.S. Army uses 
electronic technology to rapidly transmit communications about weather con-
ditions, the latest intelligence on the enemy, and so forth to lieutenants on the 
battlefi eld. Companies such as Celanese Chemicals use wireless text messaging 
to keep in touch with salespeople in the fi eld and help them close deals faster.48

These new tools provide highly effi cient ways of communicating, and they can be 
particularly useful for routine messages. Text messaging, which allows people to 
share short-hand messages instantly, has rapidly grown in use and is becoming 
more common than e-mail in some organizations.49 Many leaders fi nd that text 
messaging helps them get responses faster and collaborate with people 
more smoothly. “It’s just like having my offi ce next to any of 
[my employees] and being able to stick my head in and ask a 
question,” says Jim McCain, president of sales consulting fi rm 
McCain and Associates, which has employees scattered from 
Tallahassee, Florida, to Hyderabad, India.50

Electronic communication has many advantages, but there are 
disadvantages as well. For one thing, electronic methods increase 
the potential for communication errors. People often come across as 
sounding cold, arrogant, or insensitive when they attempt to discuss 
delicate issues via e-mail, for example. Things that might be handled 
smoothly in a face-to-face conversation or over the phone turn into 
massive problems by fostering resentment, bitterness, and hard feelings.51

Another equally disturbing concern, one psychiatrist argues, is that the grow-
ing use of technology for communicating has created hidden problems for both 

Action Memo

As a leader, you can avoid letting electronic 

communications become a complete 

substitute for human interactions. You can 

resist the urge to criticize or complain in 

an electronic message, and never send an 

e-mail when you are angry or upset.
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individuals and organizations by depriving people of the “human moments” that 
are needed to energize people, inspire creativity, and support emotional well-
being.52 People need to interact with others in physical space to build the connec-
tions that create great organizations. Electronic communication is here to stay, 
and has brought tremendous advantages. The key for leaders is to benefi t from the 
effi ciencies of new technologies while preventing their unintended problems. Here 
are some tips for effectively using electronic communication:

 • Combine high-tech and high-touch. Never allow electronic communication 
to take the place of human connections. People who work together should 
meet face to face on a regular basis, and leaders should get to know their 
followers in real as well as virtual space. Many companies that use virtual 
workers require that they come into the office at least once a month for 
unstructured face time.53 A real-estate developer in Boston set up a free-
pizza day once a week when widely scattered workers could come by the 
office, sit around the table in his office, and just talk.54

 • Consider the circumstances. People who know one another well and 
have worked together a long time can typically communicate about more 
complex issues via e-mail or instant messaging than can people who have 
a new working relationship.55 When people have a long-term working 
relationship, there is less potential for misunderstandings and hard 
feelings. In addition, when all parties involved have a good grasp of the 
issues being discussed, e-mail can be used effectively. A leader of a long-
standing, well-functioning team could thus use e-mail more extensively 
than the leader of a team that has just been formed.

 • Read twice before you hid the “Send” button. Never send an e-mail or 
instant message without reading it at least twice. You wouldn’t send a 
letter without reading it over to make sure it says what you meant to say 
and checking the grammar and spelling. Give the same attention to your 
electronic messages. Make sure you use the niceties, like saying please and 
thank you, and signing your name. Be as courteous to the receiver as if 
you were delivering the message in person. Another important point is to 
never send an electronic message when you are angry or upset. This is a 
situation that definitely calls for richer communication channels.

 • Know what’s off limits. Select richer channels of communication as 
well for important, complex, or sensitive messages. Layoffs, firings, and 
reprimands should always be given face-to-face, or at least via telephone. 
In addition, never use e-mail to complain about or ridicule your boss or 
colleagues. A human resources employee at CNN tells of writing an e-mail 
calling her boss all sorts of evil names, intending to send it to a friend in 
another department. Only too late did she realize she’d sent the e-mail to 
the boss instead.56 It’s easy to do. Be careful what you write. Exhibit 9.7 lists 
some further dos and don’ts concerning subjects appropriate for electronic 
mail.

Using Stories and Metaphors
The Ute Indians of Utah, as well as many other native tribes, made the best sto-
rytellers their tribal leaders.57 Why? Because storytelling is a powerful means of 
persuasion and infl uence. Stories enable leaders to connect with people on an 
emotional as well as an intellectual level. In addition, telling stories helps people 
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make sense of complex situations, inspires action, and brings about change in 
ways that other forms of communication cannot.

Leaders have to be conscious of the language they use in all situations. Just 
being aware of the terminology they choose and the defi nitions and context they 
create is one way leaders enhance communications with others. Even simple lan-
guage choices make a tremendous difference for leadership. However, it is by 
using language rich in metaphor and storytelling that leaders can create a deep 
and lasting effect on others. For example, at National Grange Mutual, a property-
casualty insurance company, leaders in the claims unit picked up on a statement 
made by one of the company’s independent agents. When discussing how the 
claims unit should relate to customers, the agent said, “I want my customers to 
feel your arm go around them when they have a claim.” Leaders used this evoca-
tive image to focus employees on reengineering the claims process to provide bet-
ter, faster, more caring service.58

A study of the speeches of U.S. presidents found that those who used imagery 
to convey their messages were rated higher in both personal charisma and histori-
cal greatness, suggesting that a leader’s ability to achieve a vision is related to the 
ability to paint followers a verbal picture of what can be accomplished if everyone 
pulls together.59 A leader is responsible for directing followers’ attention to a vi-
sion and the values that can help attain it, for defi ning the meaning of situations 
and objectives, and for presenting messages in ways that make them palpable and 

Exhibit 9.7 Dos and Don’ts of Electronic Mail

Sources: Based on “15 Dos and Don’ts” box in Andrea C. Poe, “Don’t Touch that ‘Send’ Button,” HR Magazine 
(July 2001), pp. 74–80; and Michael Goldberg, “The Essential Elements of E-Mail,” CIO (June 1, 2003), p. 24.

Do

• Use e-mail to set up meetings, to recap spoken conversations, or to follow up on 
information already discussed face to face.

• Keep e-mail messages short and to the point. Many people read e-mail on hand-
held devices, which have small screens.

• Use e-mail to prepare a group of people for a meeting. For example, it is conve-
nient to send the same documents to a number of people and ask them to review 
the materials before the meeting.

• Use e-mail to transmit standard reports.
• Act like a newspaper reporter. Use the subject line to quickly grab the reader’s 

attention, much like a newspaper headline. Put the most important information in 
the first paragraph. Answer any questions—who, what, when, where, why, and 
how—that are pertinent.

Don’t

• Use e-mail to discuss something with a colleague who sits across the aisle or down 
the hall from you. Take the old-fashioned approach of speaking to each other.

• Lambast a friend or colleague via e-mail—and especially don’t copy others on the 
message.

• Use e-mail to start or perpetuate a feud. If you get an e-mail that tempts you to 
respond in a scathing manner, stop yourself. You may be misinterpreting the mes-
sage. Even if you’re not, take the high road.

• Write anything in an e-mail you wouldn’t want published in a newspaper. E-mail 
with sensitive or potentially embarrassing information has an uncanny way of 
 leaking out.
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meaningful to organizational members. People seek meaning in their daily work 
and want to understand their role in the larger context of the organization. It is 
up to leaders to provide that context for followers, to frame activity with discrete 

meaning.60 By using language rich in metaphor and storytelling, leaders 
can make sense of situations in ways that will be understood simi-
larly throughout the organization.

Stories need not be long, complex, or carefully constructed. A 
story can be a joke, a metaphor, or a verbal snapshot of something 
from the leader’s past experience.61 Jean-Pierre Garnier, CEO of 

GlaxoSmithKline, used the metaphor of a snake to encourage his 
100,000 employees to stamp out bureaucracy and work smarter and 
faster: “Say you’re in a plant and there’s a snake on the fl oor,” Garnier 
said in his year-end address. “What are you going to do? Call a consul-
tant? Get a meeting together?” Instead, Garnier said people should do 
“one thing: You walk over there and step on the friggin snake.” Garnier’s 
image has people talking in a more colorful way about his request that 

they simplify processes and “don’t accept that every time something comes up you 
have to get a whole team of people to discuss it.”62

Some believe that the true impact of a leader depends primarily on the stories 
he or she tells and how followers receive them.63 Storytelling is a powerful way to 
relay a message because a story evokes both visual imagery and emotion, which 
helps people connect with the message and the key values. People are almost 
always able to apply some aspect of the story to themselves, and a story is often 
much more convincing and more likely to be remembered than a simple directive 
or a batch of facts and fi gures.64

Evidence for the compatibility of stories with human thinking was demon-
strated by a study at the Stanford Business School.65 The point was to convince 
MBA students that a company practiced a policy of avoiding layoffs. For some stu-
dents, only a story was used. For others, statistical data were provided that showed 
little turnover compared to competitors. For other students, statistics and stories 
were combined, and yet other students were shown the company’s policy statement. 
Of all these approaches, students presented with the story alone were most convinced 
about the avoiding layoffs policy.

Informal Communication
Leaders don’t just communicate stories in words. They also embody the stories in 
the way that they live their lives and what they seek to inspire in others.66 Leaders 
are watched, and their appearance, behavior, actions, and attitudes are sym-
bolic to others. Even the selection of a communication channel can convey a 
symbolic message. In other words, members of an organization attach meaning to 
the channel itself. Reports and memos typically convey formality and legitimize a 
message. Personal visits from a leader are interpreted as a sign of teamwork and 
caring.67 The very modes of communication are symbolic, such as when students 
gauge the importance of a topic by the amount of time a professor spends talking 
about it, or when an individual experiences indignation at receiving a “Dear John” 
letter instead of having a relationship terminated in person.

Symbols are a powerful informal tool for communicating what is important. 
Many people don’t realize that they are communicating all the time, without say-
ing a word, by their facial expressions, body language, and actions.68 Leaders 
strive to be aware of what they signal to others in addition to verbal messages. 

Action MemoAs a leader, you can use stories and 
metaphors to help people connect 

emotionally with your message and the 
key values you want to instill. You can 

symbolize important messages through 
your appearance, body language, facial 

expressions, and daily actions.
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Action Memo

As a leader, you can be more effective 

by using informal communication and 

management by wandering around. You 

can get out and mingle with followers 

and customers to learn about their ideas, 

problems, and needs through informal 

observation and conversation.

Indeed, nonverbal communication, that is, messages transmitted through action and 
behavior, accounts for over one half of the entire message received in a personal 
encounter.69 People interpret leader actions as symbols, just as they attach mean-
ing to words.

In interpreting a leader’s nonverbal cues, followers determine the extent to 
which a leader’s actions correspond with his or her verbal messages. If a leader 
talks about customer service, but spends no time with customers, followers would 
likely place little value on service. Research suggests that if there is a dis-
crepancy between a person’s verbal and nonverbal communica-
tion, the nonverbal is granted more weight by the interpreter.70 
Consider how a plant manager symbolized the importance of 
cost-cutting when he took over at a struggling factory. He noticed 
that when most of the management team had to travel, they fl ew 
fi rst class. Rather than issuing a directive that fi rst-class travel was 
not allowed, the plant manager always fl ew coach. Soon, everyone 
throughout the company was fl ying coach.71 Leaders use actions 
to symbolize their vision and draw attention to specifi c values and 
ideas.

Informal communication is built into an open communication 
climate and includes interactions that go beyond formal, authorized 
channels. One example of informal communication is “management by wander-
ing around (MBWA).”72 MBWA means that leaders leave their offi ces and speak 
directly to employees as they work. These impromptu encounters send positive 
messages to followers. In addition, the communication is richer, and therefore 
likely to make a lasting impression in both directions. When E. Grady Bogue be-
came interim chancellor at Louisiana State University, one of the fi rst things he did 
was walk through the departments on campus. He wound up in the biology build-
ing, where he enjoyed an extended tour of the facility by a faculty member he ran 
across. Bogue remarked that he learned an enormous amount about the univer-
sity operations and the strengths, weaknesses, and needs of the biology program 
that was “more direct, personal and meaningful than any written communication 
might have conveyed.”73 Thus, both leaders and followers benefi t from informal 
communications.

Communicating in a Crisis
A leader’s skill at communicating becomes even more crucial during times of rapid 
change, uncertainty, or crisis. Over the past few years, the sheer number and scope 
of crises—everything from terrorist attacks, school shootings, and major natural 
disasters such as Hurricane Katrina and the Asian tsunami, to corporate account-
ing scandals and ethical lapses—have made communication a more demanding 
role for leaders. Organizations face small crises every day, such as the loss of 
computer data, charges of racial discrimination, a factory fi re, or a fl u epidemic. 
Moreover, incidents of intentional evil acts such as bombings and kidnappings 
continue to increase, with the impact on people and organizations rivaling that of 
major natural disasters.74

Communicating in a crisis has always been part of a leader’s job, but 
the world has become so fast, interconnected, and complex that unexpected 
events happen more frequently and often with greater and more painful conse-
quences. As a former governor of California put it in referring to California’s 
2000–2001 energy crisis, “. . . extraordinary times . . . require extraordinary 

Nonverbal communication
messages transmitted through 
action and behavior

Nonverbal communication
messages transmitted through 
action and behavior
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leadership.”75 To be prepared, leaders can develop four skills for communicat-
ing in a crisis.76

 1. Stay calm; listen harder. A leader’s emotions are contagious, so leaders 
have to stay calm and focused. Perhaps the most important part 
of a leader’s job in a crisis situation is to absorb people’s fears 
and uncertainties, which means listening is more important 
than ever. Leaders also tailor their messages to reflect hope 
and optimism at the same time they acknowledge the danger 

and difficulties, thus giving comfort, inspiration, and hope 
to others. “You do not pass uncertainty down to your team 
members,” said Eugene Kranz, the NASA flight director charged 
with returning the crippled Apollo 13 spacecraft safely to earth 
in 1970. “No matter what is going on around you, you have to 
be cooler than cool.”77

 2. Be visible. When people’s worlds have become ambiguous and uncertain, 
they need to feel that someone is in control. Many leaders underestimate 
just how important their presence is during a crisis.78 They have a 
tendency to want to hide, gather information, think things through, deal 
with their own emotions, and develop a strategy for tackling the problem. 
However, being a leader means stepping out immediately, both to reassure 
followers and respond to public concerns. Face-to-face communication 
with followers during difficult times is crucial for good leadership. People 
want to know that their leaders care about them and what they’re going 
through. After Hurricane Katrina destroyed Valero’s St. Charles oil 
refinery near New Orleans, CEO Bill Greehey got special permission to 
fly into New Orleans’ closed airport so he could visit the facility and talk 
face-to-face with employees about their experiences and what they needed 
from the company.79

 3. Tell the truth. Leaders gather as much information from as many diverse 
sources as they can, do their best to determine the facts, and then “get the 
awful truth out” to employees and the public as soon as possible.80 Rumor 
control is critical. Consider what happened at Duke University Hospital 
after doctors there made one of the worst mistakes in modern medical 
history—transplanting the wrong heart and lungs into 17-year-old Jesica 
Santillan, who later died. Although the story was already out, it took nine 
days for Duke leaders to fully admit the hospital’s mistake. By that time, the 
organization’s image was severely damaged, and rumors of unauthorized 
medical experiments and doctors pulling the plug against the family’s 
wishes were rampant. To counteract the damage, Duke’s health chief and 
the surgeons involved in the transplant went on CBS’s 60 Minutes to tell 
the whole story and offer a mournful public apology.81

 4. Communicate a vision for the future. Although leaders should first deal 
with the physical and emotional needs of people, they also need to get back 
to work as soon as possible. The group, organization, or community has to 
keep going, and most people want to be a part of the rebuilding process, 
to feel that they have something to look forward to. Moments of crisis 
present excellent opportunities for leaders to communicate a vision for the 
future that taps into people’s emotions and desires for something better.

The following example illustrates how a new CEO effectively applied these 
crisis communication skills to lead a turnaround at Xerox.

Action MemoAs a leader, you can learn to be an effective 
crisis communicator. By remaining calm 

and focused, you can acknowledge people’s 
concerns and fears, provide accurate and 

up-to-date information, and help people see 
a better tomorrow.
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Anne Mulcahy, Xerox Corp.

Anne Mulcahy, a Xerox veteran who began her career as a copier salesperson, says she 
was probably a last-resort choice for CEO of the company, but Mulcahy has saved the 
giant corporation from almost certain death. When she took over, Xerox was in a mess: 
$19 billion in debt, revenues falling by double digits, the stock price sliding, and the 
 Securities and Exchange Commission investigating the company for possible fraud.

Previous leaders had often pretended that things were getting better at the 
giant company, but Mulcahy took a different approach. Five months after she 
became CEO, Mulcahy bluntly told Wall Street analysts that the company’s busi-
ness model was unsustainable. She’d been warned that the market would react 
badly—and indeed, Xerox stock fell 60 percent within hours—but Mulcahy believed 
it was important to tell the truth about the company’s dire situation. She was equally 
straight with employees, spending three months traveling the globe listening to 
employees and customers tell her what they thought had gone wrong and sharing 
with them her plans for revitalizing the company, which included massive layoffs 
and outsourcing. When she made the diffi cult decision to close the struggling per-
sonal computer division, Mulcahy personally walked the halls to tell people she was 
sorry and let them vent their anger. To remaining managers and employees, she 
reportedly “looked people in the eye and said, ‘This is going to be one of the most 
stressful situations of your life, so if your heart isn’t in it, please don’t stay.’”

Her courage in telling the truth gained Mulcahy the respect and commitment 
of employees. In addition, she showed that she genuinely cared about people. She 
hid her own fears and insecurities and, even during the darkest days, refused to 
consider bankruptcy, choosing instead to focus people on her vision that Xerox 
could once again be a great company if everyone pulled together. Her willingness to 
work with employees on the front lines expanded her credibility and enabled her 
to energize people who had been demoralized and hopeless. “She was leading by 
example,” said one of Xerox’s creditors. “Everybody at Xerox knew she was work-
ing hard, and that she was working hard for them.”82 

Anne Mulcahy didn’t hide in her offi ce and send out pink slips while pretending 
things were okay at Xerox. She emphasized face-to-face communication and keep-
ing employees up to date on the company’s problems. People rallied around her and 
rose to the challenge she put before them. By mid-2006, Xerox was growing again, 
debt had been slashed signifi cantly, the stock price had quadrupled, and Fortune
magazine named Anne Mulcahy the second most powerful woman in business.83

Summary and Interpretation
Effective communication is an essential element of leadership. Leaders are communi-
cation champions who inspire and unite people around a common sense of purpose 
and identity. They lead strategic conversations that get people talking across bound-
aries about the vision, key strategic themes, and the values that can help the group 
or organization achieve desired outcomes. Five elements necessary for strategic con-
versations are an open communication climate, asking questions, active listening, 
discernment, and dialogue. Open communication is essential for building trust, and 
it paves the way for more opportunities to communicate with followers, thus en-
abling the organization to gain the benefi ts of all employees’ minds. However, lead-
ers must be active listeners and must learn to discern the hidden undercurrents that 
have yet to emerge. It is through listening and discernment, both with followers and 
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customers, that leaders identify strategic issues and build productive  relationships 
that help the organization succeed. When active listening spreads throughout a 
group, a type of communication referred to as dialogue occurs. Through dialogue, 
people discover common ground and together create a shared meaning that enables 
them to understand each other and share a view of the world.

Leader communication is purpose-directed, and an important element is per-
suading others to act in ways that achieve goals and accomplish the vision. Four 
steps for practicing the art of persuasion are to establish credibility, build goals on 
common ground, make your position compelling, and connect with others on an 
emotional level. Leaders use rich communication channels, communicate through 
stories and metaphors, and rely on informal as well as formal communication. Elec-
tronic communication channels present new challenges for leader communication. 
Electronic channels can be very advantageous if used appropriately, but their use in-
creases the potential for communication errors, and these channels are not effective 
for complex or sensitive messages. The fi nal point emphasized in this chapter is that 
effective communication becomes even more crucial during times of rapid change 
and crisis. Four critical skills for communicating in a crisis are to remain calm, be 
visible, “get the awful truth out,” and communicate a vision for the future.

Discussion Questions
 1. How do you think leadership communication differs from conventional management 

communication?

 2. If you were to evaluate an organization based on the degree of open communication 
climate, what things would you look for? Discuss.

 3. A manager in a communication class remarked, “Listening seems like minimal intru-
sion of oneself into the conversation, yet it also seems like more work.” Do you agree 
or disagree? Discuss.

 4. How does dialogue differ from discussion? Give an example of each from your experience.

 5. Some senior executives believe they should rely on written information and com-
puter reports because these yield more accurate data than face-to-face communica-
tions do. Do you agree? Discuss.

 6. Why is management by wandering around (MBWA) considered effective communication?

 7. If you were to communicate symbolically with your team to create a sense of trust 
and team work, what would you do?

 8. How do leaders use communication to influence and persuade others? Think of 
someone you have known who is skilled in the art of persuasion. What makes this 
person an effective communicator?

 9. Why is storytelling such a powerful means of communication for a leader? Can you 
give examples from your own experience of leaders who have used metaphor and 
story? What was the effect on followers?

10. Think about a recent crisis, such as the shootings at Virginia Tech University or the 
detection of radiation on British Airways planes, and discuss how you think leaders 
handled crisis communication.

Leadership at Work

Listen Like a Professional
The fastest way to become a great listener is to act like a professional listener, such as a 
clinical psychologist who uses listening to heal another person. Therapists drop their own 
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point of view to concentrate on the patient’s point of view. The therapist listens totally, 
drawing out more information rather than thinking about a response.

The next time you are in a conversation in which the other person talks about some 
problem or concern practice professional listening by doing the following: 

1. Hold a steady gaze on the person’s left eye (not the nose or face, but the left eye)—
use a soft gaze, not a hard stare.

2. Remove your thoughts and opinions from the conversation—quell your mind chatter
and your desire to say something in response.

3. Suspend judgment—rather than critically analyzing what is being said, feel empathy
as if you are walking in the other person’s shoes.

4. Draw out the other person’s thoughts with brief questions and paraphrasing. Repeat
the professional listening approach at least three times with different people to get
comfortable with it.

List your thoughts on how the other people responded to your listening, and what it 
felt like to you.

Other person responded:

1.

2.

3.

What I felt:

1.

2.

3.

In Class: The instructor can divide students into pairs—listener and speaker—in
class to practice this exercise. The “speaking” students can be asked to talk about some
small problem or annoyance they encountered in the previous day or two. The “listen-
ing” students can be given instructions to not speak during the first trial, and instead just
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 maintain a soft gaze into the speaker’s left eye and respond only with body language (facial 
expressions and nods). The speaking student should continue until they have no more to 
say or until they feel an emotional shift and the problem seems to have disappeared. After 
students switch roles and play both speaker and listener, the instructor can ask the class 
for perceptions of what happened and what they were feeling during the conversation.

It works well to have the students choose a second pairing, and redo the exercise with 
a new problem. The only difference the second time is that the “listener” role is given 
fewer restrictions, so the listener can make brief comments such as to paraphrase or ask a 
short question. The listeners, however, should keep spoken comments to a minimum and 
definitely should not offer their own ideas or point of view. After the students finish, the 
instructor can gather opinions about what the experience was like for both the speaker 
and the listener. Key questions include the following: What did it feel like to listen rather 
than respond verbally to what another person said? What is the value of this professional 
listening approach? In what situations is professional listening likely to be more or less 
effective? If the instructor desires, the exercise can be done a third time to help students 
get more comfortable with a true listening role.

Source: Adapted from Michael Ray and Rochelle Myers, Creativity in Business (Broadway Books, 2000), pp. 82–83.

Leadership Development: Cases for Analysis 

The Superintendent’s Directive
Educational administrators are bombarded by possible innovations at all educational levels. 
Programs to upgrade math, science, and social science education, state accountability plans, 
new approaches to administration, and other ideas are initiated by teachers, administrators, 
interest groups, reformers, and state regulators. In a school district, the superintendent is the 
key leader; in an individual school, the principal is the key leader.

In the Carville City School District, Superintendent Porter has responsibility for 
11 schools—eight elementary, two junior high, and one high school. After attending a 
management summer course, Porter sent an e-mail directive to principals stating that 
every teacher in their building was required to develop a set of performance objectives for 
each class they taught. These objectives were to be submitted one month after the school 
opened, and copies were to be forwarded to the superintendent’s office. Porter also wrote 
that he had hired the consultant who taught the summer management course to help 
teachers write objectives during their annual opening in-service day of orientation work.

Mr. Weigand, Principal of Earsworth Elementary School, sent his teachers the follow-
ing memo: “Friends, Superintendent Porter has asked me to inform you that written perfor-
mance objectives for your courses must be handed in one month from today. This afternoon 
at the in-service meeting, you will receive instruction in composing these objectives.”

In response, one teacher sent a note asking, “Is anything wrong with our teaching? Is 
this the reason we have to spend hours writing objectives?”

Another teacher saw Weigand in the hall and said, “I don’t see how all this objectives 
business will improve my classroom. It sounds like an empty exercise. In fact, because of 
the time it will take me to write objectives, it may hurt my teaching. I should be reading 
on new developments and working on lesson plans.”

In response to these and other inquiries, Principal Weigand announced to the teachers 
with a follow-up memo, “I was told to inform all of you to write performance objectives. 
If you want to talk about it, contact Dr. Porter.”

Source: Based on Robert C. Mills, Alan F. Quick, and Michael P. Wolfe, Critical Incidents in School Administration
(Midland, MI: Pendell Publishing Co., 1976).

QUESTIONS

 1. Evaluate the communications of Porter and Weigand. To what extent do they com-
municate as leaders? Explain.

 2. How would you have handled this if you were Superintendent Porter?
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 3. How would you have handled the communication if you were the principal of 
Earsworth Elementary School? Why?

Imperial Metal Products
Imperial Metal Products, a mid-sized manufacturing company located in the southeast, 
makes wheel rims for automobiles. With 42 furnaces on the production floor, the tem-
perature often reaches well over 100 degrees Fahrenheit. Even employees who work in the 
lab complain of the heat, because they have to venture onto the production floor numer-
ous times a day to take metal samples from the furnaces.

A year ago, the top executive team recommended to the board that the employee 
lounge, located at the far end of the production floor near the plant manager’s office, 
be air-conditioned. Company profits had been good, and the managers wanted to do 
something to show appreciation for employees’ good work. The board enthusiastically 
approved the proposal and the work was completed within a month.

At the end of the fiscal year, the top management team met to review the company’s 
operations for the past year. Profits were higher than ever, and productivity for the past 
year had been excellent. The team unanimously agreed that the employees deserved addi-
tional recognition for their work, and they considered ways to show management’s appre-
ciation. Robb Vaughn suggested that it might be interesting to see what workers thought 
about the action managers took last year to have the lounge air-conditioned. Everyone 
agreed, and the human resources director, Amy Simpkins, was instructed to send a ques-
tionnaire to a sample of employees to get their reaction to the air-conditioned lounge. The 
team agreed to meet in six weeks and review the results.

Simpkins mailed a simple form to 100 randomly selected employees with the following 
request: “Please state your feelings about the recently air-conditioned employee lounge.” The 
response rate was excellent, with 96 forms being returned. Simpkins classified the responses 
into the following categories and presented her report to the top management team:

 1. I thought only managers could use the lounge. 25

 2. I didn’t know it was air-conditioned. 21

 3. If management can spend that kind of money, they should pay us more. 21

 4. The whole plant should be air-conditioned. 10

 5. I never use the lounge anyway. 8

 6. OK 8

 7. Miscellaneous comments 3

Top managers were shocked by the responses. They had expected a majority of the 
employees to be grateful for the air conditioning. One of the managers suggested that it 
was useless to do anything else for employees, because it wouldn’t be appreciated anyway. 
Another argued, however, that top managers just needed to communicate better with 
plant workers. She suggested posting flyers on the bulletin boards announcing that the 
lounge was now air-conditioned, and perhaps putting a memo in with employees’ next 
paycheck. “They slave away eight or nine hours a day in that heat; at least we need to let 
them know they have a cool place to take a break or eat lunch!” she pointed out. “And 
if we plan to do another ‘employee appreciation’ project this year, maybe we should send 
out another questionnaire and ask people what they want.”

Source: Based on “The Air Conditioned Cafeteria,” in John M. Champion and John H. James, Critical Incidents in 
Management: Decision and Policy Issues, 6th ed. (Homewood, IL: Irwin, 1989), pp. 280–281.

QUESTIONS

 1. How would you rate the communication climate at Imperial Metal Products?

 2. What channels do you think top managers should use to improve communications 
and both keep employees informed as well as learn about what they are thinking?

 3. If you were a top manager at Imperial, what is the first step you would take? Why?
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Chapter 10
Your Leadership Challenge 
After reading this chapter, you should be able to:

• Turn a group of individuals into a collaborative team that achieves high 
performance through shared mission and collective responsibility.

• Understand and handle the stages of team development, and 
design an effective team in terms of size, diversity, and levels of 
interdependence.

• Develop and apply the personal qualities of effective team leadership 
for traditional, virtual, and global teams.

• Handle conflicts that inevitably arise among members of a team.
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Leading Teams
It’s 5:45 a.m. and 50-year-old Charles Pope is bending and stretching along 
with nearly 200 other Seagate Technology staff members in the dark of a 
New Zealand park. It’s the start of another day at the sixth annual Eco 
Seagate. The event, dreamed up by CEO Bill Watkins, is an intense week 
of team-building that will be topped off by an adventure race in which 
teams made up of people from a dozen or so countries will kayak, hike, 
bike, swim, and rappel down a cliff. Eco Seagate is one way the company’s 
leaders strive to break down barriers, boost confi dence, and build a sense 
of teamwork among Seagate’s 45,000 employees spread around the world. 
People are chosen to refl ect a mix of disciplines, hierarchical levels, coun-
tries, and ages.

After the morning stretch, the CEO or another top leader gives an un-
scripted talk about a key attribute of a strong team, such as trust, healthy 
confl ict, or shared responsibility. Then teams head out to learn the skills 
they’ll need to compete in the fi nal race. They earn points for various activi-
ties that they can use on race day to buy better maps, skip a checkpoint, or 
use a bridge over a frigid river. One of Pope’s team members with a fear of 
heights won extra points for her team by volunteering to rappel off a bridge, 
something she did because the team’s success became more important than 
her own fear. Throughout the week, and particularly during the race itself, 
people have to rely on one another and be willing to ask for and give help 
as needed to accomplish the team’s mission. To get a head start, some teams 
started their team-building before they ever arrived in New Zealand, by 
e-mailing or calling back and forth to establish good communication and 
bonds of trust.

Pope, who is chief fi nancial offi cer, once pooh-poohed Eco Seagate as a 
waste of money—the 2006 event cost $1.8 million—until he attended one 
and became a believer. “I consider this an investment,” Pope says, now indi-
cating it would be one of the last things he’d cut from the budget. 

Despite the fun, Eco Seagate “isn’t a vacation,” Pope says, and leaders 
follow up to ask employees what they learned from the event and how it has 
made them do things differently.1

From the classroom to the battlefi eld, from the assembly line to the 
 executive suite, and from giant corporations such as Seagate, the world’s 
largest maker of hard drives, to small companies like plantscaping fi rm 
Growing Green and non-profi t organizations like Parkland Memorial Hospital, 
teams are becoming the basic building block of organizations. The ability to 
inspire and support teamwork is critical to effective leadership.

The use of teams has increased dramatically in response to new com-
petitive pressures, the need for greater fl exibility and speed, and a desire to 
give people more opportunities for involvement and decision making. Many 
organizations have reported great success with teams, including increased 
productivity, quality improvements, greater innovation, and higher employee 
satisfaction. At Xerox, for example, production plants using teams reported 
a 30 percent increase in productivity. Federal Express cut service problems 
such as incorrect bills or lost packages by 13 percent by using teams.2 A 
recent study of team-based organizations in Australia supports the idea that 
teams provide benefi ts for both organizations and employees through higher 
labor productivity, a fl atter management structure, and lower employee 
turnover.3



However, teams present greater leadership challenges than does the tradi-
tional hierarchical organization. This chapter’s Leader’s Bookshelf examines fi ve 
specifi c problems associated with teams in organizations and offers tips for how 
leaders can overcome them. In a team, every member has to develop some leader-
ship capability. And for some companies, team members may be spread all over 
the world, as they are at Seagate, which intensifi es the leadership challenge. This 
chapter explores team leadership in today’s organizations. We defi ne various types 
of teams, look at how teams develop, and examine characteristics such as size, 
interdependence, and diversity that can infl uence team effectiveness. The chap-
ter then explores topics such as cohesiveness and performance, task and socio-
emotional roles of team members, and the leader’s personal impact on building 
effective teams. The new challenge of leading virtual and global teams is also 
discussed. The fi nal part of the chapter looks at how leaders manage team confl ict, 
including using negotiation.

Leader’s Bookshelf
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by Patrick Lencioni

According to Patrick Lencioni, author of The Five 
Dysfunctions of a Team, building an effective team requires 
behaviors that are remarkably simple yet extremely difficult 
to put into practice day after day. “For all the attention that 
it has received over the years . . . teamwork is as elusive 
as it has ever been within most organizations,” Lencioni 
writes. “The fact remains that teams, because they are 
made up of imperfect human beings, are inherently dys-
functional.” To accomplish results, Lencioni argues that 
teams must overcome five specific dysfunctions.

THE FIVE DYSFUNCTIONS
Lencioni says leaders can enable team members to 
embody the behaviors described below to help them sur-
mount each of the dysfunctions.

1. Absence of Trust. Members of great teams trust one 
another on a deep emotional level and are comfortable 
being vulnerable with one another. People feel free to 
openly share their hopes, fears, mistakes, and ideas.

2. Fear of Conflict. Trust enables people to engage in 
passionate dialogue about issues and decisions. Team 
members don’t hesitate to disagree with, question, 
or challenge one another in the interest of finding the 
best approach to a problem or task.

3. Lack of Commitment. When team members are open 
with one another and can effectively disagree, they 
are able to obtain genuine commitment around impor-
tant decisions. Because everyone has had a say, there 
are no unresolved issues.

4. Avoidance of Accountability. Members of effective 
teams also hold one another accountable. They don’t 
rely on the leader or other managers as the primary 
source of accountability. Team leaders and followers 
are mutually accountable to one another for outcomes.

5. Inattention to Results. In an effective team, individual 
members set aside their own needs and agendas to 
focus on what is best for the team. Collective results, 
not individual performance or status, defines success.

A ROADMAP FOR OVERCOMING THE 
DYSFUNCTIONS
Lencioni begins his exploration of teamwork with a story 
about a leader in a realistic but fictional organization, 
which allows readers to lose themselves in interesting 
characters and situations. He then outlines the five dys-
functions in detail, concluding with a self-assessment 
and some suggested tools for overcoming teamwork 
problems. Taken together, these elements of The Five 
Dysfunctions of a Team provide an interesting and effec-
tive guide for leaders attempting to build effective teams 
in today’s real world of pressures, deadlines and distrac-
tions. Although the book was originally intended for busi-
ness leaders, it has also gained attention from several 
NFL coaches who use the book to help them maximize 
teamwork in organizations made up of high-performing 
individuals.

Source: The Five Dysfunctions of a Team, by Patrick Lencioni, is 
published by John Wiley & Sons.
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Teams in Organizations
More and more companies are recognizing that the best way to meet the chal-
lenges of higher quality, faster service, and total customer satisfaction is through 
an aligned, coordinated, and committed effort by all employees,4 and organizing 
people into teams helps meet this objective. The concept of teamwork is a funda-
mental change in the way work is organized. Consider the Ralston Foods Sparks, 
Nevada, plant, which produces cereal. The plant’s 150 or so workers are orga-
nized into six operating work groups, which are in turn divided into small teams. 
Many of the teams function without designated leaders and handle all issues 
and problems that arise, including hiring and fi ring, scheduling, quality, budget 
management, and disciplinary problems. The top leaders of Cirque du Soleil, in-
cluding the CEO, chief operating offi cer, chief fi nancial offi cer, and vice president 
of  creation, function as a team to coordinate, develop, and oversee 13 acrobatic 
troupes that travel to 100 cities on four continents. And at Massachusetts Gen-
eral Hospital, the emergency trauma team performs so smoothly that the team 
switches leaders seamlessly, depending on the crisis at hand. With each new emer-
gency, direction may come from a doctor, intern, nurse, or technician—whoever 
is particularly experienced with the problem.5

Yet, teams are not right for every organizational situation. Some tasks by 
their very nature are better performed by individuals. In addition, organizations 
frequently fail to realize the benefi ts of teams because they have a hard time bal-
ancing authority between leaders and teams, fail to provide adequate training or 
support for teamwork, or continue to manage people as a collection of individu-
als rather than on a team level.6 Effective teams have leaders who consciously 
build a team identity, actively involve all members, act as coaches and facilitators 
rather than bosses, and invest time and resources for team learning.7

What Is a Team?
A team is a unit of two or more people who interact and coordinate their work 
to accomplish a shared goal or purpose.8 This defi nition has three components. 
First, teams are made up of two or more people. Teams can be large, but most 
have fewer than 15 people. Second, people in a team work together regularly. 
People who do not interact regularly, such as those waiting in line at the com-
pany cafeteria or riding together in the elevator, do not compose a team. Third, 
people in a team share a goal, whether it is building a car, placing mentally 
challenged clients in job training, or writing a textbook. Today’s students are 
frequently assigned to complete assignments in teams. In this case, the shared 
goal is to complete the task and receive an acceptable grade. However, in many 
cases, student teams are given a great deal of structure in terms of team roles 
and responsibilities, time frame, activities, and so forth. In a work setting, these 
elements are typically much more ambiguous and have to be worked out within 
the team.

A team is a group of people, but the two are not one and the same. A pro-
fessor, coach, or employer can put together a group of people and never build a 
team. The sports world is full of stories of underdog teams that have won cham-
pionships against a group of players who were better individually but did not 
make up a better team.9 For example, the 2004 U.S. Olympic basketball team was 
made up entirely of superstar players, yet the members never coalesced as a team, 
instead functioning as a group of individual players. The team came in third and 
lost to Lithuania. In contrast, the 1980 U.S. hockey team that beat the Soviets to 
win gold at the Lake Placid Olympics consisted of a bunch of no-name players. 

Team
a unit of two or more people 
who interact and coordinate 
their work to accomplish a 
shared goal or purpose

Team
a unit of two or more people 
who interact and coordinate 
their work to accomplish a 
shared goal or purpose



Coach Herb Brooks picked players based on their personal chemistry—how they 
worked together as a team—rather than on their individual abilities and egos.10

Only when people sublimate their individual needs and desires and synthesize 
their knowledge, skills, and efforts toward accomplishment of a communal goal 
do they become a team. This chapter’s Consider This illustrates the spirit and 
power of teamwork.

Exhibit 10.1 lists the primary differences between a group and a team. A 
team achieves high levels of performance through shared leadership, a sense of 
purpose, and collective responsibility by all members working toward a com-
mon goal. Teams are characterized by equality; in the best teams, there are no 
individual “stars” and everyone sublimates individual ego to the good of the 
whole.

All organizations are made up of groups of people who work together to 
accomplish specifi c goals. Although not all organizations use teams as they are 
defi ned in Exhibit 10.1, many of the leadership ideas presented in this chapter can 
also be applied in leading other types of groups.

Fact 1: As each goose flaps its wings, it creates an “uplift” 
for the birds that follow. By flying in a “V” formation, the 
whole flock adds 71 percent greater flying range than if 
each bird flew alone.

Lesson: People who share a common direction and sense of community can get where 
they are going quicker and easier because they are traveling on the thrust of one 
another.
Fact 2: When a goose falls out of formation, it suddenly feels the drag and resistance of 
flying alone. It quickly moves back into formation to take advantage of the lifting power 
of the bird immediately in front of it.
Lesson: If we have as much sense as a goose, we stay in formation with those headed 
where we want to go. We are willing to accept their help and give our help to others.
Fact 3: When the lead goose tires, it rotates back into the formation and another goose 
flies to the point position.
Lesson: It pays to take turns doing the hard tasks and sharing leadership. Like geese, 
people are interdependent on each other’s skills, capabilities, and unique arrangements 
of gifts, talents, or resources.
Fact 4: The geese flying in formation honk to encourage those up front to keep up their 
speed.
Lesson: We need to make sure our honking is encouraging. In groups where there is 
encouragement, the production is much greater. The power of encouragement (to stand 
by one’s heart or core values and encourage the heart and core of others) is the quality 
of honking we seek.
Fact 5: When a goose gets sick, wounded, or shot down, two geese drop out of the for-
mation and follow it down to help and protect it. They stay until it dies or is able to fly 
again. Then, they launch out with another formation or catch up with the flock.
Lesson: If we have as much sense as geese, we will stand by each other in difficult 
times as well as when we are strong.

Source: 1991 Organizational Development Network. Original author unknown. 
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How Teams Develop
Smoothly functioning teams don’t just happen. They are built by 
leaders who take specifi c actions to help people come together as a 
team. One important point is for leaders to understand that teams 
go through distinct stages of development.11 New teams are differ-
ent from mature teams. If you have participated in teams to do class 
assignments, you probably noticed that the team changed over time. 
In the beginning, members have to get to know one another, establish 
some order, divide responsibilities, and clarify tasks. These activities 
help members become part of a smoothly functioning team. The chal-
lenge for leaders is to recognize the stages of development and help 
teams move through them successfully.

Research suggests that teams develop over several stages.  Exhibit 10.2 
shows one model of the stages of team development. These four stages 
 typically occur in sequence, although there can be overlap. Each stage  presents team 
members and leaders with unique problems and challenges.

Forming The forming stage of development is a period of orientation and getting 
acquainted. Team members fi nd out what behavior is acceptable to others, ex-
plore friendship possibilities, and determine task orientation. Uncertainty is high, 
because no one knows what the ground rules are or what is expected of them. 
Members will usually accept whatever power or authority is offered by either 
formal or informal leaders. The leader’s challenge at this stage of development is 
to facilitate communication and interaction among team members to help them 
get acquainted and establish guidelines for how the team will work together. It is 
important at this stage that the leader try to make everyone feel comfortable and 
like a part of the team. Leaders can draw out shy or quiet team members to help 
them establish relationships with others.

Storming During the storming stage, individual personalities emerge more clearly. 
People become more assertive in clarifying their roles. This stage is marked by con-
fl ict and disagreement. Team members may disagree over their perceptions of the 
team’s mission or goals. They may jockey for position or form subgroups based 

Forming
stage of team development that 
includes orientation and getting 
acquainted

Forming
stage of team development that 
includes orientation and getting 
acquainted

Storming
stage of team development in 
which individual personalities 
and confl icts emerge

Storming
stage of team development in 
which individual personalities 
and confl icts emerge

Exhibit 10.1 Differences Between Groups and Teams

Sources: Based on Jon R. Katzenbach and Douglas K. Smith, “The Discipline of Teams,” Harvard Business 
Review (March–April 1995), pp. 111–120; and Milan Moravec, Odd Jan Johannessen, and Thor A. Hjelmas, 
“Thumbs Up for Self-Managed Teams,” Management Review (July–August 1997), pp. 42–47 (chart on 46).

Group Team

Has a designated, strong leader Shares or rotates leadership roles
Individual accountability Mutual and individual accountability
   (accountable to each other)

Identical purpose for group and organization Specific team vision or purpose

Performance goals set by others Performance goals set by team

Works within organizational boundaries Not inhibited by organizational boundaries

Individual work products Collective work products

Organized meetings, delegation Mutual feedback, open-ended
   discussion, active problem-solving

Action Memo

As a leader, you can guide your team 

through its stages of development. Early on 

you can help members know one another, 

and then encourage participation and 

common purpose, followed by clarifying 

goals and expectations. Finally, you can 

concentrate on helping the team achieve 

high performance.
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on common interests. The team is characterized by a general lack of unity and 
cohesiveness. It is essential that teams move beyond this stage or they will never 
achieve high performance. The leader’s role is to encourage participation by each 
team member and help them fi nd their common vision and values. Members need 
to debate ideas, surface confl icts, disagree with one another, and work through the 
uncertainties and confl icting perceptions about team tasks and goals.

Norming At the norming stage, confl ict has been resolved and team unity and 
harmony emerge. Consensus develops as to who the natural team leaders are, 
and members’ roles are clear. Team members come to understand and accept one 
another. Differences are resolved and members develop a sense of cohesiveness. 
This stage typically is of short duration and moves quickly into the next stage. 
The team leader should emphasize openness within the team and continue to 
 facilitate communication and clarify team roles, values, and expectations.

Performing During the performing stage, the major emphasis is on accomplishing 
the team’s goals. Members are committed to the team’s mission. They interact 
frequently, coordinate their actions, and handle disagreements in a mature, pro-
ductive manner. Team members confront and resolve problems in the interest 
of task accomplishment. At this stage, the team leader should concentrate on 
facilitating high task performance and helping the team self-manage to reach its 
goals.

Norming
stage of team development 
in which confl icts have been 
resolved and team unity emerges

Norming
stage of team development 
in which confl icts have been 
resolved and team unity emerges

Performing
stage of team development in 
which the major emphasis is on 
accomplishing the team’s goals

Performing
stage of team development in 
which the major emphasis is on 
accomplishing the team’s goals

Exhibit 10.2 Stages of Team Development

Forming:
Orientation, break the ice

Leader:
Facilitate social
interchanges

Storming:
Conflict, disagreement

Leader:
Encourage participation,

surface differences

Norming:
Establishment of order 

and cohesion
Leader:

Help clarify team roles,
norms, values

Performing:
Cooperation,

problem solving
Leader:

Facilitate task
accomplishment
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Leaders at McDevitt Street Bovis, one of the country’s largest construction 
management fi rms, strive to accelerate the stages of team development to help put 
teams on a solid foundation.

McDevitt Street Bovis

McDevitt Street Bovis credits its team-building process for quickly and effectively 
unifying teams, circumventing damaging and time-consuming confl icts, and pre-
venting lawsuits related to major construction projects. The goal is to take the team 
to the performing stage as quickly as possible by giving everyone an opportunity to 
get to know one another, explore the ground rules, and clarify roles, responsibilities 
and expectations.

Rather than the typical construction project characterized by confl icts, frantic 
scheduling, and poor communications, Bovis wants its collection of contractors, de-
signers, suppliers, and other partners to function like a true team—putting the suc-
cess of the project ahead of their own individual interests. The team is fi rst divided 
into separate groups that may have competing objectives—such as the clients in 
one group, suppliers in another, engineers and architects in a third, and so forth—
and asked to come up with a list of their goals for the project. Although interests 
sometimes vary widely in purely accounting terms, there are almost always com-
mon themes. By talking about confl icting goals and interests, as well as what all the 
groups share, facilitators help the team gradually come together around a common 
purpose and begin to develop shared values that will guide the project. After jointly 
writing a mission statement for the team, each party says what it expects from the 
others, so that roles and responsibilities can be clarifi ed. The intensive team-building 
session helps take members quickly through the forming and storming stages of 
development, but meetings continue all the way through the project to keep rela-
tionships strong and to keep people on target toward achieving the team mission. 
“We prevent confl icts from happening,” says facilitator Monica Bennett. Leaders at 
McDevitt Street Bovis believe building better teams builds better buildings.12 

As at McDevitt Street Bovis, personal contact and face-to-face communica-
tion is important for building individuals into a team.

Team Types and Characteristics
In the following sections, we will look at various types of teams that have tradi-
tionally been used in organizations and examine some characteristics that are im-
portant to team dynamics and performance. Later in the chapter, we will discuss 
the new challenge of leading virtual and global teams.

Traditional Types of Teams
There are three fundamental types of teams used in today’s organizations: functional 
teams, cross-functional teams, and self-directed teams. Exhibit 10.3 illustrates these 
types of teams.

Functional Teams A functional team is part of the traditional vertical hierarchy. 
This type of team is made up of a supervisor and his or her subordinates in the 
formal chain of command. Sometimes called a vertical team or a command team,
the functional team can include three or four levels of hierarchy within a depart-
ment. Typically, a functional team makes up a single department in the organi-
zation. For example, the quality control department at Blue Bell Creameries in 

Functional team
team made up of a supervisor 
and subordinates in the formal 
chain of command

Functional team
team made up of a supervisor 
and subordinates in the formal 
chain of command
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Brenham, Texas, is a functional team that tests all incoming ingredients to make 
sure only the best products go into the company’s ice cream. A fi nancial analysis 
department, a human resources department, and a sales department are all func-
tional or vertical teams. Each is created by the organization within the vertical 
hierarchy to attain specifi c goals through members’ joint activities.

Cross-Functional Teams As the name implies, cross-functional teams are made up 
of members from different functional departments within the organization. Em-
ployees are generally from about the same hierarchical level in the organization, 
although cross-functional teams sometimes cross vertical as well as horizontal 
boundaries. Cross-functional teams typically have a specifi c team leader and coor-
dinate across boundaries to lead change projects, such as creating a new product 
in a manufacturing organization or developing an interdisciplinary curriculum in 
a middle school. Cross-functional teams are generally involved in projects that af-
fect several departments and therefore require that many views be considered.

Cross-functional teams facilitate information sharing across functional 
boundaries, generate suggestions for coordinating the departments represented, 
develop new ideas and solutions for existing organizational problems, and assist in 
developing new practices or policies. The members of one type of cross-functional 
team, the problem-solving or process-improvement team, meet voluntarily to discuss 
ways to improve quality, effi ciency, and the work environment. Their recommenda-
tions are proposed to top executives for approval.

Another frequent application of cross-functional teams is for change proj-
ects, especially new product innovation, because effectively de-
veloping new products and services requires coordination across 
many departments. IBM uses cross-functional “swat teams” that 

work directly with clients such as Wal-Mart, Charles Schwab, and 
the Mayo Clinic to design products and services to solve specifi c 
problems. At Charles Schwab, for example, the company’s exten-
sive portfolio analysis using Forecaster software was supposed to 
inspire more trading and higher commissions, but it was so slow that 
it was turning customers off. An IBM team of hardware, software, 
research, strategy, and sales people came up with the idea of organiz-
ing all of Schwab’s computers into a so-called “grid” that functions 
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as one giant computer. That way, Forecaster could grab the computing power 
it needed from anywhere in the company rather than relying on dedicated servers 
that would bog down at busy times. As a result, a broker could get recommen-
dations from Forecaster in 20 seconds that might have taken two days in the 
past. The grid idea has since been applied to solve similar problems in other 
commercial  enterprises.13

Evolution to Self-Directed Teams Cross-functional teams may gradually 
evolve into self-directed teams, which represent a fundamental change in how 
work is organized. Exhibit 10.3 illustrates the evolution of teams and team lead-
ership. The functional team represents grouping individuals by common skill and 
activity within the traditional structure. Leadership is based on the vertical hier-
archy. In cross-functional teams, members have more freedom from the hierarchy, 
but the team typically is still leader-centered and leader-directed. The leader is 
most often assigned by the organization and is usually a supervisor 
or manager from one of the departments represented on the team. 
Leaders do, however, have to give up some of their control and 
power at this stage in order for the team to function effectively.

In the next stage of evolution, team members work together 
without the direction of managers, supervisors, or assigned team 
leaders.14 Self-directed teams are member- rather than leader-centered 
and directed. Hundreds of companies, including Consolidated Die-
sel, Industrial Light and Magic, the Mayo Clinic, and Edy’s Grand Ice 
Cream, are using self-directed teams, which can enable workers to feel 
challenged, fi nd their work meaningful, and develop a strong sense of 
identity with the organization.15

Self-directed teams typically consist of 5 to 20 members who rotate jobs to 
produce an entire product or service or at least one complete aspect or portion of 
a product or service (for example, engine assembly or insurance claims process-
ing).16 Self-directed teams often are long-term or permanent in nature, although 
many of today’s fast-moving companies also use temporary self-directed teams 
that come together to work on a specifi c project and then disband when their 
work is done. Self-directed teams typically include three elements:

 1. The team includes workers with varied skills and functions, and the combined 
skills are sufficient to perform a major organizational task, thereby eliminating 
barriers among departments and enabling excellent coordination.

 2. The team is given access to resources such as information, financial 
resources, equipment, machinery, and supplies needed to perform the 
complete task.

 3. The team is empowered with decision-making authority, which means that 
members have the freedom to select new members, solve problems, spend 
money, monitor results, and plan for the future.

In self-directed teams, members take over duties such as scheduling work 
or vacations, ordering materials, and evaluating performance. Teams work with 
minimum supervision, and members are jointly responsible for confl ict resolution 
and decision making. Many self-directed teams elect one of their own to serve as 
team leader, and the leader may change each year. Some teams function without 
a designated leader, so anyone may play a leadership role depending on the situ-
ation. In either case, equality and empowerment are key values in organizations 
based on self-directed teams.

Self-directed teams
teams made up of members who 
work with minimum supervision 
and rotate jobs to produce a 
complete product or service
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the team access to the money, equipment, 
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the team with decision-making authority.
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Understanding Team Characteristics
One of a leader’s most important jobs is to get the team designed right by con-
sidering such characteristics as size, diversity, and interdependence. The quality of 
team design has a signifi cant impact on the success of teams.17

Size More than 30 years ago, psychologist Ivan Steiner examined what happened 
each time the size of a team increased, and he proposed that team performance 
and productivity peaked at about fi ve—a quite small number. He found that add-
ing additional members beyond fi ve caused a decrease in motivation, an increase 
in coordination problems, and a general decline in performance.18 Since then, 
numerous studies have found that smaller teams perform better, though most re-
searchers say it’s impossible to specify an optimal team size. One recent investiga-
tion of team size based on data from 58 software development teams found that 
the fi ve best-performing teams ranged in size from three to six members.19 Results 
of a recent Gallup poll in the United States show that 82 percent of employees 
agree that small teams are more productive.20

Teams should be large enough to take advantage of diverse skills, yet small 
enough to permit members to feel an intimate part of a community. In general, as 
a team increases in size it becomes harder for each member to interact with and 
infl uence the others. A summary of research on size suggests that small teams show 
more agreement, ask more questions, and exchange more opinions. Members want 
to get along with one another. Small teams report more satisfaction and enter 
into more personal discussions, and members feel a greater sense of cohesiveness 
and belonging. Large teams (generally defi ned as 12 or more members) tend to 
have more disagreements and differences of opinion. Subgroups often form and 
confl icts among them may occur. Demands on leaders are greater in large teams, 
because there is less member participation. Large teams also tend to be less friendly 
and members do not feel that they are part of a cohesive community.21 As a general 
rule, it is more diffi cult to satisfy members’ needs in large teams, forcing leaders to 
work harder to keep members focused and committed to team goals.

Diversity Because teams require a variety of skills, knowledge, and experience, 
it seems likely that heterogeneous teams would be more effective because mem-
bers bring diverse abilities and information to bear on a project or problem. In 
general, research supports this idea, showing that heterogeneous teams produce 
more innovative solutions to problems than do homogeneous teams.22 Diversity 
within a team can be a source of creativity. One international business consultant 
uses the 1960s rock sensation The Beatles to illustrate the importance of diversity 
to creative teamwork, pointing out how personality differences, distinct abilities, 
and collegial competition among the four band members contributed to their 
phenomenal success.23 Within organizations, too, diversity can contribute to a 
healthy level of confl ict that leads to better decision making. Some confl ict helps 
to prevent “groupthink,” in which people are so committed to a cohesive team 
that they are reluctant to express contrary opinions. Among top management 
teams, for example, low levels of confl ict are associated with poor decision mak-
ing. Furthermore, many of these low-confl ict teams refl ect little diversity among 
members.24 Consider the example of Mark IV Transportation & Logistics.

Jerry Giampaglia, Mark IV Transportation & Logistics

Members of the top management team of Mark IV Transportation and Logistics 
don’t have much interest in socializing together on weekends. They are so differ-
ent in their lifestyles and interests that they can’t seem to fi nd much to talk about 
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outside of work. But that’s just fi ne with CEO Jerry Giampaglia, who has seen 
this diverse team accomplish amazing results, driving revenue from $3 million to 
$20 million in fi ve years. “We’re nothing alike when we’re outside this company,” 
Giampaglia says, “but when we walk through those doors, we’re clicking.”

For a decade, Mark IV was run by a tightly-knit group of friends and family, 
mostly men, who thought alike, acted alike, and often met for drinks or sporting 
events after work. It was an agreeable and satisfying work environment. The trouble 
was, Mark IV was in a rut, providing the same three basic services as every other 
courier service in town and unable to push past the $3 million mark in revenues. 
Giampaglia had an insight that things were likely to stay the same as long as the 
company was run by the same homogeneous top management team. So he started 
fi lling open positions with a more diverse mix of people that he likely would have 
shunned in the past.

Now, meetings are often raucous and consensus isn’t easy to achieve. People 
argue opinions back and forth and challenge one another’s assumptions. The dis-
agreements have sparked new ideas and new ways of thinking. Mark IV now cus-
tomizes its services to meet the needs of clients. Revenue has increased more than 
six-fold. “In the old company, the challenges found us and we sweated them out,” 
Giampaglia says. “Now, we create challenges and love fi nding solutions.”25 

Jerry Giampaglia discovered what many leaders now know: team diversity 
can provide a healthy level of disagreement that sparks innovation and leads to 
better decision making. However, despite the value of some confl ict, confl ict that 
is too strong or is not handled appropriately can limit team members’ satisfaction 
and performance. For example, a new product team at a company that manufac-
tures and sells upscale children’s furniture found their differing perspectives and 
working styles to be a signifi cant source of confl ict during crunch times. Members 
who needed peace and quiet were irked at those who wanted music playing in 
the background. Compulsively neat members found it almost impossible to work 
with those who liked working among stacks of clutter. Fortunately, this team was 
able to overcome these divisive issues for the sake of the project.26

Diversity can provide fertile ground for disagreements and disputes that may 
be based on personal rather than team issues.27 In particular, racial and national 
differences can interfere with team interaction and performance, particularly in 
the short term.28 Teams made up of racially and culturally diverse members tend 
to have more diffi culty learning to work well together, but, with effective leader-
ship and confl ict resolution, the problems seem to dissipate over time. The benefi ts 
and challenges of diversity will be discussed in detail in the next chapter.

Interdependence Interdependence means the extent to which team members de-
pend on each other for information, resources, or ideas to accomplish their tasks. 
Tasks such as performing surgery or directing military operations, for example, 
require a high degree of interaction and exchange, whereas tasks such as assembly-
line manufacturing require very little.29

Three types of interdependence can affect teams: pooled, sequential, and re-
ciprocal.30 In pooled interdependence, the lowest form of interdependence, members 
are fairly independent of one another in completing their work, participating on 
a team, but not as a team.31 They may share a machine or a common secretary, 
but most of their work is done independently. An example might be a sales team, 
with each salesperson responsible for his or her own sales area and customers, 
but sharing the same appointment secretary. Salespersons need not interact to ac-
complish their work and little day-to-day coordination is needed.32

Interdependence
the extent to which team 
members depend on each other 
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Sequential interdependence is a serial form wherein the output of one team mem-
ber becomes the input to another team member. One member must perform well 
in order for the next member to perform well, and so on. Because team members 
have to exchange information and resources and rely upon one another, this is a 
higher level of interdependence. An example might be an engine assembly team in 
an automobile plant. Each team member performs a separate task, but his work 
depends on the satisfactory completion of work by other team members. Regular 
communication and coordination is required to keep work running smoothly.

The highest level of interdependence, reciprocal interdependence, 
exists when team members infl uence and affect one another in 
reciprocal fashion. The output of team member A is the input to 
team member B, and the output of team member B is the input back 
again to team member A. Reciprocal interdependence characterizes 
most teams performing knowledge-based work. Writing a technical 
manual, for example, rarely moves forward in a logical, step-by-step 
fashion. It is more like “an open-ended series of to-and-fro collabora-
tions, iterations, and reiterations” among team members.33 On recipro-
cal teams, each individual member makes a contribution, but only the 

team as a whole “performs.” The team that developed the Ford Escape 
Hybrid SUV provides an example of reciprocal interdependence.

Ford Motor Company’s Escape Hybrid SUV

When Ford Motor Company vowed to be the fi rst auto manufacturer to come out 
with a hybrid SUV, managers knew they needed a new approach to product de-
velopment to do it. The vehicle was a dramatically different vehicle for Ford and 
the most technically advanced model the company had ever made, involving the 
 development of nine new technologies.

Researchers and engineers hadn’t worked closely together at Ford—in fact, 
they were located in different buildings a half a mile apart. Work was organized se-
quentially, with one department passing work on to the next. Meeting the demand-
ing schedule for the Escape Hybrid, however, called for a new approach—a team of 
research scientists and product engineers working side by side, creating and build-
ing hardware and software together and then working with production personnel 
to bring their creation to life. Whereas in the past, problems were “tossed over the 
wall,” they were now ironed out collaboratively within the team.

To support the high level of interdependence in the Escape Hybrid team, mem-
bers were all located on the same fl oor at headquarters. Problems were often solved 
in hallway chats or over lunch in the nearby cafeteria. Top managers gave the team 
nearly complete autonomy so that decisions could be made fast. Getting the Escape 
Hybrid SUV right required hundreds of back-and-forth discussions and thousands of 
adjustments to the hardware, software, and wiring of the vehicle.

As Mary Ann Wright, who led the team through the launch phase, told team 
members: “If one person is struggling, we’re all struggling.” That’s why the team met 
the demanding schedule and introduced the Escape Hybrid SUV right on time.34 

Leaders are responsible for facilitating the degree of coordination and com-
munication needed among team members, depending on the level of team inter-
dependence. Top executives at Ford created the conditions to support a high level 
of interdependence for the team developing the Escape Hybrid SUV, enabling 
members to complete an extraordinarily complex project on a tight time schedule. 
Although Ford is currently struggling, the vehicle was a resounding success when 
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it was introduced in 2005, and applying the hybrid technologies developed during 
the project is key to Ford’s turnaround plans.35

When team interdependence is high, true team leadership, which involves 
empowering the team to make decisions and take action, is especially important 
to high performance. However, for teams with low interdependence, traditional 
leadership, individual rewards, and granting authority and power to individuals 
rather than the team may be appropriate.36

Leadership and Team Effectiveness
Team effectiveness can be defined as achieving four performance outcomes—
innovation/adaptation, effi ciency, quality, and employee satisfaction.37 Innovation/
adaptation means the degree to which teams affect the organization’s ability to 
learn and to rapidly respond to environmental needs and changes. Effi ciency per-
tains to whether the team helps the organization attain goals using fewer resources. 
Quality refers to achieving fewer defects and exceeding customer expectations. 
Satisfaction pertains to the team’s ability to maintain employee commitment and 
enthusiasm by meeting the personal needs of its members. Three areas related to 
understanding team effectiveness are team cohesiveness and performance; team 
task and socioemotional roles; and the personal impact of the team leader.

Team Cohesiveness and Effectiveness
Team cohesiveness is defi ned as the extent to which members stick together and 
remain united in the pursuit of a common goal.38 Members of highly cohesive 
teams are committed to team goals and activities, feel that they are involved in 
something signifi cant, and are happy when the team succeeds. Members of less 
cohesive teams are less concerned about the team’s welfare.

Determinants of Cohesiveness Leaders can use several factors to infl uence 
team cohesiveness. One is team interaction. The greater the amount of contact 
between team members and the more time they spend together, the more cohe-
sive the team. Through frequent interaction, members get to know 
one another and become more devoted to the team. Another factor 
is shared mission and goals. When team members agree on purpose 
and direction, they will be more cohesive. The most cohesive teams 
are those that feel they are involved in something immensely relevant 
and important—that they are embarking on a journey together that 
will make the world better in some way. An aerospace executive, recall-
ing his participation in an advanced design team, put it this way: “We 
even walked differently than anybody else. We felt we were way out 
there, ahead of the whole world.”39 A third factor is personal attrac-
tion to the team, meaning members fi nd their common ground and enjoy being 
together. Members like and respect one another.

The organizational context can also affect team cohesiveness. When a team is in 
moderate competition with other teams, its cohesiveness increases as it strives to win. 
Finally, team success and the favorable evaluation of the team’s work by outsiders 
add to cohesiveness. When a team succeeds and others in the organization recognize 
this success, members feel good and their commitment to the team will be higher.

Consequences of Team Cohesiveness The consequences of team cohesive-
ness can be examined according to two categories: morale and performance. As 
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to measure the cohesiveness of a team you 
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a general rule, employee morale is much higher in cohesive teams because of in-
creased communication, a friendly atmosphere, loyalty, and member participation 
in decisions and activities. High team cohesiveness has almost uniformly positive 

effects on the satisfaction and morale of team members.40

With respect to team performance, it seems that cohesiveness 
and performance are generally positively related, although research 
results are mixed. Cohesive teams can sometimes unleash enormous 
amounts of employee energy and creativity. One explanation for this 
is the research fi nding that working in a team increases individual 
motivation and performance. Social facilitation refers to the tendency 
for the presence of other people to enhance an individual’s motivation 
and performance. Simply interacting with others has an energizing ef-
fect.41 In relation to this, one study found that cohesiveness is more 

closely related to high performance when team interdependence is high, 
requiring frequent interaction, coordination, and communication, as 
discussed earlier in this chapter.42

Another factor infl uencing performance is the relationship between teams and 
top leadership. One study surveyed more than 200 work teams and correlated job 
performance with cohesiveness.43 Highly cohesive teams were more productive 

Action MemoAs a leader, you can facilitate team 
cohesiveness by providing members with 

opportunities to interact and know one 
another. You can use friendly competition 

with other teams to increase cohesion, 
and work with top leaders to develop high 

performance norms for the team.

304

Leader’s Self-Insight 10.1 
Think of a specific team of which you are or were 
recently a part, either at work or school, and answer the 
following questions about your perception of the team. 
Indicate whether each item below is Mostly False or 
Mostly True for you.

Mostly 
False

Mostly 
True

1. Members are proud to tell oth-
ers they are part of the team. _______ _______

2. Members are willing to put 
a great deal of effort into 
their work for the team to be 
 successful. _______ _______

3. Members sometimes try to 
make other team members 
look bad. _______ _______

4. Members are willing to “talk 
up” the team’s work with 
other employees as being 
good for the organization. _______ _______

5. Members seem to take 
personal advantage of each 
other’s mistakes. _______ _______

6. Members really care about 
the success of the team. _______ _______

7. Members feel there is not 
much to be gained by sticking 
with this team’s project. _______ _______

8. Members of this team 
really like spending time 
together. _______ _______

Scoring and Interpretation
Give yourself 1 point for each Mostly False answer to 
questions 3, 5, and 7 and 1 point for each Mostly True 
answer to questions 1, 2, 4, 6, and 8. Sum your points 
for the 8 questions: _____. These questions pertain to 
team cohesion—the extent to which team members like, 
trust, and respect one another and are united toward a 
common goal. These questions were originally designed 
to assess the commitment of hospital upper manage-
ment teams to joint strategic decisions. If your score 
is 6 or higher, your team would be considered high in 
cohesion—members are committed to one another and 
the team’s goal. A score of 0–2 indicates below-average 
team cohesion.

Source: Adapted from Robert S. Dooley and Gerald E. Fryxell, 
“Attaining Decision Quality and Commitment from Dissent: The 
Moderating Effects of Loyalty and Competence in Strategic Decision-
Making Teams,” Academy of Management Journal 42, no. 4 (1999), 
pp. 389–402.
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when team members felt supported by organizational leaders and less produc-
tive when they sensed hostility and negativism from leaders. Similarly, a study of 
cross-division teams of managers set up to encourage learning and collaboration 
between divisions at BP found that top management support was a key factor in 
determining team effectiveness.44 The support of top leaders contributes to the 
development of high performance norms, whereas hostility or indifference leads 
to team norms and goals of low performance. Consider the performance norms 
and effectiveness of the team that created the Motorola RAZR.

Motorola’s ‘Thin Clam’ Team

The mood inside Motorola was bleak. Managers and engineers alike knew the com-
pany needed a hot new product to regain its reputation—and maybe even some 
of its lost market share. In the concept phone unit, engineers started talking about 
building an impossibly thin clamshell phone that would be as beautiful as a piece of 
fi ne jewelry and just as desirable—and they wanted it done in a year.

Engineer Roger Jellicoe aggressively promoted himself to lead the team and 
quickly put together a group of engineers, designers, and other specialists who 
were fi red up by the ambitious project. The “thin clam” team, as they came to 
be known, rapidly became viewed almost as a rebellious cult within Motorola. The 
team worked at a facility 50 miles from Motorola’s central research unit and kept 
the details of the project top-secret, even from their colleagues within the company. 
The need for secrecy and speed, as well as the relative isolation, contributed to the 
quick, tight bond that developed among team members. Time and again, the thin 
clam team fl outed Motorola’s rules for developing new products and followed their 
own instincts. Top management looked the other way. They wanted the team to 
have the freedom to be creative and take chances. Because Motorola badly needed 
a hit, money was not an object; top management gave the team whatever they 
needed in terms of support and resources to accomplish their goal.

The result was the RAZR, named as such based on the team’s humorous refer-
ence to it as siliqua patula, Latin for razor clam. Unlike any other cellphone the world 
had seen, the RAZR wowed the industry and consumers alike—and rejuvenated the 
company in the process.45 

At Motorola, a combination of team cohesiveness and management support 
that created high performance norms led to amazing results. The phone wasn’t 
originally conceived to be a blockbuster, but it proved to be just that. Between the 
time the RAZR was launched in late 2004 and mid-2006, the stylish phone sold 
almost as many units as the red-hot Apple iPod.46

Meeting Task and Socioemotional Needs
Another important factor in team effectiveness is ensuring that the needs for both 
task accomplishment and team members’ socioemotional well-being are met. Re-
call from Chapter 2 the discussion of task-oriented and people-oriented leadership 
behaviors. Task-oriented behavior places primary concern on tasks and produc-
tion and is generally associated with higher productivity, whereas people-oriented 
behavior emphasizes concern for followers and relationships and is associated 
with higher employee satisfaction.

For a team to be successful over the long term, it must both maintain its mem-
bers’ satisfaction and accomplish its task. These requirements are met through 
two types of team leadership roles, as illustrated in Exhibit 10.4. A role might 
be thought of as a set of behaviors expected of a person occupying a certain 
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Sources: Based on Robert A. Baron, Behavior in Organizations, 2nd ed. (Boston: Allyn & Bacon, 1986); Don 
Hellriegel, John W. Slocum, Jr., and Richard W. Woodman, Organizational Behavior, 8th ed. (Cincinnati, OH: 
South-Western, 1998), p. 244; and Gary A. Yukl, Leadership in Organizations, 4th ed. (Upper Saddle River, NJ: 
Prentice Hall, 1998), pp. 384–387.

Exhibit 10.4 Two Types of Team Leadership Roles

Task-Specialist Behavior Socioemotional Behavior

Propose solutions and initiate Encourage contributions by others; 
 new ideas  draw out others’ ideas by showing 
   warmth and acceptance

Evaluate effectiveness of task Smooth over conflicts between 
 solutions; offer feedback on others’  members; reduce tension and help 
 suggestions  resolve differences

Seek information to clarify tasks, Be friendly and supportive of others; 
 responsibilities, and suggestions  show concern for members’ needs 
   and feelings

Summarize ideas and facts related to Maintain standards of behavior and 
 the problem at hand  remind others of agreed-upon norms 
   and standards for interaction

Energize others and stimulate the Seek to identify problems with team 
 team to action  interactions or dysfunctional member 
   behavior; ask for others’ perceptions 

position, such as that of team leader. The task-specialist role is associated with be-
haviors such as initiating new ideas or different ways of considering problems; 
evaluating the team’s effectiveness by questioning the logic, facts, or practical-
ity of proposed solutions; seeking information to clarify tasks, responsibilities, 
and suggestions; summarizing facts and ideas for others; and stimulating others 
to action when energy and interest wane. The socioemotional role includes behav-
iors such as facilitating the participation of others and being receptive to others’ 
ideas; smoothing over confl icts between team members and striving to reduce 
tensions; showing concern for team members’ needs and feelings; serving as a role 
model and  reminding others of agreed-upon standards for interaction and coope-
ration; and seeking to identify problems with team interactions or dysfunctional 
member behaviors.47

The importance of these roles can be seen on a movie set, which can 
often become a pressure cooker with creative people struggling with technical 
 specialists to meet both time and artistic goals. The unit production manager 
and the assistant directors are often considered the backbone of the team be-
cause they are primarily responsible for fi lling the vital task and socioemotional 
roles. The unit production manager coordinates all the intricate details of the 
production schedule, monitors work progress, and makes sure technical spe-
cialists and other team members deliver results on time. The assistant direc-

tor, on the other hand, needs to have superb relationship skills in 
order to solve interpersonal disputes and diffuse tensions within 
the team.48

Ideally, a team leader plays both task-specialist and socioemo-
tional roles to some extent. By satisfying both types of needs, the 
leader gains the respect and admiration of others. However, a leader 
might fi nd it necessary to put more emphasis on one role over another. 

For example, if many members of the team are highly task-oriented, the 
leader might put more emphasis on meeting socioemotional needs. 

Task-specialist role
team leadership role 
associated with initiating new 
ideas, evaluating the team’s 
effectiveness, seeking to clarify 
tasks and responsibilities, 
summarizing facts and ideas for 
others, and stimulating others 
to action

Socioemotional role
team leadership role associated 
with facilitating others’ 
participation, smoothing 
confl icts, showing concern for 
team members’ needs and 
feelings, serving as a role 
model, and reminding others of 
standards for team interaction

Task-specialist role
team leadership role 
associated with initiating new 
ideas, evaluating the team’s 
effectiveness, seeking to clarify 
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summarizing facts and ideas for 
others, and stimulating others 
to action

Socioemotional role
team leadership role associated 
with facilitating others’ 
participation, smoothing 
confl icts, showing concern for 
team members’ needs and 
feelings, serving as a role 
model, and reminding others of 
standards for team interaction

Action MemoAs a leader, you can make sure that both 
the task and socioemotional needs of 

team members are met so that people 
experience both friendly support and goal 

accomplishment.
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On the other hand, when most members seem to emphasize relationships, the 
leader will need to be more task-oriented to ensure that the team performs its 
tasks and meets its goals. It is the leader’s responsibility to make sure both types 
of needs are met, whether through the leader’s own behaviors or through the 
actions and behaviors of other team members. A well-balanced team does best 
over the long term because it is personally satisfying for members and also pro-
motes the successful accomplishment of team tasks and goals.

The Team Leader’s Personal Role
Successful teams begin with confi dent and effective team leaders. For example, 
Harvard Business School professors studying surgery teams have found that the 
attitude and actions of the team leader, and the quality of the leader’s interac-
tions with team members, are crucial to team  effectiveness and the success of the 
surgery.49 However, leading a team requires a shift in mindset and 
behavior for those who are accustomed to working in traditional 
organizations where managers make the decisions. 

Most people can learn the new skills and qualities needed for 
team leadership, but it is not always easy. To be effective team lead-
ers, people have to be willing to change themselves, to step outside 
their comfort zone and let go of many of the assumptions that have 
guided their behavior in the past. Here we will discuss three specifi c 
changes leaders can make to develop a foundation for effective team 
leadership.50

Recognize the Importance of Shared Purpose and Values Team leaders 
have to articulate a clear and compelling vision so that everyone is moving in the 
same direction. Moreover, good leaders help people feel that their work is mean-
ingful and important. A study of cross-functional teams at Hewlett–Packard’s 
Medical Products Group, for example, found that the most successful teams were 
those that had a clear sense of their mission and goals and believed their work 
was essential to the success of the company.51 Similarly, Prabhaker Patil, leader of 
the Ford Escape Hybrid team described earlier, united members around what he 
called “the nobility of the cause,” a chance to make a difference for customers, the 
company, and the environment. At heart, building a team means creating a com-
munity united by shared values and commitment. Leaders may use ritual, stories, 
ceremonies and other symbolism to create a sense of community, shared purpose, 
and meaning for team members.

Admit Your Mistakes The best team leaders are willing to make themselves 
 vulnerable by admitting they don’t know everything. Being an effective team 
leader means enabling everyone to contribute their unique skills, 
talents, and ideas. Leaders can serve as a fallibility model by ad-
mitting their ignorance and mistakes and asking for help, which 
lets people know that problems, errors, and concerns can be dis-
cussed openly without fear of appearing incompetent.52 When Bruce 
Moravec was asked to lead a team to design a new fuselage for the 
Boeing 757, he had to gain the respect and confi dence of people who 
worked in areas he knew little about. “You don’t want to pretend 
you’re more knowledgeable about  subjects other people know more 
about,” Moravec says. “That dooms you to failure. . . . They’re the 
experts.”53

Action Memo

Complete the exercise in Leader’s Self-

Insight 10.2 on page 308 to evaluate your 

capacity for team leadership.

Action Memo

As a leader, you can articulate a clear and 

compelling vision for the team to help 

members see their work as meaningful and 

important. You can make room for everyone 

to contribute and provide them with the 

training, support, and coaching they need 

to excel.



Provide Support and Coaching to Team Members Good team leaders 
make sure people get the training, development opportunities, and resources 
they need and that they are adequately rewarded for their contributions to the 
organization.

Rather than always thinking about oneself and how to get the next promo-
tion or salary increase, effective team leaders spend their time taking care of team 
members. Most team members share the critically important needs for recogni-
tion and support. Leaders frequently overlook how important it is for people to 
feel that their contribution is valued, and they may especially forget to acknowledge 

Assess Your Team Leadership Skills
Leader’s Self-Insight 10.2 

Answer the following questions based on what you have 
done as a team leader, or think you would do, related to 
the team situations and attitudes described. Check either 
Mostly False or Mostly True for each question.

Mostly 
False

Mostly 
True

1. An important part of leading 
a team is to keep members 
informed almost daily of informa-
tion that could affect their work. _______ _______

2. I love communicating online 
to work on tasks with team 
members. _______ _______

3. Generally, I feel somewhat tense 
while interacting with team 
members from different cultures. _______ _______

4. I nearly always prefer face-
to-face communications with 
team members over e-mail. _______ _______

5. I enjoy doing things in my own 
way and in my own time. _______ _______

6. If a new member were hired, I 
would expect the entire team 
to interview the person. _______ _______

7. I become impatient when 
working with a team member 
from another culture. _______ _______

8. I suggest a specific way each 
team member can make a con-
tribution to the project. _______ _______

9. If I were out of the office for a 
week, most of the important 
work of the team would get 
accomplished anyway. _______ _______

10. Delegation is hard for me when 
an important task has to be 
done right. _______ _______

11. I enjoy working with people 
with different accents. _______ _______

12. I am confident about leading 
team members from different 
cultures. _______ _______

Scoring and Interpretation
The answers for effective team leadership are as follows: 
Give yourself 1 point for each Mostly True answer to 
questions 1, 2, 6, 8, 9, 11, and 12. Give yourself 1 point 
for each Mostly False answer to questions 3, 4, 5, 7, and 
10. If your score is 9 or higher, you certainly understand 
the ingredients to be a highly effective team leader. If 
your score is 3 or lower, you might have an authoritarian 
approach to leadership, or are not comfortable with cultu rally 
diverse team membership or virtual team communications, 
such as e-mail.

Questions 1, 5, 6, 8, 9, and 10 pertain to authoritarian 
versus participative team leadership. Questions 3, 7, 11, 
and 12 pertain to cultural differences. Questions 2 and 4 
pertain to virtual team communications. Which aspects 
of team leadership reflect your leader strengths? Which 
reflect your weaknesses? Team  leadership requires that 
the leader learn to share power, information, and responsi-
bility, be inclusive of diverse members, and be comfortable 
with electronic communications.

Source: Adapted from “What Style of Leader Are You or Would 
You Be?” in Andrew J. DuBrin, Leadership: Research Findings, 
Practice, and Skills, 3rd ed. (Boston: Houghton Mifflin Company, 
2001), pp. 126–127; and James W. Neuliep and James C. 
McCroskey, “The Development of Intercultural and Interethnic 
Communication Apprehension Scales,” Communication Research 
Reports, 14, no. 2 (1997), pp. 145–156.
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the contributions of lower-level support staff. One woman who has held the same 
secretarial position for many years attributes her high enthusiasm to her team 
leader: “For the last several years, our team of four has reported to him. At the 
end of each day—no matter how hectic or trying things have been—he comes by 
each of our desks and says, ‘Thank you for another good day.’”54

The Leader’s New Challenge: Virtual and Global Teams
Being a team leader is even more challenging when people are scattered in dif-
ferent geographical locations and may be separated by language and cultural 
differences as well. Virtual and global teams are a reality for many of today’s 
leaders. Exhibit 10.5 illustrates the primary differences between conventional 
types of teams and today’s virtual and global teams. Conventional types of teams 
discussed earlier in this chapter meet and conduct their interactions face to face 
in the same physical space. Team members typically share similar cultural back-
grounds and characteristics. The key characteristics of virtual and global teams, 
on the other hand, are (1) spatial distance limits face-to-face interaction, and 
(2) the use of technological communication is the primary means of connecting 
team members.55 Members of virtual and global teams are scattered in differ-
ent locations, whether it be different offi ces and business locations around the 
country or around the world. Most communication is handled via telephone, fax, 
e-mail, instant messaging, virtual document sharing, videoconferencing, and 
other media. In some virtual teams, members share the same dominant culture, 
but global teams are often made up of members whose cultural values vary 
widely. The leadership challenge is thus highest for global teams because of the 
increased potential for misunderstandings and confl icts.

Virtual Teams
A virtual team is made up of geographically or organizationally dispersed members 
who share a common purpose and are linked primarily through advanced infor-
mation and telecommunications technologies.56 Team members use e-mail, voice 
mail, videoconferencing, Internet and intranet technologies, and various forms of 
collaboration software to perform their work rather than meeting face to face.

Uses of Virtual Teams Virtual teams, sometimes called distributed teams, may 
be temporary cross-functional teams that work on specifi c projects, or they may be 
long-term, self-directed teams. Virtual teams sometimes include customers, sup-
pliers, and even competitors to pull together the best minds to complete a project. 
For example, three of the top men’s magazines—Esquire, Men’s Health, and Roll-
ing Stone—are fi erce competitors, and leaders from the three organizations once 
barely spoke to one another. Several years ago, however, the three put together a 

Virtual team
a team made up of 
geographically or 
organizationally dispersed 
members who share a common 
purpose and are linked primarily 
through advanced information 
technologies

Virtual team
a team made up of 
geographically or 
organizationally dispersed 
members who share a common 
purpose and are linked primarily 
through advanced information 
technologies

Exhibit 10.5 Differences Between Conventional, Virtual, and Global Teams

   Member Leader

Type of  Team Spatial Distance Communications Cultures Challenge

Conventional Colocated Face to face Same High
Virtual Scattered Mediated Same Higher
Global Widely scattered Mediated Different Very High
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virtual team to develop a successful joint proposal for a major Haggar advertis-
ing campaign. Without this collaboration, it is unlikely that any of the companies 
could have competed against Sports Illustrated, a magazine with a circulation 

equal to that of the other three combined.57

Using virtual teams allows organizations to use the best peo-
ple for a particular job, no matter where they are located, thus 
 enabling a fast response to competitive pressures. When IBM needs to 
staff a project, it gives a list of skills needed to the human resources 
 department, which provides a pool of people who are qualifi ed. The 
team leader then puts together the best combination of people for 
the project, which often means pulling people from many different 
 locations. IBM estimates that about a third of its employees partici-
pate in virtual teams.58

Leading the Virtual Team Despite their potential benefi ts, there is 
growing evidence that virtual teams are typically less effective than teams 

whose members meet face-to-face.59 The team leader can make a tremendous dif-
ference in how well a virtual team performs, but virtual teams bring signifi cant 
leadership challenges.60 Leaders of conventional teams can monitor how team 
members are doing and if everything is on track, but virtual team leaders can’t see 
when or how well people are working. Virtual team leaders have to trust people 
to do their jobs without constant supervision, and they learn to focus more on 
results than on the process of accomplishing them. Too much control can kill a 
virtual team, so leaders have to give up most of their control and yet at the same 
time provide guidance, encouragement, support, and development. The ideas pre-
sented earlier regarding the team leader’s personal role are applicable to virtual 
teams as well. In addition, to be successful, virtual team leaders can master the 
following skills:

 • Select the right team members. Effective virtual team leaders put a lot of 
thought into getting the right mix of people on the team. Team members 
need to have the technical knowledge, skills, and personalities to work 
effectively in a virtual environment. When people are highly skilled and 
professional, they don’t need to be monitored or supervised in a traditional 
way. As with other types of teams, small virtual teams tend to be more 
cohesive and work together more effectively. However, diversity of views 
and experiences is also important to the success of a virtual team. Diversity 
is usually built into virtual teams because when leaders can pick the right 
people for the job, no matter where they are located, members usually 
reflect diverse backgrounds and viewpoints.61

 • Build trust by building connections. No matter how effective team members 
are as individuals, unless they can come together as a team, virtual 
teamwork will fail. Virtual team leaders work hard to establish connections 
among people, from which trust can grow. There simply is no substitute 
for initial face-to-face interaction for building trust quickly. At Mobil 
Corp., leaders bring virtual team members together in one location at the 
beginning of a project so they can begin to build personal relationships 
and gain an understanding of their goals and responsibilities.62 These 
intense meetings allow the team to rapidly go through the forming and 
storming stages of development, as discussed earlier in this chapter. 
Studies of virtual teams suggest these processes are best accomplished at 
the same time and in the same place.63

Action MemoAs a leader, you can help a virtual team 
perform even with limited control and 

supervision. You can select members who 
thrive in a virtual environment, arrange 

opportunities for periodic face-to-face 
meetings, and ensure that members 

understand the goals and performance 
standards.
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 • Agree on ground rules. At the beginning of the team’s work, all team 
members need to explicitly understand both team and individual goals, 
deadlines, and expectations for participation and performance. It is 
important that leaders define a clear context so that people can make 
decisions, monitor their own performance, and regulate their behavior 
to accomplish goals.64 Teams should work together to choose the 
collaboration software and other communications technologies they will 
use and then immediately practice using the new technology together.65

Agreeing on communications etiquette is also essential. The team has to 
agree on issues such as whether good-natured flaming is okay or off limits, 
whether there are time limits on responding to voice mail or e-mail, and 
so forth.

 • Effectively use technology. Communication can be a tremendous problem 
for virtual teams, and the ideas for using electronic communication 
channels in Chapter 9 can help virtual team leaders be more effective. 
When possible, leaders should use face-to-face communication sessions 
when rich communication is needed, such as for problem solving or 
whenever misunderstandings and frustration threaten the team’s work.66

Leaders can also schedule regular times for people to interact online and 
be sure all team members are trained in how to effectively use electronic 
communications. For example, leaders find that everything needs to be 
made more explicit online. Experienced virtual workers have learned how 
to “verbalize” to colleagues online when they’re shifting mental gears or 
need more feedback.

Global Teams
Virtual teams are frequently also global teams, which means people are working 
together not only across spatial distances but across time barriers and cultural 
and language differences as well. The use of global teams is rapidly increasing. A 
survey of 103 fi rms found that nearly half now use global teams for new product 
development. Moreover, one out of every fi ve teams in these companies is likely 
to be global.67 Global teams are work teams made up of culturally diverse mem-
bers who live and work in different countries and coordinate some part of their 
activities on a global basis.68 For example, global teams of software developers 
at Tandem Services Corporation coordinate their work electronically so that the 
team is productive around the clock. Team members in London code a project 
and transmit the code each evening to members in the United States for testing. 
U.S. team members then forward the code they’ve tested to Tokyo for debugging. 
The next morning, the London team members pick up with the code debugged by 
their Tokyo colleagues, and another cycle begins.69 In some organizations, such as 
open-source software maker MySQL, most employees are scattered around the 
world and never see one another face-to-face.

MySQL

How to instill esprit de corps in a far-fl ung virtual team is a challenge leaders at 
MySQL, a Swedish software maker, face daily. MySQL, which produces a database 
management system used in Web applications, employs around 320 people scat-
tered in 25 countries. The majority of them work from home.

For MySQL, building an effective global team begins with hiring the right 
people. Leaders look for people with the right technical skills and a passion for 
their work, and then fi nd ways to keep them connected and motivated. Thomas 

Global teams
teams made up of culturally 
diverse members who live and 
work in different countries and 
coordinate some part of their 
activities on a global basis

Global teams
teams made up of culturally 
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Basil, MySQL’s director of support, works in a basement offi ce next to his family’s 
washing machine, so he knows from experience that people working virtually can 
feel isolated. When he signs in to the MySQL chatroom each day, he greets each 
support team member by name. Basil even staged on online Christmas party, gath-
ering staffers from places like Russia, England, and Germany into a cyber get-
together, where he played Santa and dispensed virtual drinks and gifts. “When a 
company is as spread out as this one,” he points out, “you have to think of virtual 
ways to imitate the dynamics of what goes on in a more familiar work situation.” 
Occasionally, top executives get the entire MySQL staff together online through 
a system dubbed “Radio Sakila,” which combines a typical conference call with 
instant messaging.

MySQL managers have built in numerous communication channels to keep 
people talking across time and space. Team leaders recognize the limitations of text-
based electronic communication, such as how easily miscommunication can occur 
in the absence of nonverbal cues. It’s their responsibility to help people develop and 
follow guidelines for communication. As Basil has found, there are times when an 
old-fashioned telephone conversation works best. “Voice is more personal than text 
and more helpful in building real understanding,” he points out.70 

MySQL is a fl edgling example of a new form of organization, one with 
which most leaders have little experience. Some researchers suggest that as com-
panies strive for better ways to harness knowledge and respond more quickly 
on a global basis, many, like SQL, will come to resemble amoebas—collections 
of people connected electronically who are divided into ever-changing teams 
that can best exploit the organization’s unique resources, capabilities, and core 
competencies.71 

Why Global Teams Often Fail All of the challenges of virtual teamwork are mag-
nifi ed in the case of global teams because of the added problem of language and 
cultural barriers.72 Building trust is an even greater challenge when people bring 

different norms, values, attitudes, and patterns of behavior to the team. 
Members from different cultures often have different beliefs about 
such things as authority, decision making, and time orientation. For 
example, some cultures, such as the United States, are highly focused 
on “clock time,” and tend to follow rigid schedules, whereas many 
other cultures have a more relaxed, cyclical concept of time. These 

different cultural attitudes toward time can affect work pacing, team 
communications, and the perception of deadlines.73 Members from dif-
ferent countries may also have varied attitudes about teamwork itself. 
In Mexico, U.S. companies trying to use teams have run into trouble, 
because the concept of shared leadership confl icts with traditional values 

that there should be status and power differences in organizations.74

Communication barriers can be formidable. Not only do global teams have 
to cope with different time zones and confl icting schedules, but members often 
speak different languages. Even when members can communicate in the same 
language, differences such as accent, tone of voice, dialect, and semantics can 
present problems. A survey found that senior leaders consider building trust and 
overcoming communication barriers as the two most important—but also the 
two most diffi cult—leader tasks related to the success of global teams.75

Leading the Global Team If managed correctly, global teams have many ad-
vantages. Increasingly, the expertise and knowledge needed to complete a project 

IN
 T

HE
 L

EA
D

Action MemoAs a leader, you can provide language and 
cross-cultural training for a global team 

and guide members to set aside their 
preconceived ideas and assumptions for 

behavior.
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is scattered around the world. In addition, as discussed earlier, diversity can be 
a powerful stimulus for creativity and the development of better alternatives for 
problem solving. All of the guidelines for leading traditional and virtual teams 
apply to global teams as well. For example, a strong sense of shared purpose can 
help bridge language and culture gaps. In addition, global team leaders can im-
prove success by incorporating the following ideas:76

 • Manage language and culture. Organizations using global teams can’t skimp 
on training. Language and cross-cultural education can help overcome 
linguistic and cultural hurdles. Language training encourages more direct 
and spontaneous communication by limiting the need for translators. 
Understanding one another’s cultures can also enrich communications and 
interpersonal relationships. For the team to succeed, all team members 
have to gain an appreciation of cultural values and attitudes that are 
different from their own.

 • Stretch minds and behavior. As team members learn to expand their thinking 
and embrace cultural differences they also learn to develop a shared team 
culture. In global teams, all members have to be willing to deviate somewhat 
from their own values and norms and establish new norms for the team.77 
Leaders can work with team members to set norms and guidelines for 
acceptable behavior. These guidelines can serve as a powerful self-regulating 
mechanism, enhance communications, enrich team interactions, and help 
the team function as an integrated whole.

Handling Team Conflict
As one would expect, there is an increased potential for confl ict among members 
of global and virtual teams because of the greater chances for miscommunication 
and misunderstandings. Studies of virtual teams indicate that how they handle 
internal confl icts is critical to their success, yet confl ict within virtual teams tends 
to occur more frequently and take longer to resolve. Moreover, people in virtual 
teams tend to engage in more inconsiderate behaviors such as name-calling or 
insults than do people who work face-to-face.78 People in virtual teams may also 
show a greater propensity for shirking their duties or giving less than their full 
effort, which can lead to team confl icts.79 Cultural value differences, little face-
to-face interaction, and lack of on-site monitoring make it harder to build team 
identity and commitment.

Whenever people work together in teams, some confl ict is inevitable. Whether 
leading a virtual team or a team whose members work side-by-side, bringing con-
fl icts out into the open and effectively resolving them is one of the team leader’s 
most challenging jobs.

Confl ict refers to hostile or antagonistic interaction in which one party at-
tempts to thwart the intentions or goals of another. Confl ict is natural and oc-
curs in all teams and organizations. It can arise between members of a team or 
between teams. Too much confl ict can be destructive, tear relationships apart, 
and interfere with the healthy exchange of ideas and information needed for 
team development and cohesiveness.80 High-performing teams typically have 
lower levels of confl ict, and the confl ict is more often associated with tasks 
than with interpersonal relationships. In addition, teams that refl ect healthy 
patterns of confl ict are usually characterized by high levels of trust and mutual 
respect.81

Confl ict
antagonistic interaction in which 
one party attempts to thwart the 
intentions or goals of another

Confl ict
antagonistic interaction in which 
one party attempts to thwart the 
intentions or goals of another
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Causes of Conflict
Leaders can be aware of several factors that cause confl ict among individuals or 
teams. Whenever teams compete for scarce resources, such as money, informa-

tion, or supplies, confl ict is almost inevitable. Confl icts also emerge 
when task responsibilities are unclear. People might disagree about 
who has responsibility for specifi c tasks or who has a claim on 
resources, and leaders help members reach agreement. Another rea-

son for confl ict is simply because individuals or teams are pursuing 
confl icting goals. For example, individual salespeople’s targets may 
put them in confl ict with one another and with the sales manager. 
Finally, it sometimes happens that two people simply do not get along 
with one another and will never see eye to eye on any issue. Personality 
clashes are caused by basic differences in personality, values, and atti-
tudes, as described in Chapter 4, and can be particularly diffi cult to deal 
with. Sometimes, the only solution is to separate the parties and reassign 

them to other teams where they can be more productive.

Styles to Handle Conflict
Teams as well as individuals develop specifi c styles for dealing with confl ict, based 
on the desire to satisfy their own concerns versus the other party’s concerns. 
 Exhibit 10.6 describes fi ve styles of handling confl ict. How an individual approaches 
confl ict is measured along two dimensions: assertiveness and cooperation. Effective 
leaders and team members vary their style to fi t a specifi c situation, as each style is 
appropriate in certain cases.82

 1. The competing style, which reflects assertiveness to get one’s own way, 
should be used when quick, decisive action is vital on important issues or 
unpopular actions, such as during emergencies or urgent cost cutting.

Action MemoAs a leader, you can adopt the best approach 
for handling a team confl ict. Choose among 

the competing, avoiding, compromising, 
accommodating, or collaborating styles 

based on the degree of assertiveness and 
cooperativeness needed to manage the 

situation.

Source: Adapted from Kenneth Thomas, “Conflict and Conflict Management,” in Handbook of Industrial and 
Organizational Behavior, ed. M.D. Dunnette (New York: John Wiley, 1976), p. 900. Used by permission of 
Marvin D. Dunnette.

Exhibit 10.6 A Model of Styles to Handle Conflict

Assertiveness
(Attempting to

satisfy one’s own
concerns)

Cooperativeness
(Attempting to satisfy the other

party’s concerns)

Assertive

Unassertive

Uncooperative Cooperative

Competing Collaborating

AccommodatingAvoiding

Compromising
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 2. The avoiding style, which reflects neither assertiveness nor cooperativeness, 
is appropriate when an issue is trivial, when there is no chance of winning, 
when a delay to gather more information is needed, or when a disruption 
would be costly.

 3. The compromising style reflects a moderate amount of both assertiveness 
and cooperativeness. It is appropriate when the goals on both sides are 
equally important, when opponents have equal power and both sides 
want to split the difference, or when people need to arrive at temporary 
or expedient solutions under time pressure.

 4. The accommodating style reflects a high degree of cooperativeness, which 
works best when people realize that they are wrong, when an issue is more 
important to others than to oneself, when building social credits for use in 
later discussions, or when maintaining cohesiveness is especially important.

 5. The collaborating style reflects both a high degree of assertiveness and of 
cooperativeness. This style enables both parties to win, although it may 
require substantial dialogue and negotiation. The collaborating style is 
important when both sets of concerns are too important to be compromised, 
when insights from different people need to be merged into an overall 
solution, or when the commitment of both sides is needed for a consensus.

Each approach can be successful, depending on the people involved and the 
situation. In a study of confl ict in virtual teams, researchers found that the com-
peting and collaborating styles had a positive effect on team performance.83 The 
effectiveness of the competing style might be related to the use of electronic 
communication, in that team members don’t interpret the individ-
ual’s  approach as being aggressive and are more willing to accept 
a quick resolution.

Other Approaches
The various styles of handling confl ict illustrated in Exhibit 10.6 are 
especially effective for an individual to use when he or she disagrees 
with another. But what can a team leader do when confl ict erupts 
among others? Research suggests several techniques that help resolve 
confl icts among people or teams.

Vision A compelling vision can pull people together. A vision is for the whole 
team and cannot be attained by one person. Its achievement requires the coopera-
tion of confl icting parties. To the extent that leaders can focus on a larger team or 
organizational vision, confl ict will decrease because the people involved see the 
big picture and realize they must work together to achieve it.

Bargaining/Negotiating Bargaining and negotiating mean that the parties en-
gage one another and use logical problem solving in an attempt to systematically 
reach a solution. Using this approach to confl ict management, people engage in 
give-and-take discussions and consider various alternatives to reach a joint deci-
sion that is acceptable to both parties. Confl icting parties may embark upon nego-
tiation from different perspectives and with different intentions, refl ecting either 
an integrative approach or a distributive approach. Integrative negotiation is based 
on a win-win assumption, in that all parties want to come up with a  creative solu-
tion that can benefi t both sides of the confl ict. Rather than viewing the confl ict 
as a win-lose situation, people look at the issues from multiple angles, consider 
trade-offs, and try to “expand the pie” rather than divide it. With  integrative 

Integrative negotiation
a cooperative approach to 
negotiation in which confl icting 
parties attempt to reach a win-
win solution

Integrative negotiation
a cooperative approach to 
negotiation in which confl icting 
parties attempt to reach a win-
win solution

Action Memo

Which confl ict-handling style do you tend to 

use most frequently? Answer the questions 

in Leader’s Self-Insight 10.3 on page 316 to 

fi nd out. Try to think of confl ict situations 

you’ve been involved in where each of the 

styles might be appropriate.



negotiation, confl icts are managed through cooperation and compromise, which 
fosters trust and positive long-term relationships. Distributive negotiation, on the 
other hand, assumes there is a “fi xed pie” and each party attempts to get as much 
of it as they can. One side wants to win, which means the other side must lose. 
With this win-lose approach, distributive negotiation is competitive and adver-
sarial rather than collaborative, and does not typically lead to positive long-term 
relationships.84 Most experts emphasize the value of integrative negotiation for 
today’s collaborative business environment. That is, the key to effectiveness is to 
see negotiation not as a zero-sum game, but as a process for reaching a creative 
solution that benefi ts everyone.85

Distributive negotiation
adversarial negotiation in which 
confl icting parties compete to 
win the most resources and give 
up as little as possible

Distributive negotiation
adversarial negotiation in which 
confl icting parties compete to 
win the most resources and give 
up as little as possible

Think of some disagreements you have had with a team 
member, a student group, manager, friend, or co-worker. 
Then answer the questions below based on how fre-
quently you engage in each behavior. There are no right 
or wrong answers. Indicate whether each item below is 
Mostly False or Mostly True for you. 

Mostly 
False

Mostly 
True

1. I shy away from topics that might 
cause a dispute. _______ _______

2. I strongly assert my opinion in a 
disagreement. _______ _______

3. I suggest solutions that combine 
others’ points of view. _______ _______

4. I give in a little when other people 
do the same. _______ _______

5. I avoid a person who wants to 
discuss a topic of disagreement. _______ _______

6. I combine arguments into a new 
solution from the ideas raised in 
a dispute. _______ _______

7. I will split the difference to reach 
a settlement. _______ _______

8. I am quick to agree when some-
one I am arguing with makes a 
good point. _______ _______

9. I keep my views to myself rather 
than argue. _______ _______

10. I try to include other people’s ideas 
to create a solution they will accept. _______ _______

11. I offer trade-offs to reach solu-
tions in a disagreement. _______ _______

12. I try to smooth over disagreements 
by making them seem less serious. _______ _______

How Do You Handle Team Conflict?
Leader’s Self-Insight 10.3 
13. I hold my tongue rather than 

argue with another person. _______ _______

14. I raise my voice to get other 
 people to accept my position. _______ _______

15. I stand firm in expressing 
my viewpoints during a 
disagreement. _______ _______

Scoring and Interpretation
Five categories of conflict-handling strategies are 
 measured in this instrument: competing, avoiding, 
 compromising, accommodating, and collaborating. 
By comparing your scores on the following five scales, 
you can see your preferred conflict-handling strategy.

To calculate your five scores, give yourself 1 point for 
each Mostly True for the three items indicated.

 Competing: Items 2, 14, 15: ______
 Avoiding: Items 1, 5, 9: ______
 Compromising: Items 4, 7, 11: ______
 Accommodating: Items 8, 12, 13: ______
 Collaborating: Items 3, 6, 10: ______

Briefly review the text material (pages 314 and 315)  
about these five strategies for handling conflict. Which 
of the five strategies do you use the most? Which strat-
egy do you find the most difficult to use? How would 
your strategy differ if the other person was a family 
member rather than a team member? Are there some 
situations where a strategy in which you are weak 
might be more effective? Explain your scores to another 
student and listen to the explanation for his or her 
scores. How are your conflict-handling strategies similar 
or different?

Source: Adapted from “How Do You Handle Conflict?” in Robert 
E. Quinn et al., Becoming a Master Manager (New York: Wiley, 
1990), pp. 221–223.
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Mediation Using a third party to settle a dispute involves mediation. A mediator 
could be a supervisor, another team leader, someone from the human resources 
department, or an outside ombudsman. The mediator can discuss the confl ict with 
each party and work toward a solution. For example, Alan Siggia 
and Richard Passarelli, cofounders of Sigmet, which designs data 
processors that turn weather radar signals into graphic displays 
used by meteorologists, were feeling overwhelmed dealing with the 
interpersonal confl icts within their small company. The leaders con-
tracted with WorkWellTogether, a Boston consulting fi rm, to send 
in a mediator who listens to employee problems and helps leaders 
devise solutions to confl icts.86 If a solution satisfactory to all parties 
cannot be reached, the parties may be willing to turn the confl ict over 
to the mediator and abide by his or her solution. 

Facilitating Communication One of the most effective ways to reduce confl ict 
is to help confl icting parties communicate openly and honestly. As confl icting par-
ties exchange information and learn more about one another, suspicions diminish 
and teamwork becomes possible. A particularly promising avenue for reducing 
confl ict is through dialogue, as discussed in Chapter 9. Dialogue asks that par-
ticipants suspend their attachments to their own viewpoint so that a deeper level 
of listening, synthesis, and meaning can evolve from the interaction. Individual 
differences are acknowledged and respected, but rather than trying to fi gure out 
who is right or wrong, the parties search for a joint perspective.

Each of these approaches can be helpful in resolving confl icts between individu-
als or teams. Effective leaders use a combination of these on a regular basis—such 
as articulating a larger vision and continuously facilitating communication—to 
keep confl ict at a minimum while the team moves forward.

Summary and Interpretation 
Teams are a reality in most organizations, and leaders are called upon to facilitate 
teams rather than manage direct-report subordinates. Functional teams typically 
are part of the traditional organization structure. Cross-functional teams, includ-
ing problem-solving teams, process-improvement teams, and change teams, often 
represent an organization’s fi rst move toward greater team participation. Cross-
functional teams may evolve into self-directed teams, which are member- rather 
than leader-centered and directed. Two recent types of teams—virtual teams and 
global teams—have resulted from advances in technology, changing employee 
expectations, and the globalization of business. New technology both supports 
teamwork and increases the pressures on organizations to expand opportunities 
for employee participation and the widespread sharing of information.

Teams go through stages of development and change over time. Guiding a 
team through these stages is an important part of team leadership. In addition, 
leaders have to get the team designed right by considering such factors as size, 
diversity, and interdependence and ensuring that task and socioemotional roles 
are fi lled. These considerations help to determine team effectiveness. The leader’s 
personal role is also crucial. People typically have to change themselves to become 
good team leaders. Three principles that provide a foundation for team leader-
ship are to recognize the importance of shared purpose and values, admit your 
mistakes, and provide support and coaching to team members.

Action Memo

As a leader, you can use techniques, such 

as bargaining and negotiation, third-party 

mediation, facilitating communication, and 

focusing people on a common vision, to aid 

in resolving a confl ict.
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These principles apply to virtual and global teams as well. However, being a 
team leader is even more challenging when people are scattered in different geo-
graphic locations and may be separated by language and cultural differences. To 
create effective, smoothly functioning virtual teams, leaders build trust by build-
ing connections in both physical and virtual space, select team members who have 
the skills and temperaments to work virtually, agree on ground rules for the team, 
and ensure that all team members effectively use technology. For global teams, 
leaders also have to manage language and cultural differences and guide people to 
stretch their minds and behavior to establish a shared culture for the team.

Virtual and global teams increase the potential for misunderstanding, dis-
agreements, and confl icts. However, all teams experience some confl ict because 
of scarce resources, faulty communication, goal confl icts, power and status differ-
ences, or personality clashes. Leaders use varied styles to handle confl ict. In addi-
tion, they employ the following techniques to help resolve confl icts: unite people 
around a shared vision, use bargaining and negotiation, bring in a mediator, and 
help confl icting parties communicate openly and honestly, particularly through 
dialogue.

Discussion Questions
 1. What is the difference between a “team” and a “group”? Describe your personal 

experience with each.

 2. Discuss the differences between a cross-functional team and a self-directed team.

 3. Why do you think organizations are increasingly using virtual and global teams? 
Would you like to be a member or leader of a virtual global team? Why or why not?

 4. Why might a person need to go through significant personal changes to be an effec-
tive team leader? What are some of the changes required?

 5. Describe the three levels of interdependence and explain how they affect team lead-
ership.

 6. Which is more important to team effectiveness—the task-specialist role or the socio-
emotional role? Discuss.

 7. What are the stages of team development? How can a team leader best facilitate the 
team at each stage?

 8. Discuss the relationship between team cohesiveness and performance.

 9. What style of handling conflict do you typically use? Can you think of instances 
where a different style might have been more productive?

Leadership at Work

Team Feedback
Think back to your most recent experience working in a team, either at work or school. 
Write down your answers to the following questions about your role in the team.

What did the team members appreciate about you?
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What did the team members learn from you?

What could the team members count on you for?

How could you have improved your contribution to the team?

Evaluate your answers. What is the overall meaning of your answers? What are the 
implications for your role as a team member? As a team leader?

In Class: Team Feedback is an excellent exercise to use for student feedback to one 
another after a specific team class project or other activities done together during the class. 
If there were no assigned team activities, but students have gotten to know each other in 
class, they can be divided into groups and provide the information with respect to their 
participation in the class instead of in the student team.

The instructor can ask the student groups to sit in a circle facing one another. Then 
one person will volunteer to be the focal person, and each of the other team members will 
tell that team member the following:

 • What I appreciate about you

 • What I learned from you

 • What I could count on you for

 • My one suggestion for improvement as a team leader/member

When the team members have given feedback to the focal person, another team mem-
ber volunteers to hear feedback, and the process continues until each person has heard the 
four elements of feedback from every other team member.

The key questions for student learning are: “Are you developing the skills and behav-
iors to be a team leader?” If not, what does that mean for you? If you are now providing 
team leadership, how can you continue to grow and improve as a team leader?

Source: Thanks to William Miller for suggesting the questions for this exercise.

Leadership Development: Cases for Analysis

Valena Scientific Corporation
Valena Scientific Corporation (VSC) is a large manufacturer of health care products. The health 
care market includes hospitals, clinical laboratories, universities, and industries. Clinical labora-
tories represent 52 percent of VSC’s sales. Laboratories are located in hospitals and diagnostic 
centers where blood tests and urine analyses are performed for physicians. Equipment sold to 
laboratories can range from a five-cent test tube to a $195,000 blood analyzer.
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By 1980, the industry experienced a move into genetic engineering. Companies such 
as Genentech Corporation and Cetus Scientific Laboratories were created and staffed 
with university microbiologists. These companies were designed to exploit the commercial 
potential for gene splicing.

Senior executives at VSC saw the trend developing and decided to create a Biotech 
Research Program. Skilled microbiologists were scarce, so the program was staffed with 
only nine scientists. Three scientists were skilled in gene splicing, three in recombination, 
and three in fermentation. The specialties reflected the larger departments to which they 
were assigned. However, they were expected to work as a team on this program. Twenty 
technicians were also assigned to the program to help the scientists.

Senior management believed that the biotech research program could be self-managed. 
For the first 18 months of operation, everything went well. Informal leaders emerged 
among the scientists in gene splicing, recombination, and fermentation. These three infor-
mal leaders coordinated the work of the three groups, which tended to stay separate. 
For example, the work typically started in the gene-splicing group, followed by work in 
recombination, and then in fermentation. Fermentation was used to breed the bacteria 
created by the other two groups in sufficient numbers to enable mass production.

During the summer of 1983, the biotech research program was given a special proj-
ect. Hoffman-LaRoche was developing leukocyte interferon to use as a treatment against 
cancer. VSC contracted with Hoffman-LaRoche to develop a technique for large-scale 
interferon production. VSC had only six months to come up with a production technol-
ogy. Scientists in each of the subgroups remained in their own geographical confines and 
began immediately to test ideas relevant to their specialty. In September, the informal 
group leaders met and discovered that each group had taken a different research direction. 
Each of the subgroups believed their direction was best and the informal leaders argued 
vehemently for their positions, rather than change to another direction. Future meetings 
were conflict-laden and did not resolve the issues. When managers became aware of the 
crisis, they decided to appoint a formal leader to the program.

On November 15, a Stanford professor with extensive research experience in recombinant 
DNA technology was hired. His title was chief biologist for the Biotech Research Program, 
and all project members reported to him for the duration of the interferon project.

The chief biologist immediately took the nine scientists on a two-day retreat. He 
assigned them to three tables for discussions, with a member from each subgroup at each 
table, so they had to talk across their traditional boundaries. He led the discussion of 
their common ground as scientists, and of their hopes and vision for this project. After 
they developed a shared vision, the group turned to scientific issues and in mixed groups 
discussed the ideas that the VSC subgroups had developed. Gradually, one approach 
seemed to have more likelihood of success than the others. A consensus emerged, and the 
chief biologist adopted the basic approach that would be taken in the interferon project. 
Upon their return to VSC, the technicians were brought in and the scientists explained the 
approach to them. At this point, each subgroup was assigned a set of instructions within 
the overall research plan. Firm deadlines were established based on group interdependence. 
Weekly progress reports to the chief biologist were required from each group leader.

Dramatic changes in the behavior of the scientists were observed after the two-day retreat. 
Communication among groups became more common. Problems discovered by one group 
were communicated to other groups so that effort was not expended needlessly. Subgroup 
leaders coordinated many solutions among themselves. Lunch and coffee gatherings that 
included several members of the subgroups began to appear. Group leaders and members 
often had daily discussions and cooperated on research requirements. Enthusiasm for the 
department and the interferon project was high, and cohesion seemed especially strong.

Source: From Organization Theory and Design, 5th edition, by Daft © 1995. Reprinted with permission of South-
Western, a division of Thomson Learning; http://www.thomsonrights.com, fax 800-730-2215.

QUESTIONS

 1. Was the research program a group or a team? If a team, what type of team was it 
(functional, cross-functional, self-directed)? Explain.

http://www.thomsonrights.com
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 2. Did the interdependence among the subgroups change with the interferon project? 
What were the group norms before and after the retreat?

 3. What factors account for the change in cohesiveness after the chief biologist took 
over?

Burgess Industries
Managers at Burgess Industries, one of the few remaining garment manufacturing com-
panies in eastern North Carolina, are struggling to improve productivity and profits. If 
things don’t get better, they and their 650 employees will be out of work. Top executives 
have been evaluating whether to close the plant, which makes pants for several different 
clothing companies, and move production to Mexico. However, everyone hopes to keep 
the North Carolina factory going. The latest effort to turn things around is a shift to 
teamwork.

Top executives directed managers to abandon the traditional assembly system, 
where workers performed a single task, such as sewing zippers or attaching belt loops. In 
the new team system, teams of 30 to 35 workers coordinate their activities to assemble 
complete garments. People were given training to help master new machinery and also 
attended a brief team-building and problem-solving seminar prior to the shift to team-
work. Approximately 50 workers at a time were taken off the production floor for an 
afternoon to attend the seminars, which were spread over a month’s time. As an introduc-
tion to the seminar, employees were told that the new team system would improve their 
work lives by giving them more autonomy, eliminating the monotony of the old assembly 
system and reducing the number of injuries people received from repeating the same task 
over and over.

The pay system was also revised. Previously, workers were paid based on their 
total output. A skilled worker could frequently exceed his or her quota of belt loops or 
fly stitching by 20 percent or more, which amounted to a hefty increase in pay. In the 
new system, people are paid based on the total output of the team. In many cases, this 
meant that the pay of top performers went down dramatically because the productivity 
of the team was adversely affected by slower, inexperienced, or inefficient team members. 
Skilled workers were frustrated having to wait for slower colleagues to complete their 
part of the garment, and they resented having to pitch in and help out the less-skilled 
workers to speed things up. Supervisors, unaccustomed to the team system, provided 
little direction beyond telling people they needed to resolve work flow and personality 
issues among themselves. The idea was to empower employees to have more control over 
their own work.

So far, the experiment in teamwork has been a dismal failure. The quantity of gar-
ments produced per hour has actually declined 25 percent from pre-team levels. Labor 
costs have gone down, but morale is terrible. Threats and insults are commonly heard 
on the factory floor. One seamstress even had to restrain a coworker who was about to 
throw a chair at a team member who constantly griped about “having to do everyone 
else’s work.”

Source: Based on information reported in N. Munk, “How Levi’s Trashed a Great American Brand,” Fortune
(April 12, 1999), pp. 83–90; and R. King, “Levi’s Factory Workers Are Assigned to Teams, and Morale Takes a 
Hit,” The Wall Street Journal, (May 20, 1998), pp. A1, A6.

QUESTIONS

 1. Why do you think the experiment in teamwork at Burgess Industries has been unsuc-
cessful? Consider the definition of teams, team characteristics and team dynamics, 
and issues of leadership.

 2. If you were a consultant to Burgess, what would you recommend managers do to 
promote more effective teamwork?

 3. How would you alleviate the conflicts that have developed among employees?
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Chapter 11
Your Leadership Challenge 
After reading this chapter, you should be able to:

• Understand and reduce the difficulties faced by minorities in 
organizations.

• Apply an awareness of the dimensions of diversity and multicultural 
issues in your everyday life.

• Encourage and support diversity to meet organizational needs.

• Consider the role of cultural values and attitudes in determining how 
to deal with employees from different cultures or ethnic backgrounds.

• Break down your personal barriers that may stand in the way of 
enhancing your level of diversity awareness and appreciation.
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Developing Leadership Diversity
India-born Indra Nooyi recently got a promotion. Already one of the most 
powerful women in business, in October of 2006 Nooyi became the fi rst 
female CEO of PepsiCo. It’s a clear refl ection of the emphasis the company 
puts on providing equal opportunities for everyone. But Nooyi cautions that 
“the full potential of diversity is not realized without an inclusive culture,” 
which means that people have to “become comfortable being uncomfort-
able” so they are willing to confront diffi cult diversity issues.

Getting people comfortable being uncomfortable is one reason Nooyi’s 
predecessor, chairman and former CEO Steve Reinemund, gave several mem-
bers of his top leadership team an unusual assignment. Reinemund named 
eight of his top managers as “executive sponsor” for a specifi c employee 
group, including African-Americans, Latinos, Asians, women, women of 
color, white males, disabled, and gay/lesbian/transgendered. In most assign-
ments, the leaders would be different from the people they were sponsoring: 
white men are sponsored by African-American Larry Thompson, for exam-
ple, and Irene Rosenfeld, a white female, sponsors African-Americans. The 
executives are expected to understand their group members’ needs, identify 
key talent, and personally mentor at least three people from the group. It’s 
an innovative way to give people experience in dealing with differences at 
the same time it develops minority talent for future leadership roles.

Both Reinemund and Nooyi know that the goal of inclusion is tough 
and elusive. Consider the reminder Reinemund got in an e-mail after ad-
dressing a group of African-American employees from the patio steps at 
Pepsi headquarters. He thought his closing remarks had been well received. 
The writer of the e-mail, however, said it reminded her of a plantation owner 
lecturing his slaves from on high.1 

Steve Reinemund and Indra Nooyi, like many of today’s leaders, know 
that diversity sparks innovation, leads to better decision making, and spurs 
growth. In one recent year, Pepsi attributed one percentage point of its 
7.4 percent revenue growth to new products inspired by diversity efforts.2  These 
benefi ts of diversity are one reason the face of America’s organizations is be-
ginning to change, with women and minorities, such as Nooyi, slowly moving 
into upper-level leadership positions. However, as also illustrated by the story 
at PepsiCo, there are still many challenges for creating diverse organizations. 
One of the most important roles for leaders in the coming years will be devel-
oping a solid base of diverse leadership talent. “In any organization in America, 
you will see diversity at the bottom of the house,” says Roberta (Bobbi) 
Gutman, vice president and director of global diversity at Motorola. “But to 
get it higher up takes the clout and the wingspan of company leadership.”3

Successful leaders in an increasingly diverse world have a responsibility 
to acknowledge and value cultural differences and understand how diver-
sity affects organizational operations and outcomes.4 This chapter explores 
the topic of diversity and multiculturalism. First, we look at the diffi culties 
leaders encounter in leading people who are different from themselves and 
the challenges minorities face in organizations. Then, we explore the value 
of diversity for organizations and look at some new styles of leadership that 
support a more inclusive work environment. Next, the chapter takes a closer 
look at global diversity and how leaders can develop cultural intelligence. 
Finally, we discuss the personal stages of leader diversity awareness and the 
personal qualities for leading diverse workplaces.
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Action MemoComplete the exercise in Leader’s Self-
Insight 11.1 to learn about the values you 

will bring to leading people who are diverse 
and not like you.

Leading People Who Aren’t Like You
You’ve recently gotten the promotion you’ve longed for, worked for, and know 
you deserve. The job of managing the New England district offi ce of Allyn & 
Freeson Investments required relocating, but your family enthusiastically made 
the move. Your children seem to be adjusting well to their new school and your 
wife likes her job at the local bank. If only things were as smooth at Allyn & 
Freeson. The all-white staff seems to be throwing up roadblocks in every direc-
tion. Nobody seems to even talk to you unless they’re asked a direct question or 
forced to make a response to your greeting of “Good morning.” Traveling to the 
branch offi ces isn’t much better, and many of the local managers have inexpli-
cably stopped sending in their weekly reports. You knew being the fi rst African-
American district manager in the area was going to be a bit of a challenge, but 
the sense of isolation you feel is more powerful than you anticipated. Even in the 
branch offi ces, you’ve met only two other African-Americans, and they’re in 
low-level clerical positions. “Even Noah’s ark had two animals that were exactly 
alike,” you moan to your wife over dinner one evening.5 

Welcome to the real world of diverse leadership. As more women and minori-
ties move up the management hierarchy, they’re often fi nding it a lonely road to 
travel. Even for those who have experienced a degree of racism or sexism at lower 

organizational levels, stepping into positions of higher authority can 
be a real eye-opener. Racism and sexism in the workplace often show 
up in subtle ways—the disregard by a subordinate for an assigned 
chore; a lack of urgency in completing an important assignment; the 
ignoring of comments or suggestions made at a team meeting. Many 
minority leaders struggle daily with the problem of delegating author-
ity and responsibility to employees who show them little respect.

How does an African-American or Hispanic manager lead an 
all-white workforce, or a female manager lead a workforce of mostly 

males? What happens when a 32-year-old is promoted to a position of author-
ity over a group of mostly 50- to 60-year-old middle managers? These questions 
are being asked more and more often in today’s diverse organizations. Consider 
Stanley O’Neal, CEO of Merrill Lynch, the only African-American running a 
major Wall Street company; Rachelle Hood, the African-American woman hired 
to transform Denny’s Restaurants from an icon of racism after a series of dis-
crimination lawsuits; or Donna Dennison, who in 2006 was elected the fi rst ever 
female sheriff in the state of Maine and leads a largely male department. These 
leaders face enormous challenges. In many organizations, people who fall out-
side the traditional U.S. model of the middle-aged white male manager have a 
hard time being successful because the organizational climate doesn’t genuinely 
support and value diversity. By the end of this chapter, we hope you will better 
understand some of the challenges, as well as some leadership strategies that can 
help make organizations more inclusive and provide a better working environ-
ment for all people.

Challenges Minorities Face 
Valuing diversity and enabling all individuals to develop their unique talents is 
diffi cult to achieve. Most people, including leaders, have a natural tendency to-
ward ethnocentrism, which refers to the belief that one’s own culture and subcul-
ture are inherently superior to other cultures.6 Many leaders relate to people in 

Ethnocentrism
the belief that one’s own culture 
and subculture are inherently 
superior to other cultures

Ethnocentrism
the belief that one’s own culture 
and subculture are inherently 
superior to other cultures



the organization as if everyone shares similar values, beliefs, motivations, and 
attitudes about work and life. This assumption is typically false even when deal-
ing with people who share the same ethnic or cultural background. Ethnocentric 
viewpoints combined with a standard set of cultural assumptions and practices 
create a number of challenges for minority employees and leaders.

Unequal Expectations/Difference as Deficiency One signifi cant problem in 
many organizations is a mind-set that views difference as defi ciency or dysfunction.7

A survey by Korn Ferry International found that 59 percent of minority managers 
surveyed had observed a racially motivated double standard in the delegation of 
assignments.8 Their perceptions are supported by a study that showed minority 
managers spend more time in the “bullpen” waiting for their chance and then 
have to prove themselves over and over again with each new assignment. Another 
recent study found that white managers gave more negative performance ratings 
to African-American leaders and white subordinates and more positive ratings to 
white leaders and African-American subordinates, affi rming the widespread 
acceptance of these employees in their stereotypical roles.9 The perception 
by many minorities is that no matter how many college degrees they earn, how 
many hours they work, how they dress, or how much effort and enthusiasm they 
invest, they are never considered to “have the right stuff.” One Hispanic executive, 
in discussing the animosity he felt, said, “The fact that I graduated fi rst in my 

For each pair of values below, select the one that is most 
descriptive of you. Even if both qualities describe you, 
you must choose one.

  1. Analytical ______ Compassionate ______
  2. Collaborative ______ Decisive ______
  3. Competitive ______ Sociable ______
  4. Loyal ______ Ambitious ______
  5. Resourceful ______ Adaptable ______
  6. Sensitive to others ______ Independent ______
  7. Self-reliant ______ Uniting ______
  8. Helpful ______ Persistent ______
  9. Risk-taker ______ Contented ______
10. Interested ______ Knowledgeable ______
11. Responsible ______ Encouraging ______
12. Tactful ______ Driven ______
13. Forceful ______ Gentle ______
14. Participating ______ Achievement- ______

   oriented
15. Action-oriented ______ Accepting ______

Scoring and Interpretation
The words above represent two leadership values: 
“capacity for collaboration” and “personal initiative.” 
“Personal initiative” is represented by the first word in 
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Leader’s Self-Insight 11.1
the odd-numbered rows and the second word in the 
even-numbered rows. “Capacity for collaboration” is rep-
resented by the first word in the even numbered rows 
and by the second word in the odd numbered rows. Add 
the number of words circled that represent each value 
and record the number below:

Personal Initiative: ______
Capacity for Collaboration: ______

Capacity for collaboration represents feminine values 
in our culture, and if you circled more of these items, you 
may be undervaluing your personal initiative. Personal 
initiative represents masculine values, and more circled 
words here may mean you are undervaluing your capacity 
for collaboration. How balanced are your values? How will 
you lead someone with values very different from yours?

Gender is a trait of diversity. How prevalent in organi-
zations are feminine and masculine values? Read the rest 
of this chapter to learn which values are associated with 
successful leadership.

Source: Donald J. Minnick and R. Duane Ireland, “Inside the New 
Organization: A Blueprint for Surviving Restructuring, Downsizing, 
Acquisitions and Outsourcing.” Journal of Business Strategy 
26 (2005), pp. 18–25; and A. B. Heilbrun, “Measurement of Masculine 
and Feminine Sex Role Identities as Independent Dimensions.” 
Journal of Consulting and Clinical Psychology 44 (1976), pp. 183–190.
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class didn’t make as much difference as the fact that I looked different.”10 If the 
standard of quality were based, for instance, on being white and male, anything 
else would be seen as defi cient. This dilemma is often diffi cult for white men to 
understand because many of them are not intentionally racist and sexist. As one 
observer points out, you would need to be non-white to understand what it is like 
to have people assume a subordinate is your superior simply because he is white, 
or to lose a sale after the customer sees you in person and fi nds out you’re not 
Caucasian.11

These attitudes are deeply rooted in our society as well as in our organiza-
tions. Sociologist William Bielby proposes that people have innate biases and, left 
to their own devices, they will automatically discriminate.12 Unconscious bias 
theory suggests that white males, for example, will inevitably slight women and 
minorities because people unknowingly revert to stereotypes when making de-
cisions. Indeed, passive, and sometimes unconscious, bias is a bigger problem 
than blatant discrimination in most organizations. Consider a recent report from 
the National Bureau of Economic Research, entitled Are Greg and Emily More 
Employable than Lakisha and Jamal?, which shows that employers often uncon-
sciously discriminate against job applicants based solely on the Afrocentric or 
African-American–sounding names on their resume. In interviews prior to the re-
search, most human resource managers surveyed said they expected only a small 
gap and some expected to fi nd a pattern of reverse discrimination. The results 

showed instead that white-sounding names got 50 percent more callbacks than 
African-American–sounding names, even when skills and experi-
ence were equal.13

It takes conscious leadership to change the status quo. Leaders 
can establish conditions that limit the degree of unconscious bias 
that goes into hiring and promotion decisions. Corporations such 
as BP and Becton Dickinson & Co. are now using tools to mea-

sure unconscious as well as conscious bias in their diversity training 
programs.14

Living Biculturally Research on differences between whites and African-
Americans has focused on issues of biculturalism and how it affects employees’ 
access to information, level of respect and appreciation, and relation to superi-
ors and subordinates. Biculturalism can be defi ned as the sociocultural skills and 
attitudes used by racial minorities as they move back and forth between the 
dominant culture and their own ethnic or racial culture.15 More than 90 years 
ago, W. E. B. DuBois referred to this as a “double-consciousness. . . . One always 
feels his twoness—an American, a Negro; two souls, two thoughts, two unrec-
onciled strivings. . . .”16 In general, African-Americans feel less accepted in their 
organizations, perceive themselves to have less discretion on their jobs, receive 
lower ratings on job performance, experience lower levels of job satisfaction, 
and reach career plateaus earlier than whites.

Eula Adams, head of card operations for First Data, recalls the feeling of 
loneliness that can come from living biculturally. Adams began his career in 
1972 at Touche Ross, the accounting fi rm that is today known as Deloitte & 
Touche, and became the fi rm’s fi rst African-American partner in 1983. “The 
loneliness, especially in the early days, was the hardest,” Adams now says. 
“I lived in two worlds. I’d leave work and go home to one world and then 
wake up and go back to work in that other world.”17 Glenn D. Capel, the only 
 African-American  fi nancial adviser in a Merrill Lynch offi ce in Greensboro, 
North Carolina, knows the feeling well. Despite the fact that Merrill Lynch is 
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Action MemoTake the quiz in Leader’s Self-Insight 11.2 
to evaluate your personal degree of passive 

bias and think about ways you can become 
more diversity-aware.



Check either NO or Yes for each question below.

No Yes
1. What you notice first about people 

around you are the characteristics 
that make them different from you. _______ _______

2. You make it a general rule never 
to discuss the subjects of race, 
ethnicity, politics, age, religion, 
gender, and sexuality when you 
are at work. _______ _______

3. When others make bigoted remarks 
or jokes, you either laugh or say 
nothing because you don’t want to 
seem sensitive or self-righteous. _______ _______

4. When you see publications that are 
targeted at an ethnic, gender, or 
religious group that you do not rep-
resent, you usually ignore them. _______ _______

5. When you look for a mentor or 
protégé, you pick someone like 
yourself. _______ _______

6. If someone tells you about a 
cultural difference that you have 
never heard of, you don’t ask 
questions about it. _______ _______

7. You are affiliated with organizations 
that practice subtle  discrimination, 
but you say nothing because you 
didn’t  create the rules. _______ _______

8. Before you hire someone for a 
position, you have a vague picture 
in mind of what the ideal candi-
date would look like. _______ _______
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9. Your conversations make use of 

phrases like “you people” or “our 
kind.” _______ _______

10. You avoid talking about cul-
tural differences when dealing 
with people different from you 
because you’re afraid of saying 
the wrong thing. _______ _______

11. When complimenting someone 
from a different background, 
you might tell them, “You are 
nothing like the others” or 
“I really don’t think of you 
as a ______.” _______ _______

12. There are people in your 
organization whom you like and 
respect but whom you would 
feel uncomfortable introducing 
to your family or close friends. _______ _______

Scoring and Interpretation
Give yourself five points for each “yes” answer. The 
appropriate score for today’s world is “0.” However, 
if you scored less than 20, you’re probably making a 
good attempt to eliminate personal passive bias. A 
score of 20 to 40 means you need to watch it—you 
reveal  passive bias that is inappropriate in organizations 
and society. If you scored more than 40, your level of 
bias could get you into trouble. You should definitely 
consider ways to become more diversity-aware and 
 culturally sensitive.

Source: Adapted from Lawrence Otis Graham, Proversity: Getting 
Past Face Values and Finding the Soul of People (New York: John 
Wiley & Sons, 1997). Used with permission of Lawrence Otis 
Graham.
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now run by African-American Stanley O’Neal, Capel and other African-American 
brokers have charged in a race-discrimination suit that the company system-
atically limits opportunities for African-Americans to succeed and maintains a 
work environment where only whites are comfortable.18 Other minority groups 
may struggle with biculturalism as well. They fi nd themselves striving to adopt 
behaviors and attitudes that will help them be successful in the white-dominated 
corporate world while at the same time maintaining their ties to their racial or 
ethnic community and culture. Many minorities feel they have a chance for career 
advancement only by becoming bicultural or abandoning their native cultures 
altogether.
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The Glass Ceiling Another issue is the glass ceiling, an invisible barrier that 
separates women and minorities from top leadership positions. They can look 
up through the ceiling, but prevailing attitudes are invisible obstacles to their 
own advancement. Research has also suggested the existence of “glass walls” 
that serve as invisible barriers to important lateral movement within the orga-
nization. Glass walls bar experience in areas such as line supervision or general 
management that would enable women and minorities to advance to senior-level 
positions.19

Although a few women and minorities have recently moved into highly vis-
ible top leadership positions, such as Kenneth Chenault at American Express or 
Indra Nooyi at Pepsi-Co, most women and minorities are still clustered at the bot-
tom of the organizational hierarchy. Women, for instance, have made signifi cant 
strides in recent years, but they still represent less than 16 percent of corporate 
offi cers in America’s 500 largest companies.20 In 2006, only eight Fortune 500 

companies had female CEOs. And both male and female African-Americans 
and Hispanics continue to hold only a small percentage of all man-
agement positions in the United States.21 Leaders in other countries 
are struggling with similar diversity issues. A report on executive 
talent in the United Kingdom, for example, indicates that although 
employees on the front lines “refl ect the rich diversity of 21st cen-
tury Britain,” the executive suite is overwhelmingly “white, male, 
able-bodied, and of a certain age—[with] a photo of their wife and 
kids . . . on the desk.”22 Japanese companies, too, face mounting criti-

cism about the scarcity of women in management positions. In Japan, 
women make up 41 percent of the workforce but occupy less than 
3 percent of high-level management positions.23 

Many women and minorities feel that they are not evaluated by the 
same standards as their male counterparts. For example, where having a 
family is often considered a plus for a male executive, it can be perceived 

as a hindrance for a woman who wants to reach the top. One term heard frequently 
is the mommy track, which implies that a woman’s commitment to her children 
limits her commitment to the company or her ability to handle the rigors of corpo-
rate leadership.24 Indeed, women leaders frequently do give up personal time, outside 
friendships, or hobbies because they still do most of the child care and housework 
in addition to their business responsibilities. Exhibit 11.1 shows the discrepancy 
between high-achieving men and women in terms of the time they devote to 
domestic duties, based on one survey.

Some women get off the fast track before they ever encounter the glass ceil-
ing, which has been referred to as the opt-out trend. In a survey of nearly 2,500 
women and 653 men, 37 percent of highly qualifi ed women report that they have 
voluntarily left the workforce at some point in their careers, compared to only 
24 percent of similarly qualifi ed men.25 Although some women voluntarily leave 
the fast track, there are many who genuinely want to move up the corporate lad-
der but fi nd their paths blocked. Fifty-fi ve percent of executive women surveyed 
by Catalyst said they aspire to senior leadership levels.26 In addition, a survey of 
103 women voluntarily leaving executive jobs in Fortune 1000 companies found 
that corporate culture was cited as the number one reason for leaving.27 The 
greatest disadvantages of women leaders stem largely from prejudicial attitudes 
and a heavily male-oriented corporate culture.28 Some years ago, when Procter & 
Gamble asked the female executives it considered “regretted losses” (that is, high 
performers the company wanted to retain) why they left their jobs, the most com-
mon answer was that they didn’t feel valued by the company.29

Glass ceiling
an invisible barrier that 
separates women and minorities 
from top leadership positions

Glass ceiling
an invisible barrier that 
separates women and minorities 
from top leadership positions

Action MemoAs a leader, you can fi ght ethnocentric 
attitudes. You can create an environment 

in which people value diverse ways of 
thinking, dressing, or behaving, and you can 

help break down the barriers of unequal 
expectations, stereotypes, unequal pay, 

and the glass ceiling. You can close the 
opportunity gap so minorities have an equal 

chance to succeed.
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Most top-level corporate cultures have evolved around white, heterosexual, 
American males, who tend to hire and promote people who look, act, and think 
like them. Many organizations were originally created by and for men, and the 
prevailing work practices and patterns of social interaction tend to privilege 
men and disadvantage women, often in subtle ways.30 One study supports the idea 
that in organizations with strong male hierarchies, women are less likely than 
men to advance to higher-level positions. In addition, women are more likely to 
advance if they demonstrate traits associated with masculinity, such as assertive-
ness, achievement-orientation, and focus on material success.31 Compatibility in 
thought and behavior plays an important role at higher levels of organizations. 
Among women who have managed to break through the glass ceiling, fully 96 
percent said adapting to a predominantly white male culture was necessary for 
their success.32

The Opportunity Gap In some cases, people fail to advance to higher levels in 
organizations because they don’t have the necessary education and skills. A fi nal 
challenge is the lack of opportunities for many minorities to obtain the same level 
of education as white, American-born individuals. Only 62 percent of Hispanics, 
the fastest growing segment of the U.S. population, complete high school. Both 
African-Americans and Hispanics lag behind whites in college attendance, and 
only 10 percent of adults with disabilities have graduated from college.33 Eric 
Adolphe, president and CEO of Optimus Corporation, who managed to stay 
in college because of a scholarship from the National Association Council for 
 Minorities in Engineering, recalls many of the kids he grew up with in New York 
City: “There are a lot of people more gifted than myself who never made it—not 
because of their lack of ability, but because of their lack of opportunity.”34 Some 
companies and leaders are taking the lead to ensure that minorities get the educa-
tion, skills, and opportunities they need to participate fully in today’s economy. 
Consider the example of Ernst & Young.

Source: National Parenting Association, as reported in Sylvia Ann Hewlett, “Executive Women and the Myth of Having It All,” Harvard Business 
Review (April 2002), pp. 66–73.
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Exhibit 11.1 Primary Domestic Responsibilities of High-Achieving Men and Women
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Ernst & Young LLP

Ernst & Young’s commitment to “building an inclusive environment” has been recog-
nized with a number of awards, including eight consecutive years as one of Hispanic 
Business magazine’s Top 50 Companies for Hispanics, Fortune’s 100 Best Compa-
nies to Work For, and DiversityInc magazine’s Top 50 Companies for Diversity.

More than a decade ago, leaders launched two diversity initiatives aimed at 
increasing the recruitment and retention of women and minorities and began in-
vesting heavily in training, mentoring, and career development. These programs 
have had a positive impact, leading to a 79 percent increase in the fi rm’s percent-
age of minority employees between 1995 and 2005 and a 100 percent rise in the 
 number of diverse partners and principles. In mid-2006, Ernst & Young (E & Y) took 
the groundbreaking step of inviting Mitchell & Titus, the nation’s largest African-
American–owned accounting company, to join the Ernst & Young global fi rm.

What is equally important is that E & Y is aiming toward the future by giving 
minority high school and college students greater opportunities. E & Y has provided 
more than $1 million in scholarships for undergraduate and graduate minority stu-
dents majoring in accounting, information technology, engineering, fi nance, and other 
disciplines. An innovative program called Your Master Plan (YMP) gives recent 
 college graduates a chance to work at E & Y while they pursue a master’s degree in 
accounting, paid for by the fi rm. For several years, Black Collegian, a magazine and 
career Web site for students of color, has recognized Ernst & Young as one of its Top 
100 Diversity Employers. 35

In an industry that is one of the least racially-diverse in the nation, Ernst & 
Young is taking solid steps to build a pipeline of minority candidates to be the 
leaders of tomorrow. In addition, E & Y is striving to create a corporate environ-
ment where all people have equal opportunities and are treated with respect, 
dignity, and fairness.

Diversity Today 
Attitudes toward diversity are changing partly because they have to as leaders re-
spond to signifi cant changes in our society, including globalization and the chang-
ing workforce.36 The average worker is older now, and white males now make up 
less than half the U.S. workforce, with many more women, people of color, and 
immigrants seeking employment opportunities.37 The U.S. Bureau of Labor Statis-
tics projects that women and minorities will make up 70 percent of new entrants 
to the workforce by 2008.38

The other factor contributing to increased acceptance of diversity is global-
ization. Leaders are emphasizing cross-cultural understanding so that people can 
work smoothly across borders. Some large multinational corporations, includ-
ing Canada’s Northern Telecom, U.S.-based Coca-Cola, Switzerland’s Nestlé, and 
France’s Carrefour, all get a large percentage of their sales from outside their 
home countries. Companies like Starbucks and MTV Networks are fi nding that 
the only potential for growth lies overseas. These organizations need diversity of 
leadership and sometimes fi nd that U.S. managers don’t have the broad experi-
ence needed to succeed in a global environment. An unprecedented number of 
foreign-born CEOs now run major companies in the United States, Britain, and 
several other countries.39 Employees with global experience and cultural sensitiv-
ity are in high demand in many industries, and almost every employee is dealing 
with a wider range of cultures than ever before.
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Definition of Diversity 
Workforce diversity means a workforce made up of people with different human 
qualities or who belong to various cultural groups. From the perspective of indi-
viduals, diversity refers to differences among people in terms of dimensions such 
as age, ethnicity, gender, race, or physical ability. It is important to remember that 
diversity includes everyone, not just racial or ethnic minorities. Generational di-
versity, for example is a key concern for managers in many of today’s companies, 
with four generations working side-by-side, each with a different mindset and 
different expectations.40

Exhibit 11.2 illustrates several important dimensions of diversity. This diver-
sity wheel shows the myriad combinations of traits that make up diversity. The 
inside wheel represents primary dimensions of diversity, which include inborn 
differences or differences that have an impact throughout one’s life.41 Primary 
dimensions are core elements through which people shape their self-image and 
world view. These dimensions are age, race, ethnicity, gender, mental or physical 
abilities, and sexual orientation. Turn the wheel and these primary characteristics 
match up with various secondary dimensions of diversity.

Secondary dimensions can be acquired or changed throughout one’s lifetime. 
These dimensions tend to have less impact than those of the core but nevertheless 
affect a person’s self-defi nition and world view and have an impact on how the 
person is viewed by others. For example, veterans of the war in Iraq may have 
been profoundly affected by their military experience and may be perceived dif-
ferently from other people. An employee living in a public housing project will 
be perceived differently from one who lives in an affl uent part of town. Women 
with children are perceived differently in the work environment than those with-
out children. Secondary dimensions such as work style, communication style, and 
educational or skill level are particularly relevant in the organizational setting.42 
One challenge for organizational leaders is to recognize that each person can 
bring value and strengths to the workplace based on his or her own combination 
of diversity characteristics. Organizations establish workforce diversity programs 
to promote the hiring, inclusion, and promotion of diverse employees and to en-
sure that differences are accepted and respected in the workplace.

Workforce diversity
a workforce made up of people 
with different human qualities 
or who belong to various cultural 
groups

Diversity
differences among people in 
terms of age, ethnicity, gender, 
race, or other dimensions

Workforce diversity
a workforce made up of people 
with different human qualities 
or who belong to various cultural 
groups

Diversity
differences among people in 
terms of age, ethnicity, gender, 
race, or other dimensions
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The Value of Organizational Diversity 
There is no question that the workforce is changing and organizations have to 
change to refl ect the new workforce composition. However, there are a number of 
other reasons leaders want to incorporate diversity.

Recent research supports the idea that diversity adds value to organizations 
and can contribute to a fi rm’s competitive advantage.43 For one thing, leaders can 
use internal diversity to meet the needs of diverse customers. Culture plays an im-
portant part in determining the goods, entertainment, social services, and house-
hold products that people use and buy, so organizations are recruiting minority 
employees who can understand how diverse people live and what they want and 
need. Diverse employees can also help an organization build better relationships 
with customers by making them feel connected to the organization. When cus-
tomers see and interact with people like themselves, they feel better about doing 
business with the company. An astute leader at Pepsi-Cola recognized this as early 
as the 1940s and embarked on an experiment that proved the economic value of 
diversity, as described in the Leader’s Bookshelf. Allstate Insurance Company has 
built its success on the principle that the organization should be inclusive rather 
than exclusive. Allstate launched its fi rst diversity program in 1969 and today ties 
25 percent of managers’ bonus pay to diversity performance.

Allstate Insurance Company

You’ve probably seen the commercials: a popular African-American actor promising 
you that Allstate won’t raise your rates just because of an accident, or telling you the 
company will give you $100 off your deductible for each year you go without having 
one. It’s part of the diverse face that the leading insurance company for minorities 
presents to the world. “Being in a relationship business, how can you not look like and 
sound like your clients?” asks a vice president of sales for Allstate Insurance. “It’s an 
obvious competitive advantage when you can mirror the clients that you serve.”

Of the nearly 39,000 people working for Allstate, more than half are women 
and nearly 30 percent are minorities. Among offi cers and managers, 40 percent 
are women and nearly 20 percent are from minority groups. Allstate’s diversity 
initiatives have earned the company a string of awards, including being named 
the No. 1 employer for African Americans in 2006 by DiversityInc. They have also 
led to some solid business results. A study by Simmons Research Group found 
that Allstate is the number one life and auto insurer among African-Americans and 
the number one homeowner’s and life insurance fi rm among Hispanic Americans. 
Allstate’s internal measurement systems show a steady increase in the customer 
base and growing levels of customer satisfaction.

The company’s diverse workforce has helped Allstate establish solid relationships 
with culturally and ethnically diverse communities. At the Sunnyside  neighborhood 
offi ce in Queens, New York, one of the most ethnically diverse communities in the 
country, customers often relate to sales reps like members of their family, consult-
ing them on problems that might have no relation to insurance. Mike Kalkin, the 
agent who heads up the offi ce (and who is himself from an immigrant family), often 
recruits employees from within the community because they understand the local 
population’s unique needs. A different situation exists at a northwestern Arkansas 
offi ce, where a growing retired population means placing more emphasis on serving 
the needs of older customers.

Diversity at Allstate is a business strategy that provides us a competitive 
 advantage,” says Anise Wiley-Little, an African-American woman who serves as 
the company’s Director of Diversity. At Allstate, the best human talent is diverse 
 because the customers are.44 
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Action Memo

As a leader, you can hire and promote 

people from diverse cultures and with 

diverse human characteristics. You can use 

organizational diversity to improve creativity 

and decision making, better serve customers, 

and enhance organizational fl exibility.

Diversity at Allstate also helps to develop employee and or-
ganizational potential. When organizations support diversity, 
people feel valued for what they can bring to the organization, 
which leads to higher morale. A story from furniture manufac-
turer Herman Miller, told in the Consider This box, illustrates that 
each of us has unique talents and gifts. People can build better re-
lationships at work when they develop the skills to understand and 
accept cultural differences. Allstate’s diversity training emphasizes 
that employees can expect to be treated with respect and dignity, 

The rivalry between Pepsi and Coke was as hot in the 1940s 
as it is today. Pepsi’s then-president Walter Mack decided 
he could gain an edge by hiring an all African-American sales 
team to actively pursue the untapped African-American con-
sumer market. In her eye-opening and sometimes disturbing 
book, The Real Pepsi Challenge: The Inspirational Story of 
Breaking the Color Barrier in American Business, Stephanie 
Capparell commends Mack for hiring these dozen or so 
African-American executives at a time when job opportuni-
ties for African-Americans were limited primarily to the 
kitchen and the clean-up crew. Yet the real heroes of her tale 
are the salesmen themselves.

THE TEAM THAT FOUGHT AND WON
Things aren’t always easy for African-American leaders in 
today’s organizations. But imagine what it must have been 
like in the mid-1940s, when African-American Edward Boyd 
and his sales team went to work at Pepsi-Cola. Not only did 
they face prejudice within the organization, but traveling the 
country during the days of segregation and open bigotry, 
team members experienced humiliation,  ridicule, and scorn. 
Yet they stood up to the challenge, buoyed by the respect 
and admiration they got from African-American communities 
and a chance to pave the way for future generations. In her 
book, Capparell highlights both the accomplishments of the 
team and the trials team members faced. Here are a few:

• Team members were more qualified than many of their 
white counterparts, with all having college degrees (one 
had an MBA), yet they were consistently paid less. They 
worked a grueling schedule, often working morning and 
night 7 days a week, visiting bottlers, churches, “ladies 
groups,” insurance conferences, schools, YMCAs, 
 community centers, and various other  organizations.
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by Stephanie Capparell

Leader’s Bookshelf

• The team boosted sales of Pepsi in every geographi-
cal area they targeted, and during the four years the 
team operated, they consistently surpassed their 
profit goals.

• The marketing campaigns developed by Boyd 
and his team defined the concept of niche 
 marketing and changed the way African-
Americans were portrayed in advertising. Instead 
of stereotypes or offensive caricatures, Pepsi ads 
showed  stylish, middle-class consumers. One 
campaign featured “leaders in their field,” such as 
United Nations diplomat Ralph Bunche. Another 
 featured top African-American university students.

THE LONG ROAD TO AN INCLUSIVE CULTURE
Despite their success, most team members never 
became fully accepted and integrated members of 
Pepsi’s culture. After Mack retired, the new president 
of Pepsi-Cola fired Boyd and broke up the team. Most 
soon quit as a result of the frustrations of trying to suc-
ceed in a white-dominated corporation. One member, 
Harvey Russell, stayed and in 1962 became the first 
African-American vice president of a major U.S. corpora-
tion. Most team members went on to remarkable sec-
ond careers, continuing to break color barriers along the 
way. Boyd joined the international aid agency CARE in 
the Middle East. Of his work at Pepsi, he says, “It was 
a contribution to progress. I didn’t make that much of a 
 dollar. I wasn’t paid on the basis of other executives. It 
was at the beginning.”

Source: The Real Pepsi Challenge: The Inspirational Story of Breaking 
the Color Barrier in American Business, by Stephanie Capparell, is 
published by Free Press.
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but they are also expected to treat others the same way and to cultivate their 
business as well as relationship skills to help Allstate succeed.

Finally, diversity develops greater organizational fl exibility. For one thing, 
by seriously recruiting and valuing individuals without regard to race, nation-
ality, gender, age, sexual preference, or physical ability, organizations can attract 
and retain the best human talent. In addition, diversity within an organization 
provides a broader and deeper base of experience for problem solving, creativ-
ity, and innovation. Bell Atlantic CEO Ivan Seidenberg promotes diversity at his 
company primarily because he believes diverse groups make better decisions and 
bring the creativity and innovation needed to keep pace with massive changes in 
technology and competition. “If everybody in the room is the same,” Seidenberg 
says, “you’ll get a lot fewer arguments and a lot worse answers.”45 Referring 
back to our discussion of team diversity in the previous chapter, diverse groups 
tend to be more creative than homogeneous groups in part because of the dif-
ferent perspectives people can bring to the problem or issue. According to the 
results of one study, companies that are high on creativity and innovation have a 
higher percentage of women and non-white male employees than less innovative 
companies.46

One aspect of diversity that is of particular interest in organizations today is 
the way in which women’s style of leadership may differ from men’s. As women 
move into higher positions in organizations, it has been observed that they often 
use a style of leadership that is highly effective in today’s turbulent, culturally 
diverse environment.47

336

Text not available due to copyright restrictions



CHAPTER 11: DEVELOPING LEADERSHIP DIVERSITY 337

Ways Women Lead 
There is some evidence that men may become less infl uential in the U.S. work-
force, with women becoming dominant players, because women’s approach is 
more attuned to the needs and values of a multicultural environment. For example, 
there’s a stunning gender reversal in U.S. education, with girls taking over almost 
every leadership role from kindergarten to graduate school. Women of all races 
and ethnic groups are outpacing men in earning bachelor’s and master’s degrees. 
In mid-2006, women made up 58 percent of undergraduate college students.48 
Among 25- to 29-year-olds, 32 percent of women have college degrees, compared 
to 27 percent of men. Women are rapidly closing the M.D. and Ph.D. gap, and 
they make up about half of all U.S. law students, half of all undergraduate busi-
ness majors, and about 30 percent of MBA candidates. In addition, studies show 
that women students are more achievement-oriented, less likely to skip classes, 
spend more time studying, and typically earn higher grades.49 Overall, women’s 
participation in both the labor force and civic affairs has steadily increased since 
the mid-1950s, whereas men’s participation has slowly but steadily declined.50

Women as Leaders 
According to James Gabarino, an author and professor of human development 
at Cornell University, women are “better able to deliver in terms of what modern 
society requires of people—paying attention, abiding by rules, being verbally 
competent, and dealing with interpersonal relationships in offi ces.”51 His obser-
vation is supported by the fact that female managers are typically rated higher by 
subordinates on interpersonal skills as well as on factors such as task  behavior, 
communication, ability to motivate others, and goal accomplishment.52 As illus-
trated in Exhibit 11.3, one survey of followers rated women leaders  signifi cantly 
higher than men on several characteristics that are crucial for developing fast, fl ex-
ible, adaptive organizations. Female leaders were rated as having more idealized 

Note: Ratings of leaders were on a scale of 1–5. Women leaders were rated higher, on average, by the amount indicated for each item.

Source: Based on Bernard M. Bass and Bruce J. Avolio, “Shatter the Glass Ceiling: Women May Make Better Managers,” Human Resource 
Management 33, no. 4 (Winter 1994), pp. 549–560.

Exhibit 11.3 Comparison of Male and Female Leaders by Their Subordinates
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infl uence, providing more inspirational motivation, being more individually con-
siderate, and offering more intellectual stimulation.53 Idealized infl uence means 
that followers identify with and want to emulate the leader; the leader is trusted 
and respected, maintains high standards, and is considered to have power because 
of who she is rather than what position she holds. Inspirational motivation
is derived from the leader who appeals emotionally and symbolically to em-
ployees’ desire to do a good job and help achieve organizational goals. Indi-
vidual consideration means each follower is treated as an individual but all are 
treated equitably; individual needs are recognized, and assignments are delegated 
to followers to provide learning opportunities. Intellectual stimulation means 
questioning current methods and challenging employees to think in new ways. 
In addition, women leaders were judged by subordinates as more effective and 
satisfying to work for and were considered able to generate extra levels of effort 
from employees.

Recent research has also found a correlation between balanced gender com-
position in companies (that is, roughly equal male and female representation) 
and higher organizational performance. Moreover, a study by Catalyst indicates 
that organizations with the highest percentage of women in top management fi -
nancially outperform, by about 35 percent, those with the lowest percentage of 
women in higher-level jobs.54

Is Leader Style Gender-Driven? 
As more women have moved into highly visible management positions, the question 
of whether women lead differently than men has gained increasing attention. Several 
researchers have looked at the differences between male and female leaders. Leader-
ship traits traditionally associated with white, American-born males  include 
aggressiveness or assertiveness, rational analysis, and a “take charge” attitude. 
Male leaders tend to be competitive and individualistic and prefer working in 
vertical hierarchies. They rely on formal authority and position in their dealings 
with subordinates.

Of course, women may also demonstrate these traits. Indeed, the 2006 hit 
movie The Devil Wears Prada, in which Meryl Streep plays an aggressive, au-
thoritative boss who enjoys humiliating her subordinates, reminds people that

en can be tyrants in a leadership role, just as some men can. How-
ever, research has found that, in general, women prefer less competi-
tive environments than men, tend to be more collaborative, and are 
more concerned with relationship building, inclusiveness, participa-
tion, and caring.55 Female leaders such as Deborah Kent, the fi rst 
woman to head a vehicle assembly plant for Ford Motor Co., or 
erry Kelly, CEO of W.L. Gore & Associates, are often more willing 
share power and information, to encourage employee development, 

d to strive to enhance others’ feelings of self-worth. “It does no good 
have a diverse  workforce if you don’t listen to their opinions and 

thoughts,” says Kent. “I treat people the way I want to be treated.”56

Professor and author Judy B. Rosener has called women’s approach to lead-
ership interactive leadership.57 The leader favors a consensual and collaborative 
process, and infl uence derives from relationships rather than position power 
and authority. Some psychologists have suggested that women may be more 
relationship-oriented than men because of different psychological needs stemming 
from early experiences. This difference between the relationship orientations of 
men and women has sometimes been used to suggest that women cannot lead 
 effectively because they fail to exercise power. However, whereas male leaders may 

Interactive leadershipInteractive leadership
a leadership style in whicha leadership style in which
people develop personal people develop personal
relationships with followers, relationships with followers,
share power and information, share power and information,
empower employees, and striveempower employees, and strive
to enhance others’ feelings of to enhance others’ feelings of
self-worthself-worth
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Action MemoAs a leader, you can choose to employ an 
interactive, collaborative leadership style. 

You can develop personal relationships with 
your followers and make everyone feel like 

an important part of things.
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associate effective leadership with a top-down command-and-control process, 
women’s interactive leadership seems appropriate for the future of diversity and 
learning organizations. The following example describes how one female leader 
drew on her experience working with theater productions to provide interactive 
leadership that enabled her organization to be more creative and adaptable.

Linda St. Clair

“When I was at my best in the corporation, I helped the people who reported to me get 
what they needed to be effectively creative,” Linda St. Clair says. St. Clair, who served 
as a successful personnel manager for manufacturing in a major technology fi rm, is 
profi led in Leadership Can Be Taught, published by Harvard Business School Press.

St. Clair’s experience as a corporate leader relied on the same qualities she 
used as an artist-director of theater productions. Both required working effectively 
within a dynamic fi eld of relationships and the ability to “give the work back to the 
group.” Effective leaders, she believes, know when to let go and allow people to 
make critical decisions, acting not as a commander but rather as a coach, guide, 
mentor, and ally. She applied the idea of rehearsal and practice to encourage people 
to try out “what ifs” and have fun with their work.

At the same time, St. Clair paid attention to managing the interactions of every-
one on the team. Just as in a theater production, “all must create something new,” 
she says of corporate work. “While helping each part to move in a common direc-
tion, the director [leader] needs to be as creative as possible, honoring everyone’s 
artistic power—and all the confl icts thereof. Tough decisions have to be made, and 
the [leader] must be willing to do so—jointly when possible—which means a lot of 
interaction . . . .”58 

Although the values associated with interactive leadership, such as inclusion, 
relationship building, and caring, are generally considered “feminine” values, in-
teractive leadership is not gender-specifi c. These values are becoming increasingly 
valuable for both male and female leaders. Today’s fl atter, team-based organiza-
tions are no longer looking for top-down authority fi gures but for more collab-
orative and inclusive approaches to leadership.59

Again, the interactive leadership style is not exclusive to women. Any leader 
can learn to adopt a more inclusive style by paying attention to nonverbal behavior 
and developing skills such as listening, empathy, cooperation, and collaboration.60

Global Diversity 
One of the most rapidly increasing sources of diversity in North American or-
ganizations is globalization, which means that leaders are confronting diversity 
issues across a broader stage than ever before. To handle the challenges of global 
diversity, leaders can become aware of the sociocultural environment and develop 
cultural intelligence to know how to behave appropriately.

The Sociocultural Environment
For organizations operating globally, social and cultural differences may provide 
more potential for diffi culties and confl icts than any other source. For instance, 
cultural factors have created problems for managers in some U.S. corporations 
trying to transfer their diversity policies and practices to European divisions. Poli-
cies designed to address diversity issues in the United States don’t take into con-
sideration the complex social and cultural systems in Europe. Even the meaning 
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of the term diversity presents problems. In many European languages, the closest 
word implies separation rather than the inclusion sought by U.S. diversity pro-
grams.61 Foreign fi rms doing business in the United States face similar challenges 
understanding and dealing with diversity issues. For example, Japanese leaders at 
Toyota Motor Company seriously bungled the handling of a sexual harassment 
complaint in the company’s North American division, leading to a lawsuit. When 
Sayaka Kobayashi sent a letter to Dennis Cuneo, senior vice president of Toyota 
North America, saying she had endured months of romantic and sexual advances 
from her boss, Cuneo told her he would discuss the issue with the boss, Hideaki 
Otaka. However, Cuneo allegedly said that he didn’t want to offend the man (a 
cultural norm), so he planned to say it was Kobayashi’s boyfriend who was upset 
about the overtures. European companies have also been tripped up because of a 
lack of understanding of the American concept of sexual harassment, according 
to employment lawyer Wayne N. Outten. “There are some European countries 

where a certain degree of what we would consider over-the-line . . . is 
more the norm in the culture,” Outten says.62

National cultures are intangible, pervasive, and diffi cult to 
comprehend. However, it is imperative that leaders in international 
organizations learn to understand local cultures and deal with them 
effectively. As C.R. “Dick” Shoemate, chairman and CEO of Best-
foods, says, “It takes a special kind of leadership to deal with the dif-
ferences in a multicountry, multicultural organization. . . .” Bestfoods 

uses cross-border assignments and extensive individual coaching to 
train people to lead in different cultures.63 One approach to under-
standing other cultures is to look at how social value systems differ.

Social Value Systems
Research done by Geert Hofstede on IBM employees in 40 countries discovered 
that mind-set and cultural values on issues such as individualism versus collectiv-
ism strongly infl uence organizational and employee relationships and vary widely 
among cultures.64 Exhibit 11.4 shows examples of how countries rate on four 
signifi cant dimensions.

 • Power distance. High power distance means people accept inequality in 
power among institutions, organizations, and individuals. Low power 
distance means people expect equality in power. Countries that value high 
power distance are Malaysia, the Philippines, and Panama. Countries that 
value low power distance include Denmark, Austria, and Israel.

 • Uncertainty avoidance. High uncertainty avoidance means that members of 
a society feel uncomfortable with uncertainty and ambiguity and thus 
support beliefs and behaviors that promise certainty and conformity. 
Low uncertainty avoidance means that people have a high tolerance for 
the unstructured, the unclear, and the unpredictable. High uncertainty 
avoidance cultures include Greece, Portugal, and Uruguay. Singapore and 
Jamaica are two countries with low uncertainty avoidance values.

 • Individualism and collectivism. Individualism reflects a value for a loosely 
knit social framework in which individuals are expected to take care of 
themselves. Collectivism is a preference for a tightly knit social framework 
in which people look out for one another and organizations protect their 
members’ interests. Countries with individualist values include the United 
States, Great Britain, and Canada. Countries with collectivist values are 
Guatemala, Ecuador, and Panama.
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in power; high power distance 
refl ects an acceptance of power 
inequality among institutions, 
organizations, and individuals. 
Low power distance means 
people expect equality in power
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and organizations protect their 
members’ interests

Action MemoSocial value differences can signifi cantly 
affect leadership, working relationships, 

and organizational functioning. Answer the 
questions in Leader’s Self-Insight 11.3 to 

better understand the social values of your 
classmates or coworkers.



Instructions: Different social groups (work colleagues, 
family, professional groups, and national, religious, and 
cultural groups) are all around us. Focus on the group 
of individuals whom you consider to be your colleagues 
(e.g., team members, coworkers, classmates). Respond 
to each of the following statements and indicate its level 
of importance to your colleague group on the scale of (1) 
Not at all important to (5) Very important.

How Important Is It:
Not at all 
important

 Very
 important

1. To compromise one’s 
wishes to act together 
with your colleagues? 1  2  3  4  5

2. To be loyal to your col-
leagues? 1  2  3  4  5

3. To follow norms estab-
lished by your colleagues? 1  2  3  4  5

4. To maintain a stable envi-
ronment rather than “rock 
the boat”? 1  2  3  4  5

5. To not break the rules? 1  2  3  4  5

6. To be a specialist or pro-
fessional rather than a 
manager? 1  2  3  4  5

7. To have an opportunity for 
high earnings? 1  2  3  4  5

8. To have an opportunity for 
advancement to higher 
level jobs? 1  2  3  4  5

9. To work with people who 
cooperate well with one 
another? 1  2  3  4  5

10. To have a good working 
relationship with your 
manager? 1  2  3  4  5

11. To have a manager that 
gives detailed instructions? 1  2  3  4  5

12. To avoid disagreement 
with a manager? 1  2  3  4  5

Scoring and Interpretation
There are four subscale scores that measure the four 
social values described by Hofstede. For the dimension 
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Leader’s Self-Insight 11.3
of individualism–collectivism, compute your average 
score based on responses to questions 1, 2, and 3. For 
the dimension of uncertainty avoidance, compute your 
average score based on responses to questions 4, 5, and 
6. For the dimension of masculinity–femininity, reverse 
score your responses to questions 9 and 10 (5 � 1, 4 � 
2, 2 � 4, and 1 � 5) and then compute your average 
score for questions 7, 8, 9, and 10. For the dimension 
of power distance, compute the average score for ques-
tions 11 and 12.

My average social value scores are:

Individualism–collectivism (I–C) _________.
Uncertainty avoidance (UA) _________.
Masculinity–femininity (M–F) _________.
Power distance (PD) _________.

An average score of 4 or above on the I–C scale 
means that collectivism is a social value in your colleague 
group, and a score of 2 or below means that the value of 
individualism dominates. A score of 4 or above on the UA 
scale means that your group values the absence of ambi-
guity and uncertainty (high uncertainty avoidance), and a 
score below 2 means that uncertainty and unpredictabil-
ity are preferred. A score of 4 or above on the M–F scale 
means that masculinity is a social value in your colleague 
group, and a score of 2 or below means that the value of 
femininity dominates. A score of 4 or above on the PD 
scale means that high power distance, or hierarchical dif-
ferences, is a social value in your colleague group, and a 
score of 2 or below means that the value of low power 
distance, or equality, dominates.

Compare your four scores to one another to under-
stand your perception of the different values. On which 
of the four values would you like to score higher? 
Lower? Analyze the specific questions on which you 
scored higher or lower to analyze the pattern of your 
group’s social values. Show your scores to a student 
from another country and explain what they mean. How 
do your social values differ from the social values of the 
international student? How do these social values differ 
across the nationalities represented in your class?

Source: Adapted from Geert Hofstede, Culture’s Consequences 
(London: Sage Publications, 1984); and D. Matsumoto, M. D. 
Weissman, K. Preston, B. R. Brown, and C. Kupperbausch, “Context-
specific Measurement of Individualism–Collectivism on the Individual 
Level: The Individualism-Collectivism Interpersonal Assessment 
Inventory,” Journal of Cross-Cultural Psychology 28, no. 6 (1997), 
pp. 743–767.

Social Values
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 • Masculinity and femininity. Masculinity reflects a preference for achievement, 
heroism, assertiveness, work centrality, and material success. Femininity 
reflects the values of relationships, cooperation, group decision making, 
and quality of life. Japan, Austria, and Mexico are countries with strong 
masculine values. Countries with strong feminine values include Sweden, 
Norway, Denmark, and the former Yugoslavia. Both men and women 
subscribe to the dominant value in masculine or feminine cultures.

Terry Neill, a managing partner at a London-based change management prac-
tice, uses Hofstede’s fi ndings in his work with companies. Based on his experiences 
with global companies such as Unilever PLC, Shell Oil, and BP, Neill points out 
that the Dutch, Irish, Americans, and British are generally quite comfortable with 
open argument. However, Japanese and other Asian employees often feel uneasy 
or even threatened by such directness.65 In many Asian countries, leaders perceive 
the organization as a large family and emphasize cooperation through networks 
of personal relationships. In contrast, leaders in Germany and other central Euro-
pean countries typically strive to run their organizations as impersonal well-oiled 
machines.66 How leaders handle these and other cultural differences can have 
tremendous impact on the satisfaction and effectiveness of diverse employees.

Developing Cultural Intelligence 
Although understanding the sociocultural environment and social value differ-
ences is crucial, a person cannot expect to know everything necessary to be pre-
pared for every conceivable situation. Thus, in a multicultural environment, 
leaders will be most successful if they are culturally fl exible and able to easily adapt 
to new situations and ways of doing things. In other words, they need cultural 
intelligence. Cultural intelligence (CQ) refers to a person’s ability to use reasoning and 
observation skills to interpret unfamiliar gestures and situations and devise ap-
propriate behavioral responses.67 Developing a high level of CQ enables a person 

Masculinity
a preference for achievement, 
heroism, assertiveness, work 
centrality, and material success

Femininity
a preference for relationships, 
cooperation, group decision 
making, and quality of life

Masculinity
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heroism, assertiveness, work 
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the ability to use reasoning 
and observation to interpret 
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devise appropriate behavioral 
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Cultural intelligence
the ability to use reasoning 
and observation to interpret 
unfamiliar situations and 
devise appropriate behavioral 
responses

Country Powera Uncertaintyb Individualismc Masculinityd

Australia 7 7 2 5
Costa Rica 8 2 (tie) 10 9
France 3 2 (tie) 4 7
India 2 9 6 6
Japan 5 1 7 1
Mexico 1 4 8 2
Sweden 10 10 3 10
Thailand 4 6 9 8
United States 6 8 1 4

 a1 � highest power distance; 10 � lowest power distance
 b1 � highest uncertainty avoidance; 10 � lowest uncertainty avoidance
 c1 � highest individualism; 10 � highest collectivism
 d1 � highest masculinity; 10 � highest femininity

Source: From Dorothy Marcic, Organizational Behavior and Cases, 4th ed. (St. Paul, MN: West, 1995). 
Based on Geert Hofstede, Culture’s Consequences (London: Sage Publications, 1984); and Cultures and 
Organizations: Software of the Mind (New York:McGraw-Hill, 1991).

Exhibit 11.4 Rank Orderings of 10 Countries Along Four Dimensions of National 
Value System
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to interpret unfamiliar situations and adapt quickly. Rather than a list of global 
“dos and don’ts,” CQ is a practical learning approach that enables a person to 
ferret out clues to a culture’s shared understandings and respond to new situations 
in culturally appropriate ways.

Cultural intelligence includes three components that work together: cognitive, 
emotional, and physical.68 The cognitive component involves a person’s obser-
vational and learning skills and the ability to pick up on clues to 
understanding. The emotional aspect concerns one’s self-confi dence 
and self-motivation. A leader has to believe in his or her ability to 
understand and assimilate into a different culture. Diffi culties and 
setbacks are triggers to work harder, not a cause to give up.

The third component of CQ, the physical, refers to a person’s 
ability to shift his or her speech patterns, expressions, and body lan-
guage to be in tune with people from a different culture. Most people 
aren’t equally strong in all three areas, but maximizing cultural intel-
ligence requires that they draw upon all three facets. In a sense, CQ 
requires that the head, heart, and body work in concert.

High CQ also requires that a leader be open and receptive to new 
ideas and approaches. One study found that people who adapt to global man-
agement most easily are those who have grown up learning how to understand, 
empathize, and work with others who are different from themselves. For exam-
ple, Singaporeans consistently hear English and Chinese spoken side by side. The 
Dutch have to learn English, German, and French, as well as Dutch, to interact 
and trade with their economically dominant neighbors. English Canadians must 
not only be well-versed in American culture and politics, but they also have 
to consider the views and ideas of French Canadians, who, in turn, must learn to 
think like North Americans, members of a global French community, Canadians, 
and Quebecois.69 People in the United States who have grown up without this 
kind of language and cultural diversity typically have more diffi culties with for-
eign assignments, but willing managers from any country can learn to open their 
minds and appreciate other viewpoints.

Leadership Implications 
A study of executives in fi ve countries found that although the globalization of 
business seems to be leading to a convergence of managerial values and attitudes, 
executives in different countries differ signifi cantly in some areas, which can cre-
ate problems for leadership.70 To lead effectively in a diverse global environment, 
leaders should be aware of cultural and subcultural differences. Chapter 3 ex-
amined contingency theories of leadership that explain the relationship between 
leader style and a given situation. It is important for leaders to recognize that 
culture affects both style and the leadership situation. For example, in cultures 
with high uncertainty avoidance, a leadership situation with high task structure 
as described in Chapter 3 is favorable, but those in low uncertainty avoidance 
cultures prefer less-structured work situations.

In addition, how behavior is perceived differs from culture to culture. To 
criticize a subordinate in private directly is considered appropriate behavior in 
individualistic societies such as the United States. However, in Japan, which val-
ues collectivism over individualism, the same leader behavior would be seen as 
inconsiderate. Japanese employees lose face if they are criticized directly by a 
supervisor. The expectation is that people will receive criticism information from 
peers rather than directly from the leader.71 Research into how the contingency 
models apply to cross-cultural situations is sparse. However, all leaders need to be 
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344 PART 4: THE LEADER AS A RELATIONSHIP BUILDER 

aware of the impact that culture may have and consider cultural values in their 
dealings with employees.

Stages of Personal Diversity Awareness 
One goal for today’s global organizations is to ensure that all employees and 
customers—women, ethnic and racial minorities, gay people, the disabled, the el-
derly, as well as white males—are given equal opportunities and treated with fair-
ness and respect.72 Strong, culturally sensitive leadership can move organizations 
toward diversity, where all individuals are valued and respected for the unique 
abilities they can bring to the workplace.

Leaders vary in their sensitivity and openness to other cultures, attitudes, 
values, and ways of doing things. Exhibit 11.5 shows a model of fi ve stages of 
individual diversity awareness and actions.73 The continuum ranges from a defen-
sive, ethnocentric attitude, in which leaders meet the minimum legal requirements 
regarding affi rmative action and sexual harassment, to a complete understanding 
and acceptance of people’s differences, in which leaders value diversity as an in-
herent part of the organizational culture.

Exhibit 11.5 Stages of Personal Diversity Awareness

Lowest Level of Awareness

Integration
Multicultural attitude—enables one 
to integrate differences and adapt 
both cognitively and behaviorally

Highest Level of Awareness

Acceptance
Accepts behavioral differences and 
underlying differences in values
Recognizes validity of other ways of 
thinking and perceiving the world

Minimizing Differences
Hides or trivializes cultural 
differences
Focuses on similarities among all 
peoples

Adaptation
Able to empathize with those of 
other cultures
Able to shift from one cultural 
perspective to another

Defense
Perceives threat against one’s 
comfortable worldview
Uses negative stereotyping
Assumes own culture superior

Source: Based on M. Bennett, “A Developmental Approach to Training for Intercultural Sensitivity, “International Journal of Intercultural Relations 
10 (1986), pp. 179–196.
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People at stage 1 see differences as a threat against their own comfortable 
world view and frequently use negative stereotyping or express prejudicial atti-
tudes. Leaders at this stage of diversity awareness consider themselves successful 
if their legal record is good. They may view women and minorities as a “prob-
lem” that must be dealt with. Typically, these leaders promote a few minorities 
to executive-level jobs to meet legal requirements. At stage 2, people attempt to 
minimize differences and focus on the similarities among all people. This is the 
stage where unconscious and subtle bias is most evident, because people have 
moved beyond openly prejudicial attitudes. Leaders don’t adequately recognize or 
respond to the challenges minorities and women face in the organization. When 
an individual moves to stage 3 of diversity awareness, he or she accepts cultural 
differences and recognizes the validity of other ways of thinking and doing things. 
Here, leaders become proactive and acknowledge that addressing issues of gender, 
race, disability, and so forth is important not just for the minority employees but 
for the health of the organization. They recognize that women and minorities can 
bring needed insight into developing and marketing products for new customers, 
so they look for ways to attract and retain high-quality minority employees. In 
stage 3 organizations, more women and minorities make it to high-level positions, 
and leaders begin providing diversity training to all employees.

When people reach stage 4, they are able to empathize with people who are 
different from themselves and can comfortably shift from one cultural perspective 
to another. Leaders at this stage make a strong commitment to broad equality and 
community and rectify the undervaluation and underutilization of women and mi-
norities. Leaders make a genuine attempt to develop policies and practices that are 
inclusive rather than exclusive. At stage 5 of diversity awareness, people are capable 
of integrating differences and adapting both cognitively and behaviorally. It is at 
this stage where leaders can create organizations that are gender- and color-blind. 
All employees are judged on their competence, and stereotypes and prejudices are 
completely erased. No group of employees feels different or disadvantaged.

Stage 5 represents the ideal leader and organization. Although it may seem 
unreachable, many of today’s best leaders are striving to achieve this stage of diver-
sity awareness and acceptance. Each year, Diversity Best Practices and the Business 
Women’s Network recognize top corporate leaders who show a deep commitment 
to diversity and inclusion. In 2006, the top winner was Edward M. 
Liddy, CEO of Allstate Insurance, described earlier in this chapter. 
Other 2006 winners included Reuben Mark of Colgate Palmolive, 
James Turley of Ernst & Young, Dale Gifford of Hewitt Associates, 
Bob Nardelli, former CEO of Home Depot, Patricia Russo of Lucent 
Technologies, Richard Parsons of Time Warner, and Steven Rogel of 
Weyerhaeuser Company.74 The commitment of top leaders is critical 
to building organizations that embrace diversity in all aspects of the 
business.

Personal Qualities for Leading Diverse People
To be more effective leading in diverse organizations, leaders can develop per-
sonal characteristics that support diversity. Four characteristics have been identi-
fi ed as important for inclusive leadership.75

 • A personal, long-range vision that recognizes and supports a diverse 
organizational community. Leaders should have long-term plans to include 
employees of various ethnic and cultural groups, races, ages, and so on at 
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all levels of the organization. In addition, they express the vision through 
symbols and rituals that reinforce the value of a diverse workforce.

 • A broad knowledge of the dimensions of diversity and awareness of 
multicultural issues. Leaders need a basic knowledge of the primary 
dimensions of diversity as discussed earlier in this chapter: age, race, 
ethnicity, gender, mental or physical abilities, and sexual orientation, as 
well as some understanding of secondary dimensions. Knowledge is also 
put into action through the use of inclusive language and showing respect 
for differences.

 • An openness to change themselves. Leaders in diverse organizations 
encourage feedback from their employees, can accept criticism, and are 
willing to change their behavior. It is leaders’ behavior that has the most 
impact on whether diversity is truly valued within the organization. At 
Baxter Healthcare Corp., for example, Chairman and CEO Harry Jansen 
Kraemer, Jr. writes a newsletter called CEO Update for the company 
intranet. Rather than just talking about business issues, he includes a 
section updating people on his family life. For women who are juggling 
career and family, it is a clear signal that the company values family and 
considers work/life balance important.76

 • Mentoring and empowerment of diverse employees. Leaders take an active 
role in creating opportunities for all employees to use their unique abilities. 

They also offer honest feedback and coaching as needed, and 
they reward those in the organization who show respect to all 
individuals.

Once leaders examine and change themselves, they can lead 
change in the organization. Diversity presents many challenges, yet it 
also provides leaders with an exciting opportunity to build organiza-
tions as integrated communities in which all people feel encouraged, 
respected, and committed to common purposes and goals. Consider 
how leaders at Denny’s Restaurants have improved diversity aware-
ness to transform the company from an icon of racism to a paragon of 

diversity.

Denny’s Restaurants

It was a spring morning in 1993 when six African-American Secret Service agents 
sat waiting for their food at Denny’s for more than an hour while their white col-
leagues ate. Their meals arrived just before they had to leave. The highly publicized 
incident led to other revelations of discrimination against African-American custom-
ers and employees—and to a series of racial discrimination lawsuits. Thirteen years 
later, a Denny’s executive received the “We Share the Dream Award” at the 18th 
annual Dr. Martin Luther King Jr. Awards Dinner, and the company was showing up 
on several “best companies for minorities” lists, including being ranked at the top 
of Black Enterprise magazine’s 2006 “Best 40 Companies for Diversity.” How did 
Denny’s go from worst to fi rst? It comes down to top leader commitment and some 
serious training to improve diversity awareness and behavior.

After settling the discrimination lawsuits in 1994, Denny’s hired Rachelle Hood as 
its fi rst chief diversity offi cer. Hood got the company to hire more than 100 diversity 
trainers and implemented training at every level. Every single person at Denny’s—not 
just managers, dishwashers, and servers, but also media planners and leased se-
curity guards—attends diversity training with specifi c guidelines on how to apply 
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diversity understanding and sensitivity to working in the restaurant business. In 
the “We Can” training program, for example, employees learn a three-step model: 
(1) prevention, such as how to behave in order to reduce the possibility of a guest 
or fellow employee feeling that he or she has been discriminated against; (2) inter-
vention, which teaches people to “acknowledge, apologize, and act” when some-
thing goes wrong; and (3) managing escalation, in which employees learn how to 
genuinely listen, show empathy, and reduce the anger and frustration level. Denny’s 
spends several million dollars a year on building awareness, and its diversity training 
system is one of the most comprehensive in the industry.

Hood cemented diversity awareness by working with managers to increase 
supplier diversity, developing marketing campaigns targeting minority customers, 
and tying bonus pay to meeting diversity goals. In 1993, only one of the chain’s fran-
chises was minority-owned, the company had no minority suppliers, and the board 
was made up primarily of white males. Today, however, things are very different:

 • Forty-three percent of Denny’s franchises are owned by minorities.

 •  Between 1995 and 2006, Denny’s contracted nearly $1 billion for goods and ser-
vices with minority suppliers, with African-Americans accounting for 48 percent of 
the business. That represents around 18 percent of the company’s contracts, as 
compared to a national average of 3 to 4 percent.

 •  Fifty-six percent of the board of directors is composed of women and people of 
color.

 •  At the senior management level, 50 percent are women and people of color. 
Minority employees represent 32 percent of Denny’s overall management and 
51 percent of the workforce.77

Denny’s turnaround is one of the best examples of how far and how fast a company 
can progress with strong leadership and an aggressive approach to culture change.

Summary and Interpretation 
One main point of this chapter is that diversity is a fact of life in today’s world, 
and leaders can create change in organizations to keep up. The U.S. population, 
the workforce, and the customer base are changing. In addition, people of differ-
ent national origins, races, and religions are no longer willing to be assimilated 
into the mainstream culture. Organizations are also operating in an increasingly 
global world, which means dealing with diversity on a broader stage than ever 
before.

Today’s leaders face signifi cant challenges leading people who are different 
from themselves. The fi rst step for leading diverse people is understanding the 
hardships that people who do not fi t the mainstream white, U.S.-born, male cul-
ture often endure. These include unequal expectations, the need to live bicultur-
ally, the glass ceiling, and the opportunity gap. Another important issue is global 
diversity. Leaders can be aware of the impact culture may have, understand social 
and cultural value differences, and develop cultural intelligence.

Dimensions of diversity are both primary, such as age, gender, and race, and 
secondary, such as education, marital status, and religion. There are several  reasons 
why organizations are recognizing the need to value and support diversity.  Diversity 
helps organizations build better relationships with diverse customers and helps 
develop employee potential. Diversity provides a broader and deeper base of ex-
perience for creativity and problem solving, which is essential to building learning 
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organizations. One aspect of diversity of particular interest is women’s style of 
leadership, referred to as interactive leadership. The values associated with interac-
tive leadership, such as inclusion, relationship building, and caring, are emerging as 
valuable qualities for both male and female leaders in the twenty-fi rst century.

People differ in their level of diversity awareness and their sensitivity to other 
cultures, values, and ways of doing things.  Leaders evolve through stages of per-
sonal diversity awareness and action, ranging from minimum efforts to meet affi r-
mative action guidelines to valuing diversity as an integral part of organizational 
culture. Strong, culturally sensitive leadership is the only way organizations can 
become inclusive. Leaders fi rst change themselves by developing personal charac-
teristics that support diversity. They use these personal characteristics to change 
the organization. The ultimate goal for leaders in the twenty-fi rst century is to 
build organizations as integrated communities in which all people feel encour-
aged, respected, and committed to common purposes and goals.

Discussion Questions 
 1. How might a leader’s role and responsibility change as a company becomes more 

diverse? Explain.

 2. How might diversity within the organization ultimately lead to better problem solv-
ing and greater creativity?

 3. What is interactive leadership, and why might this approach be increasingly impor-
tant in the twenty-first century?

 4. Discuss ways in which low power distance as a social value among followers could 
affect their interaction with a leader who displays high power distance.

 5. Why do you think the glass ceiling persists in organizations?

 6. How would you lead a group of people who are different from you?

 7. Why is it important for today’s leaders to develop cultural intelligence? Do you 
think a leader who has never had experience with people different from him or her-
self can develop the ability to smoothly adapt to culturally different ways of thinking 
and behaving?  Discuss.

 8. Recall a leader you worked for. At what stage of personal diversity awareness (refer to 
Exhibit 11.5) was this leader? Explain. At what stage of diversity awareness are you?

 9. Do you think people and organizations can ever become gender and color-blind? 
Discuss.

Leadership at Work

Personal Diversity
Each of us feels different in many ways from the average behavior or expectations that other 
people seem to value. This reflects our own feelings of diversity. The differences you feel 
compared to others could be about your physical characteristics (height, age, skin color), 
but also could reflect a difference in your thinking style, feelings, personality or behavior, 
especially when you feel different from what other people expect or what you perceive are 
the social norms. Write in the list below six ways you feel different from others:

1. ________________________   4. ___________________________

2. ________________________   5. ___________________________

3. ________________________   6. ___________________________
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Now answer the following questions with respect to your perceived diversity.
What are your feelings about being different?

Which elements of diversity are you proud of? Why?

What element would you like to change to be less diverse? Why?

How do your differences contribute to a student team or work organization?

In Class: This exercise can be adapted for group discussion in class about underlying 
diversity. The instructor can ask students to sit in teams of 3 to 5 members in a circle facing 
each other. A student (focal person) then volunteers to describe the way he or she feels different 
from others based on the list above. Other students take turns providing feedback to the focal 
person on what the perceived differences mean to them with respect to team or class contribu-
tions. Each student takes a turn as the focal person, describing their feelings of being different 
and hearing feedback from others on the perception and impact of those differences.

Here are the key questions for this exercise: What did you learn about perceived 
diversity and interpersonal relations? What does it mean when our differences appear 
larger to ourselves than they appear to others? How does personal diversity affect team 
or organizational performance?
(A list can be written on the board.)

Leadership Development: Cases for Analysis

Northern Industries
Northern Industries asked you, a consultant in organizational change and diversity man-
agement, to help them resolve some racial issues that, according to president Jim Fisher, 
are “festering” in their manufacturing plant in Springfield, Massachusetts. Northern 
Industries is a family owned enterprise that manufactures greeting cards and paper and 
plastic holiday decorations. It employs 125 people full time, including African-Americans 
and Asians. About 80 percent of the full-time workforce is female. During the peak pro-
duction months of September and January (to produce orders primarily for Christmas/
Hanukah and Mother’s Day), the company runs a second shift and adds about 50 part-
time workers, most of whom are women and minorities.

All orders are batch runs made to customer specifications. In a period of a week, it 
is not unusual for 70 different orders to be filled requiring different paper stocks, inks, 
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plastics, and setups. Since these orders vary greatly in size, the company has a long-term 
policy of giving priority to high-volume customers and processing other orders on a first-
come first-served basis. Half a dozen of the company’s major customers have been doing 
business with Northern for more than 20 years, having been signed on by Jim Fisher’s 
father (now retired).

To begin your orientation to the company, Fisher asks his production manager, Walter 
Beacon, to take you around the plant. Beacon points out the production areas responsible for 
each of the various steps in the manufacture of a greeting card, from purchasing to printing 
to quality control and shipping. The plant is clean, but the two large printing rooms, each 
the workplace for about 25 workers, are quite noisy. You catch snatches of the employees’ 
conversations there, but you cannot figure out what language they are speaking. In the ship-
ping and receiving department you notice that most workers are African-American. Beacon 
confirms that 8 out of 10 of the workers in that department are African-American males, 
and that their boss, Adam Wright, is also African-American.

It has been previously arranged that you would attend a meeting of top management 
in order to get a flavor of the organizational culture. The president introduces you as a 
diversity consultant and notes that several of his managers have expressed concerns about 
potential racial problems in the company. He says, “Each of the minority groups sticks 
together. The African Americans and Orientals rarely mix. Recently there has been a 
problem with theft of finished product, especially on the second shift, and we had to fire 
a Thai worker.” Fisher has read a lot lately about “managing diversity” and hopes you 
will be able to help the company. Several managers nod their heads in agreement.

Fisher then turns his executive team to its daily business. The others present are the 
general manager, personnel manager (the only woman), sales manager, quality control 
manager, production manager (Beacon), and the shipping and receiving manager (the only 
non-white manager). Soon an angry debate ensues between the sales and shipping/receiving 
managers. It seems that orders are not being shipped quickly enough, according to the 
sales manager, and several complaints have been received from smaller customers about 
the quality of the product. The shipping/receiving manager argues that he needs more 
hands to do the job, and that the quality of incoming supplies is lousy. While this debate 
continues, the other managers are silent and seemingly uncomfortable. Finally one of them 
attempts to break up the argument with a joke about his wife. Fisher and the other men 
laugh loudly, and the conversation shifts to other topics.

Source: Copyright 1991 by Rae Andre of Northeastern University. Used with permission.

QUESTIONS

 1. What recommendations would you make to Northern’s leaders to help them move 
toward successfully managing diversity issues?

 2. If you were the shipping and receiving or personnel manager, how do you think you 
would feel about your job? Discuss some of the challenges you might face at Northern.

 3. Refer to Exhibit 11.5. Based on the information in the case, at what stage of per-
sonal diversity awareness do leaders at Northern seem to be? Discuss.

Text not available due to copyright restrictions
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Chapter 12
Your Leadership Challenge 
After reading this chapter, you should be able to:

• Use power and politics to help accomplish important organizational 
goals.

• Practice aspects of charismatic leadership by pursuing a vision or idea 
that you care deeply about and want to share with others

• Apply the concepts that distinguish transformational from transactional 
leadership

• Identify types and sources of power in organizations and know how to 
increase power through political activity.

• Use the influence tactics of rational persuasion, friendliness, 
reciprocity, developing allies, direct appeal, and scarcity.
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Leadership Power and Influence
To the crash of applause, Bill Strickland strides to the podium. Then he says 
softly, “Over the next few minutes, I’m going to show you some pictures 
of what I do for a living.” The attention of every person in the audience is 
focused on this big, graceful black man and what he has to say. The excite-
ment of the crowd might lead you to think Strickland is a football hero or a 
music star. Instead, he’s a man who used the force of his personality to build 
a center of hope in a crumbling Pittsburgh area neighborhood and is now 
spreading his vision across the country.

Strickland was a rootless teenager about to fl unk out of high school 
when he met a special teacher, Frank Ross, who changed his life by turning 
him on to the power of art and music. When Ross took the 16-year-old to 
see Fallingwater, the famous Frank Lloyd Wright-designed house that has 
a creek running through the middle of it, Strickland’s life changed forever. 
“It was a very interesting way of looking at water,” Strickland tells people 
in the audience, “and a very interesting way of looking at light.” His husky 
voice a mixture of salesman, CEO, and preacher, Strickland draws out the 
last word, making the audience feel its—and his—power. “I said to myself, 
if I could ever bring that light to my neighborhood. . . .”

Thus were planted the seeds of a vision that turned into Manchester 
Bidwell, a nonprofi t corporation that provides after-school and summer 
programs for at-risk middle and high-school students, along with job train-
ing for low-income adults. The way Strickland built Manchester-Bidwell’s 
state-of-the-art greenhouse for the center’s horticultural training program is 
a lesson in the power of vision. Rep. Melissa Hart, a U.S. congresswoman 
from Pennsylvania, recalls: “Ten years ago, he and I stood together in this 
bombed-out industrial area, and Bill was saying, ‘This is where we’re going 
to have the irrigation system, and this is going to be the computerized con-
trol room, and we’re going to sell our orchids to [supermarket chain] Giant 
Eagle.’ I said, ‘Sure, uh-huh, Bill.’ But he actually saw that greenhouse stand-
ing in that bombed-out fi eld. He was absolutely convinced it was a done 
deal.” Today, Manchester-Bidwell students grow and sell top-grade orchids 
as they learn new skills.

Strickland has now helped establish smaller Manchester Bidwell centers 
in San Francisco, Cincinnati, and Grand Rapids, Michigan. His long-term 
goal is to open 25 more centers in inner-city neighborhoods around the 
country. Strickland isn’t shy about admitting that he’s out to save the world. 
Practically every member of the audience hears the passion in his voice and 
wants to help him do it.1 

When you think of powerful people, you may think of politicians, 
top business leaders, or highly paid sports and entertainment fi gures. Bill 
Strickland reminds us of a different kind of power, the power that comes 
from being deeply passionate about an idea or vision and believing it can 
become a reality. An associate of Strickland says his power is that he doesn’t 
just overcome obstacles, he refuses to even recognize them. Leaders such as 
Bill Strickland see beyond current realities and problems and help follow-
ers believe in a brighter future. Not everyone has the personal charisma of 
Bill Strickland, but all leaders use personal power and infl uence to have an 
impact on their world.

This chapter explores the topic of leadership power and infl uence in detail. 
The chapter opens with a consideration of charismatic and transformational 
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leadership, two leadership styles that rely strongly on a leader’s personal character-
istics as a source of power. We next examine what we mean by the terms power and 
infl uence, look at some sources and types of power, and outline ways leaders exercise 
power and infl uence through political activity. Finally, we briefl y consider some ethi-
cal aspects of using power and infl uence.

Transformational and Charismatic Leadership
Charismatic and transformational leadership have been of great interest to re-
searchers. One of the key characteristics of both charismatic and transformational 
leadership is that they are based largely on the strength of the leader’s personal 
power rather than on a position of authority granted by an organization.

Transformational versus Transactional Leadership
Transformational leadership typically has a substantial impact on followers and 
can potentially renew an entire organization. One way to understand transfor-
mational leadership is to compare it to transactional leadership.2 The basis of 
transactional leadership is a transaction or exchange process between leaders and fol-
lowers. The transactional leader recognizes followers’ needs and desires and then 
clarifi es how those needs and desires will be satisfi ed in exchange for meeting 
specifi ed objectives or performing certain duties. Thus, followers receive rewards 
for job performance, whereas leaders benefi t from the completion of tasks.

Transactional leaders focus on the present and excel at keeping the organiza-
tion running smoothly and effi ciently. They are good at traditional management 
functions such as planning and budgeting and generally focus on the impersonal 
aspects of job performance. Transactional leadership can be quite effective. By 
clarifying expectations, leaders help build followers’ confi dence. In addition, sat-
isfying the needs of subordinates may improve productivity and morale. However, 
because transactional leadership involves a commitment to “follow the rules,” 
transactional leaders maintain stability within the organization rather than pro-
moting change. Transactional skills are important for all leaders. However, in to-
day’s world, in which organizational success often depends on continuous change, 
effective leaders also use a different approach.

Transformational leadership is characterized by the ability to bring about signif-
icant change in both followers and the organization.3 Transformational leaders 
have the ability to lead changes in an organization’s vision, strategy, and culture 
as well as promote innovation in products and technologies. Rather than analyz-
ing and controlling specifi c transactions with followers using rules, directions, 
and incentives, transformational leadership focuses on intangible qualities such 
as vision, shared values, and ideas in order to build relationships, give larger 

meaning to separate activities, and provide common ground to 
enlist followers in the change process. Transformational leader-
ship is based on the personal values, beliefs, and qualities of the 
leader rather than on an exchange process between leaders and 
followers.

Recent studies support the idea that transformational leadership 
has a positive impact on follower development and follower perfor-

mance. Moreover, transformational leadership skills can be learned and 
are not ingrained personality characteristics.4 However, some person-
ality traits may make it easier for a leader to display transformational 
leadership behaviors. For example, studies of transformational leaders 

Transactional leadership
a transaction or exchange 
process between leaders and 
followers

Transactional leadership
a transaction or exchange 
process between leaders and 
followers

Transformational leadership
leadership characterized by the 
ability to bring about signifi cant 
change in followers and the 
organization

Transformational leadership
leadership characterized by the 
ability to bring about signifi cant 
change in followers and the 
organization

Action MemoAs a leader, you can act like a transformational leader by rallying people 
around an inspiring vision, expressing 

optimism about the future, helping 
followers’ develop their potential, and 

empowering people to make change 
happen.
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have found that the trait of agreeableness, as described in Chapter 4 of this text, 
is positively associated with transformational leadership.5 In addition, transfor-
mational leaders are typically emotionally stable and positively engaged with the 
world around them, and they have a strong ability to recognize and understand 
others’ emotions (emotional intelligence).6 This is not surprising considering that 
these leaders accomplish change by building networks of positive relationships.

Transformational leadership differs from transactional leadership in four sig-
nifi cant areas.7

 1. Transformational leadership develops followers into leaders. Followers 
are given greater freedom to control their own behavior. Transformational 
leadership rallies people around a mission and vision and defines the 
boundaries within which followers can operate in relative freedom to 
accomplish organizational goals. The transformational leader arouses in 
followers an awareness of problems and issues and helps people look at 
things in new ways so that productive change can happen.

 2. Transformational leadership elevates the concerns of followers from 
lower-level physical needs (such as for safety and security) to higher-
level psychological needs (such as for self-esteem and self-actualization).
It is important that lower-level needs are met through adequate wages, 
safe working conditions, and other considerations. However, the 
transformational leader also pays attention to each individual’s need for 
growth and development. Therefore, the leader sets examples and assigns 
tasks not only to meet immediate needs but also to elevate followers’ needs 
and abilities to a higher level and link them to the organization’s mission. 
Transformational leaders change followers so that they are empowered to 
change the organization.

 3. Transformational leadership inspires followers to go beyond their own 
self-interests for the good of the group. Transformational leaders motivate 
people to do more than originally expected. They make followers aware of 
the importance of change goals and outcomes and, in turn, enable them to 
transcend their own immediate interests for the sake of the organizational 
mission. Followers admire these leaders, want to identify with them, and 
have a high degree of trust in them. However, transformational leadership 
motivates people not just to follow the leader personally, but to believe 
in the need for change and be willing to make personal sacrifices for the 
greater purpose.

 4. Transformational leadership paints a vision of a desired future state and 
communicates it in a way that makes the pain of change worth 
the effort.8 The most significant role of the transformational 
leader may be to find a vision for the organization that is 
significantly better than the old one and to enlist others in 
sharing the dream. It is the vision that launches people into action 
and provides the basis for the other aspects of transformational 
leadership we have just discussed. Change can occur only when 
people have a sense of purpose as well as a desirable picture of 
where the organization is going. Without vision, there can be no 
transformation.

Whereas transactional leaders promote stability, transformational 
leaders create signifi cant change in followers as well as in organizations. Leaders 
can learn to be transformational as well as transactional. Effective leaders exhibit 

Action Memo

Complete the questions in Leader’s 

Self-Insight 12.1 on page 358 to learn 

how a supervisor of yours rates on 

transformational leadership. Then, answer 

the questions for how you would behave in 

a leadership situation.



both transactional and transformational leadership patterns. They accentuate not 
only their abilities to build a vision and empower and energize others, but also the 
transactional skills of designing structures, control systems, and reward systems 
that can help people achieve the vision.9 One leader who refl ects a balance of 
transactional and transformational leadership is Mike Eskew of UPS.

Michael L. Eskew, UPS

Mike Eskew has spent his entire career at UPS, beginning in 1972 as an engineer 
and moving through the ranks until he became chairman and CEO in 2002. As CEO, 
Eskew has helped transform UPS from a company that just delivers packages into 
a company that “enables global commerce.” Since he took over the top job, the 
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Transformational Leadership
Leader’s Self-Insight 12.1

Think of a situation where someone (boss, coach, 
teacher, group leader) was in a leadership position over 
you. Indicate whether each item below is Mostly False 
or Mostly True for you.

In general, the leader over me:

Mostly 
False

Mostly 
True

1. Listened carefully to my con-
cerns _______ _______

2. Showed conviction in his/her 
values _______ _______

3. Helped me focus on develop-
ing my strengths _______ _______

4. Was enthusiastic about our 
mission _______ _______

5. Provided coaching advice for 
my development _______ _______

6. Talked optimistically about the 
future _______ _______

7. Encouraged my self 
 development _______ _______

8. Fostered a clear understanding 
of important values and beliefs _______ _______

9. Provided feedback on how I was 
doing _______ _______

10. Inspired us with his/her plans 
for the future _______ _______

11. Taught me how to develop my 
abilities _______ _______

12. Gained others’ commitment to 
his/her dream _______ _______

Scoring and Interpretation
These questions represent two dimensions of transforma-
tional leadership. For the dimension of develops followers 
into leaders, sum your Mostly True responses to questions 
1, 3, 5, 7, 9, and 11. For the dimension of inspires followers 
to go beyond their own self-interest, sum your Mostly True 
responses for questions 2, 4, 6, 8, 10, and 12.
The scores for my leader are:

Develops followers into leaders ______
Inspires followers to go beyond their own 
self-interest ______

These two scores represent how you saw your leader 
on two important aspects of transformational leadership. A 
score of 5 or above on either dimensions is considered high 
because many leaders do not practice transformational skills 
in their leadership or group work. A score of 2 or below 
would be below average. Compare your scores with other 
students to understand your leader’s practice of transforma-
tional leadership. How do you explain your leader’s score?

Remember, the important learning from this exercise 
is about yourself, not your leader. Analyzing your leader is 
 simply a way to understand the transformational leader-
ship concepts. How would you rate on the dimensions 
of developing followers into leaders or inspiring followers 
to go beyond their own self-interest? These are difficult 
skills to master. Answer the 12 questions for yourself as a 
leader. Analyze your pattern of transformational leadership 
as revealed in your 12 answers.

Source: These questions are based on B. Bass and B. Avolio, 
Multifactor Leadership Questionnaire, 2nd ed. (Mind Garden, Inc); 
and P. M. Podsakoff, S. B. MacKenzie, R. H. Moorman, and R. Fetter, 
“Transformational Leader Behaviors and Their Effects on Followers’ 
Trust in Leader, Satisfaction, and Organizational Citizenship Behaviors,” 
Leadership Quarterly 1, no. 2 (1990), pp. 107–142.
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giant company’s international profi ts have soared and its revenue from “supply 
chain solutions”—running other companies’ operations for them—has more than 
doubled. Today, UPS employees repair Toshiba laptops, manage warehouses full 
of spare parts for Bentley automobiles, pick and pack Nike athletic shoes, and ship 
Birkenstock sandals from German factories directly to U.S. retail stores. Over the 
past several years, UPS has acquired six logistics companies, e-brokerage fi rm, 
small companies that specialize in so-called less-than-truckload shipments, freight 
forwarders, an airline, and even a small bank.

No one would doubt Eskew’s careful attention to the structures, systems, and 
processes that have kept UPS humming. His fi rst job at UPS in 1972 was redesigning 
a parking lot so that it could accommodate more trucks, and Eskew still pays close 
attention to the details that help employees accomplish their jobs smoothly and ef-
fi ciently. Yet he sees his most important role as helping people understand the vision 
and how they fi t—that is, where the company wants to go and how each person can 
help it get there. Eskew doesn’t like the attention that comes with being CEO; he 
prefers that the focus be on the people who do the day-to-day work of the company. 
When he visits facilities, he tells employees: “What you do is noble. . . . You make 
business better. You make communities better. You bring order to chaos.”10

Transformational leaders like Mike Eskew give people a chance to make  signifi cant 
contributions as well as recognition for their accomplishments.  “People want to 
accomplish great things,” says Eskew. “They want to make a difference.”11

Charismatic Leadership
Many transformational leaders have charisma, a seemingly-innate ability to in-
spire enthusiasm, interest, and affection from followers. However, charismatic 
leadership typically instills both awe and submission in followers, whereas trans-
formational leadership seeks to increase the engagement of followers.12

Charisma has been called “a fi re that ignites followers’ energy and commit-
ment, producing results above and beyond the call of duty.”13 Charismatic leaders 
have the ability to inspire and motivate people to do more than they would nor-
mally do, despite obstacles and personal sacrifi ce. In describing the charismatic 
leader, one business writer says, “He persuades people—subordinates, peers, cus-
tomers, even the S.O.B. you both work for—to do things they’d rather not. People 
charge over the hill for him. Run through fi re. Walk barefoot on broken glass. He 
doesn’t demand attention, he commands it.”14

Charismatic leaders have an emotional impact on people because they appeal 
to both the heart and the mind. They may speak emotionally about putting them-
selves on the line for the sake of a mission and they are perceived as people who 
persist in spite of great odds against them. Charismatic leaders often emerge in 
troubled times, whether in society or in organizations, because a strong, inspiring 
personality can help to reduce stress and anxiety among followers. For example, 
Amr Khaled emerged as a young, charismatic Muslim religious leader in Egypt 
during the Mideast crisis of the early twenty-fi rst century. Khaled’s sermons, de-
livered in an emotional, impassioned manner, touched people who were searching 
for a moderate approach to living as a good Muslim. An organizational example 
is Lloyd Ward, who was brought in as chief executive of the United States Olympic 
Committee (USOC) at a time when the organization was torn by internal strife 
and suffering a loss of public trust. The USOC believed Ward, known as a master 
motivator with the ability to unite and inspire people with a vision, could use his 
charisma to heal the fractures in the organization and restore the U.S. Olympics 
to glory.15

Charismatic leaders
leaders who have the ability 
to inspire and motivate people 
to do more than they would 
normally do, despite obstacles 
and personal sacrifi ce

Charismatic leaders
leaders who have the ability 
to inspire and motivate people 
to do more than they would 
normally do, despite obstacles 
and personal sacrifi ce
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Used wisely and ethically, charisma can lift the entire organization’s level of 
performance. Charismatic leaders can raise people’s consciousness about new 
possibilities and motivate them to transcend their own interests for the sake of 
the team, department, or organization.

Although charisma itself cannot be learned, there are aspects of charis-
matic leadership that anyone can use. For one thing, charisma comes from 
pursuing activities that you have a true passion for, such as Bill Strickland 
in the opening example. Charismatic leaders are engaging their emotions in 
everyday work life, which makes them energetic, enthusiastic, and attractive 
to others. Their passion galvanizes people to action. Consider Major Tony 
Burgess, the U.S. Army tactical offi cer attached on a full-time basis to Com-
pany C-2 at West Point. Burgess planned to get out of the Army after fi ve years 
and become a millionaire businessman. “Then, somewhere along the way,” 
he says, “I fell in love with leading.” To Burgess, there’s no better job in the 
world than commanding an Army company. He is so passionate about his 

work that he started his own Web site, CompanyCommand.com, 
a resource for company commanders, and has written a book on 
the topic.16

What Makes a Charismatic Leader?
Understanding charismatic leadership qualities and behavior can help 
anyone become a stronger leader. A number of studies have identifi ed 
the unique qualities of charismatic leaders, documented the impact 
they have on followers, and described the behaviors that help them 

achieve remarkable results.17 Exhibit 12.1 compares distinguishing 
characteristics of charismatic and non-charismatic leaders.18

Action MemoAs a leader, you can use aspects of 
charismatic leadership by articulating 

a vision, making personal sacrifi ces to 
help achieve it, and appealing to people’s 

emotions more than to their minds. Expand 
your charismatic potential by pursuing 

activities that you genuinely love.

Exhibit 12.1 Distinguishing Characteristics of Charismatic and Non-Charismatic Leaders

Non-Charismatic Leaders Charismatic Leaders

Likableness: Shared perspective makes 
 leader likable

Shared perspective and idealized
 vision make leader likable and 
 an honorable hero worthy of 
 identification and imitation

Trustworthiness: Disinterested advocacy in 
 persuasion attempts

Passionate advocacy by incurring 
 great personal risk and cost

Relation to status quo: Tries to maintain status quo Creates atmosphere of change
Future goals: Limited goals not too discrepant 

 from status quo
Idealized vision that is highly 
 discrepant from status quo

Articulation: Weak articulation of goals and 
 motivation to lead

Strong and inspirational articulation
 of vision and motivation to lead

Competence: Uses available means to achieve 
 goals within framework of the 
 existing order

Uses unconventional means to 
 transcend the existing order

Behavior: Conventional, conforms to norms Unconventional, counter-normative
Influence: Primarily authority of position and 

 rewards
Transcends position; personal power 
 based on expertise and respect and 
 admiration for the leader

Source: Jay A. Conger and Rabindra N. Kanungo and Associates, Charismatic Leadership: The Elusive Factor in Organizational Effectiveness 
(San Francisco: Jossey-Bass, 1988), 91.
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Charismatic leaders create an atmosphere of change and articulate an idealized 
vision of a future that is signifi cantly better than what now exists. They have an 
ability to communicate complex ideas and goals in clear, compelling ways, so that 
everyone from the vice president to the janitor can understand and identify with 
their message. Charismatic leaders inspire followers with an abiding faith, even 
if the faith can’t be stated in specifi c goals that are easily attained. The faith itself 
becomes a “reward” to followers.19 Charismatic leaders also act in unconventional 
ways and use unconventional means to transcend the status quo and create change. 
Charismatic leaders may sometimes seem like oddballs, but this image only en-
hances their appeal.

Charismatic leaders earn followers’ trust by being willing to incur great per-
sonal risk. Putting themselves on the line affi rms charismatic leaders as passionate 
advocates for the vision. According to a personal friend of the King family, Martin 
Luther King received death threats against himself and his family almost every 
day during the civil rights movement.20 By taking risks, leaders enhance their 
emotional appeal to followers.

The fi nal characteristic of charismatic leaders is that their 
source of infl uence comes from personal characteristics rather than 
a formal position of authority. People admire, respect, and identify 
with the leader and want to be like him or her. Although charismatic 
leaders may be in formal positions of authority, charismatic leader-
ship transcends formal organizational position because the leader’s 
infl uence is based on personal qualities rather than the power and 
authority granted by the organization.

The Black Hat of Charisma
One characteristic of charisma noted by most researchers is that it can be a curse 
as well as a blessing. Leaders such as Winston Churchill, John F. Kennedy, and 
Mohandas Gandhi had tremendous charisma. So did leaders such as Adolf Hitler, 
Charles Manson, and Idi Amin. Charisma isn’t always used to benefi t the group, 
organization, or society. It can also be used for self-serving purposes, which leads to 
deception, manipulation, and exploitation of others. Because the basis of charisma 
is emotional rather than logical or rational, it is risky and potentially dangerous.21

One explanation for the distinction between charisma that results in positive 
outcomes and that which results in negative outcomes relates to the difference be-
tween personalized leaders and socialized leaders.22 Leaders who react to organi-
zational problems in terms of their own needs rather than the needs of the whole 
often act in ways that can have disastrous consequences for others. Personalized 
charismatic leaders are characterized as self-aggrandizing, non-egalitarian, and 
exploitative, whereas socialized charismatic leaders are empowering, egalitarian, 
and supportive. Personalized behavior is based on caring about self; socialized 
behavior is based on valuing others. Studies have shown that personalized char-
ismatic leaders can have a signifi cant detrimental impact on long-term organiza-
tional performance. Leaders who have been consistently successful in improving 
organizational performance show a pattern of socialized behavior.23

Power, Influence, and Leadership
Power and infl uence are highly important concepts in the study of leadership; 
indeed, leadership relies on the use of power to get things done. However, getting 
a grasp on the meaning of the terms power and infl uence can be diffi cult.24

Action Memo

Take the short quiz in Leader’s Self-Insight 

12.2 on page 362 to help you determine 

whether you have the potential to be a 

charismatic leader.



Power is an intangible force in organizations. It cannot be seen, but its effect 
can be felt. Power is often defi ned as the potential ability of one person (or de-
partment) to infl uence other persons (or departments) to carry out orders25 or to 
do something they otherwise would not have done.26 Other defi nitions stress that 
power is the ability to achieve goals or outcomes that power holders desire.27 The 
achievement of desired outcomes is the basis of the defi nition used here. Power is 
the ability of one person or department in an organization to infl uence other people 
to bring about desired outcomes. It is the potential to infl uence others within the 
organization with the goal of attaining desired outcomes for power holders. Poten-
tial power is realized through the processes of politics and infl uence.28 Sometimes, 
the terms power and infl uence are used synonymously, but there are distinctions 
between the two. Basically, infl uence is the effect a person’s actions have on the at-
titudes, values, beliefs, or actions of others. Whereas power is the capacity to cause 
a change in a person, infl uence may be thought of as the degree of actual change. 
For example, as a child you may have had the experience of playing a game you 
didn’t really want to play because one person in the group infl uenced others to do 
what he or she wanted. Or you may have changed your college major because of 
the infl uence of someone important in your life, or shifted your beliefs about some 
social issue based on the infl uence of political or religious leaders.

Although we usually think of power and infl uence as belonging to the leader, 
in reality they result from the interaction of leaders and followers in specifi c 

Power
the ability of one person or 
department in an organization to 
infl uence other people to bring 
about desired outcomes

Power
the ability of one person or 
department in an organization to 
infl uence other people to bring 
about desired outcomes

Infl uence
the effect a person’s actions 
have on the attitudes, values, 
beliefs, or actions of others

Infl uence
the effect a person’s actions 
have on the attitudes, values, 
beliefs, or actions of others

Have You Got Charisma?
Leader’s Self-Insight 12.2

This short quiz will help you determine whether you 
have characteristics that are associated with charismatic 
leaders. Circle the answer that best describes you.

 1. I am most comfortable thinking in
  a. Generalities
  b. Specifics
 2. I worry most about
  a. Current competitive issues
  b. Future competitive issues
 3. I tend to focus on
  a. The opportunities I’ve missed
  b. The opportunities I’ve seized
 4. I prefer to
  a.  Promote traditions and procedures that have led 

to success in the past
  b. Suggest new and unique ways of doing things
 5. I tend to ask
  a. How can we do this better?
  b. Why are we doing this?
 6. I believe
  a. There’s always a way to minimize risk
  b. Some risks are too high
 7. I tend to persuade people by using
  a. Emotion
  b. Logic

 8. I prefer to
  a. Honor traditional values and ways of thinking
  b. Promote unconventional beliefs and values
 9. I would prefer to communicate via
  a. A written report
  b. A one-page chart
 10. I think this quiz is
  a. Ridiculous
  b. Fascinating

Scoring and Interpretation
The following answers are associated with charismatic 
leadership:

1. a; 2. b; 3. a; 4. b; 5. b; 6. a; 7. a; 8. b; 9. b; 10. b
If you responded in this way to seven or more ques-

tions, you have a high charisma quotient and may have 
the potential to be a charismatic leader. If you answered 
this way to four or fewer questions, your charisma level 
is considered low. Do you believe a person can develop 
charisma?

Source: Based on “Have You Got It?” a quiz that appeared in Patricia 
Sellers, “What Exactly Is Charisma?” Fortune (January 15, 1996), 
pp. 68–75. The original quiz was devised with the assistance of 
leadership expert Jay Conger.
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 situations. As we learned in Chapter 7 on followership, followers may also in-
fl uence a leader’s behavior in any number of ways, for better or worse. Later in 
this chapter, we will examine some specifi c infl uence tactics that may be used to 
change another’s attitudes or behavior. Leaders can improve their effectiveness 
by understanding the various types and sources of power as well as the infl uence 
tactics they or their followers may use.

Five Types of Leader Power
Power is often described as a personal characteristic, but as described above, or-
ganizational position also infl uences a leader’s power. Most discussions of power 
include fi ve types that are available to leaders.29

The fi ve types of leader power are illustrated in Exhibit 12.2. The fi rst three—
legitimate, reward, and coercive power—may all be considered types of posi-
tion power that are defi ned largely by the organization’s policies 
and procedures. A person’s position in the organization determines 
what amount of power he or she has, particularly in regard to the 
ability to reward or punish subordinates to infl uence their behavior. 
However, it is important to remember that position power and lead-
ership are not the same thing. As we discussed in Chapter 1, a person 
might hold a formal position of authority and yet not be a leader. Ef-
fective leaders don’t rely solely on formal position to infl uence others to 
accomplish goals. Two sources of personal power, called expert power 
and referent power, are based on the leader’s special knowledge or per-
sonal characteristics.

Legitimate Power Legitimate power is the authority granted from a formal position 
in an organization. For example, once a person has been selected as a supervi-
sor, most workers understand that they are obligated to follow his or her direc-
tion with respect to work activities. Subordinates accept this source of power as 
 legitimate, which is why they comply. Certain rights, responsibilities, and preroga-
tives accrue to anyone holding a formal leadership position. Followers accept the 
 legitimate rights of formal leaders to set goals, make decisions, and direct activities. 
Most North Americans accept the legitimate right of appointed leaders to direct 
an organization.

Legitimate power
authority granted from a formal 
position

Legitimate power
authority granted from a formal 
position

Action Memo

As a leader, you can expand your personal 

power by developing good relationships 

and acquiring advanced knowledge and 

experience. You can use power to gain the 

commitment of others to achieve the vision. 

Use position power when appropriate, but 

don’t overdo it.

Exhibit 12.2 Five Types of Leader Power

Personal Power

•Legitimate
•Reward
•Coercive

•Expert
•Referent

Position Power
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Reward Power This kind of power stems from the authority to bestow rewards 
on other people. For example, appointed leaders may have access to formal re-
wards, such as pay increases or promotions. Moreover, organizations allocate huge 
amounts of resources downward from top leaders. Leaders control resources and 
their distribution. Lower-level followers depend on leaders for the fi nancial 
and physical resources to perform their tasks. Leaders with reward power can use 
rewards to infl uence subordinates’ behavior.

Coercive Power The opposite of reward power is coercive power. It refers to the 
power to punish or recommend punishment. Supervisors have coercive power 
when they have the right to fi re or demote subordinates, criticize, or withdraw 
pay increases. For example, if a salesman does not perform as well as expected, 
the sales manager has the coercive power to criticize him, reprimand him, put 
a negative letter in his fi le, and hurt his chance for a raise. Coercive power is the 
negative side of legitimate and reward power.

Expert Power Power resulting from a leader’s special knowledge or skill re-
garding tasks performed by followers is referred to as expert power. When a leader 
is a true expert, subordinates go along with recommendations because of his or 
her superior knowledge. Leaders at supervisory levels often have experience in 
the production process that gains them promotion. At top management levels, 
however, leaders may lack expert power because subordinates know more about 
technical details than they do. An exception is Mike Eskew of UPS, described 
earlier. Eskew has worked at UPS for so long and understands so much about 
all aspects of the business that employees accept that he knows what he’s doing 
when he peers into delivery vehicles, inspects warehouses, or walks along con-
veyor belts. People throughout the organization with expertise and knowledge 
can use it to infl uence or place limits on decisions made by people above them 
in the organization.30 Furthermore, specialized information may be withheld 
or divulged in ways designed to achieve particular outcomes desired by the 
leaders.31

Referent Power This kind of power comes from leader personality characteris-
tics that command followers’ identifi cation, respect, and admiration so they want 
to emulate the leader. When workers admire a supervisor because of the way he 
or she deals with them, the infl uence is based on referent power. Referent power 
depends on the leader’s personal characteristics rather than on a formal title or 
position and is especially visible in the area of charismatic leadership. Charismatic 
leadership is intensely based on the relationship between leader and followers 
and relies almost entirely on either referent or expert power. With charismatic 
leadership, there is often a strong identifi cation of followers with the leader and 
an unquestioning acceptance of his or her ideas and plans. All good leaders make 
use of referent power. The Consider This box talks about the far-reaching impact 
of this type of power.

Responses to the Use of Power
Leaders use the various types of power to infl uence others to do what is neces-
sary to accomplish organizational goals. The success of any attempt to infl u-
ence is a matter of degree, but there are three distinct outcomes that may result 
from the use of power: compliance, resistance, and commitment, as illustrated 
in  Exhibit 12.3.32

Reward power
authority to bestow rewards on 
other people

Reward power
authority to bestow rewards on 
other people

Coercive power
authority to punish or 
recommend punishment

Coercive power
authority to punish or 
recommend punishment

Expert power
authority resulting from a 
leader’s special knowledge or 
skill

Expert power
authority resulting from a 
leader’s special knowledge or 
skill

Referent power
authority based on personality 
characteristics that command 
followers’ attention, respect, and 
admiration so that they want to 
emulate the leader

Referent power
authority based on personality 
characteristics that command 
followers’ attention, respect, and 
admiration so that they want to 
emulate the leader



When people successfully use position power (legitimate, reward, coercive), 
the response is compliance. Compliance means that people follow the directions 
of the person with power, whether or not they agree with those directions. They 
will obey orders and carry out instructions even though they may not like it. The 
problem is that in many cases, followers do just enough work as is necessary to 
satisfy the leader and may not contribute their full potential. In addition, if the use 
of position power, especially the use of coercion, exceeds a level people consider 
legitimate, people may resist the attempt to infl uence. Resistance means that em-
ployees will deliberately try to avoid carrying out instructions or they will attempt 
to disobey orders. Thus, the effectiveness of leaders who rely solely on position 
power is limited.

The follower response most often generated by personal power (expert, refer-
ent) is commitment. Commitment means that followers adopt the leader’s viewpoint 
and enthusiastically carry out instructions. Leader Anu Shukla, who currently 
heads the startup RubiconSoft, learned that she was much more effective in gain-
ing the commitment of employees when she stopped relying on position power 
alone to infl uence subordinates.

Compliance
following the directions of the 
person with power, regardless 
of how much agreement there is 
with that person’s directions

Compliance
following the directions of the 
person with power, regardless 
of how much agreement there is 
with that person’s directions

Resistance
the act of disobeying orders or 
deliberately avoiding carrying 
out instructions

Resistance
the act of disobeying orders or 
deliberately avoiding carrying 
out instructions

Commitment
adopting the leader’s viewpoint 
and enthusiastically carrying out 
instructions

Commitment
adopting the leader’s viewpoint 
and enthusiastically carrying out 
instructions

Do you want to be a positive influence in the world? First, get 
your own life in order. Ground yourself in this single principle 
so that your behavior is wholesome and effective. If you do 
that, you will earn respect and be a powerful influence.

Your behavior influences others through a ripple effect. A ripple effect works 
because everyone influences everyone else. Powerful people are powerful influences.

If your life works, you influence your family.
If your family works, your family influences the community.
If your community works, your community influences the nation.
If your nation works, your nation influences the world.
If your world works, the ripple effect spreads throughout the cosmos.

Source: John Heider, The Tao of Leadership: Leadership Strategies for a New Age (New York: Bantam 
Books, 1985), p. 107. Copyright 1985 Humanic Ltd., Atlanta, GA. Used with permission.
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Exhibit 12.3 Responses to the Use of Power

Position Power                                      Personal Power
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excessive use

Compliance Resistance Commitment
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Anu Shukla, RubiconSoft

When she began her leadership career in the technology industry as vice-president 
of marketing and product development at Compuware, Anu Shukla says she thought 
leaders got results by giving orders. “I thought I would force my will on people and 
make them follow me whether they wanted to or not,” Shukla says. “I didn’t under-
stand that my employees were the prize stallions and my job was to unblock things 
for them and help them succeed.”

As she moved through jobs at different companies, Shukla gradually learned a 
different way of leading, fi nding that she got far better results when she stopped 
barking orders and instead got her employees to understand and embrace her 
ideas. She began listening to employees’ ideas and contributions as well, which in-
creased her referent power. When she started her own company Rubric, an  Internet 
software fi rm, Shukla found that acknowledging her dependence on her employees 
was the key to retaining her most talented workers. It was the height of the 
 dot-com boom, and the competition for talent was fi erce. Shukla believes if she 
had relied on formal authority alone, she would have lost many of her most valued 
employees to other startups.

After Shukla sold Rubric, many of her colleagues followed her to her new ven-
ture, RubiconSoft. Both Rubric’s former CFO and its former vice president of mar-
keting, who had also worked with Shukla at three other companies, even invested 
in the new company. Ted Mihara, Rubric’s former western regional sales manager, 
also joined RubiconSoft as vice president of sales. He explains why: “I want a leader 
who makes my own efforts easier, and Anu’s intellect, competitiveness, and great 
customer skills are very compelling.”33

Rather than relying on her position of authority in the organization, Anu Shukla 
now leads primarily with referent and expert power, gaining strong commitment 
from employees. Needless to say, commitment is preferred to compliance or re-
sistance. Although compliance alone may be enough for routine matters, com-
mitment is particularly important when the leader is promoting change. Change 
carries risk or uncertainty, and follower commitment helps to overcome fear and 
resistance associated with change efforts. Successful leaders exercise both per-
sonal and position power to infl uence others.

The Role of Dependency
You probably know from personal experience that when a person has control 
over something that others want and need, he or she gains power. A simple ex-
ample is a star high school quarterback graduating at a time when there are few 
excellent quarterbacks coming out of high schools. The star will be courted by 
numerous colleges who will vie for his interest and make increasingly attractive 
offers to entice him to sign on with their team.

One of the key aspects of power is that it is a function of dependence—that 
is, the greater Individual B’s dependence on Individual A, the greater power A 
will have over B. People in organizations, as elsewhere, have power because other 
people depend on them—for information, resources, cooperation, and so forth. 
The more people depend on someone, the greater that person’s power.34

The nature of dependency relationships between leaders and subordinates in 
organizations fl uctuates depending on economic circumstances. When unemploy-
ment is low and jobs are plentiful, people feel less dependent on their supervi-
sors, and managers are more dependent on employees because they are hard to 
replace. Only a few years ago, for example, the shortage of engineers and other 
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high-tech talent was so severe that many employees could shop around, gather 
several offers, and then demand more money and benefi ts from their employers. 
With a struggling economy and massive downsizing, however, such as occurred in 
the early 2000s, the situation reversed. Once again, managers gained more clout 
over workers because people would have a hard time fi nding comparable jobs 
and salaries elsewhere.35 When jobs are hard to come by and unemployment is 
high, organizational leaders have greater power over employees because most 
people are dependent on the organization for their livelihood.

This type of dependency primarily affects a leader’s position power, which is 
based on formal authority and the ability to bestow rewards and punishments. 
When supervisors are dependent on employees, such as in a tight labor market, 
leaders must gain and exercise personal power to a greater extent, because people 
will often stay in a job where they admire and respect the leader, even if other 
opportunities are plentiful. When jobs are scarce, it is easier for leaders to get by 
relying on position power, but they won’t get the full benefi t of employees’ enthu-
siasm and commitment.

Control over Resources
Dependency within organizations is related to a person’s control over resources. 
Resources include such things as jobs, rewards, fi nancial support, expertise, knowl-
edge, materials, information, and time. As illustrated in Exhibit 12.4, people are 
more dependent—therefore leaders and organizations have more control and 
power—when resources are high on three characteristics—importance, scarcity, 
and nonsubstitutability.36 People in the organization must perceive the resource to 
be important—that is, if nobody wants what you’ve got, it’s not going to create 
dependency. Resources can be important for a variety of reasons. For example, they 
may be essential elements of a key product, they may directly generate sales, or 
they may be critical to reducing or avoiding uncertainty for the organization’s top 
decision makers. Chief information offi cers have gained a tremendous amount of 
power in many organizations because of the critical role of information technology 
for both business and non-profi t organizations. Similarly, ethics and compliance 
offi cers are highly powerful today because they help reduce uncertainty for top 
leaders concerning ethical lapses and fi nancial malfeasance.

Exhibit 12.4 Characteristics That Affect Dependency and Power in Organizations

Leader has
control over:

Leader has 
control over:

Resources seen as
unimportant

Resources seen as 
very important

Widely available
resources

Scarce
Resources

Resources with
acceptable substitutes

Resources with
no substitutes

Low dependency 
on leader =
lower power

High dependency 
on leader = 
higher power

Importance

Scarcity

Nonsubstitutability
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Scarcity refers to whether the resource is easy or diffi cult to obtain. A re-
source that is diffi cult or expensive to acquire is more valuable and creates more 
dependency than one that is widely available. In Ireland, for example, an infl ux of 
information technology and fi nance companies over the past 15 years has left top 
managers scrambling to fi nd employees with skills and experience in these fi elds. 
Irish engineers who once had to come to the United States to get jobs now fi nd 
themselves highly valued in their own country, and U.S. technology and fi nance 
professionals are learning that companies in Ireland will gladly help them with the 
necessary work permits, visas, information on taxes and real estate, and moving 
expenses to get them to sign on.37 Leaders and employees with specialized knowl-
edge in U.S. fi rms also serve to illustrate this aspect of dependency. In companies 
moving toward e-business, some young Internet-literate managers have gained 
power over senior leaders who have no computer expertise.

The third characteristic, nonsubstitutability, means that leaders or employees 
with control over resources with no viable substitute will have more power. These 
resources may include knowledge and expertise as well as access to people with 
high power. For example, an executive secretary that has daily access to the CEO 
might have more power than middle managers, who must compete for a few min-
utes of the top leader’s time.

Sources of Leader Power in Organizations
An understanding of dependency and control over resources provides the foun-
dation for examining several sources of leader power in organizations. The fi ve 
types of power we discussed earlier are derived from either formal position or the 
leader’s personal qualities. These sources provide a basis for much of a leader’s 
infl uence. In organizations, however, additional sources of power and infl uence 
have been identifi ed. The strategic contingencies theory identifi es power sources 
not linked to the specifi c person or position, but to the role the leader plays in 
the overall functioning of the organization.38 Sources of power in this regard are 
interdepartmental dependency, control over information, centrality, and coping 
with uncertainty, as illustrated in Exhibit 12.5.

Exhibit 12.5 Strategic Contingencies that Affect Leader Power in Organizations

Control over
Information

Increased
Power

Organizational
Centrality

Coping with
Uncertainty

Interdepartmental
Dependency
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Interdepartmental Dependency
One key source of leader power in many organizations is interdepartmental de-
pendency. Materials, resources, and information may fl ow between departments 
in one direction. In such cases, leaders in the department receiving resources will 
have less power than those in the department that provides them. For example, 
consider the case of leaders at a cigarette factory.39 One might expect that the pro-
duction department would be more powerful than the maintenance department, 
but this was not the case in a cigarette plant near Paris. The production of ciga-
rettes was a routine process. The machinery was automated. On the other hand, 
maintenance department workers and their leaders were responsible for repair of 
the automated machinery, which was a complex task, and they had many years 
of experience. Because the maintenance department had the ability to fi x unpre-
dictable assembly-line breakdowns, production managers became dependent on 
maintenance, and maintenance leaders called the shots about machine repair and 
assembly line maintenance.

Control over Information
Despite the trend toward empowerment and broader information-sharing, the 
fact remains that some people will almost always have access to more informa-
tion than others. Control over information—which involves both access to in-
formation and control over how and to whom it is distributed—is an important 
source of power for leaders. Consider the example of Jay S. Sidhu, an émigré 
from India who has served as chief executive of Sovereign Bancorp for more than 
15 years. Sidhu has negotiated more than 27 acquisitions that both transformed 
the troubled savings and loan into a major regional bank as well as increased his 
own power over shareholders and board members. In the most recent acquisition, 
Sidhu structured the deal in such a way that it diluted the power of investors who 
have been critical of the top leader and want more control. Insiders say Sidhu 
often withholds information from the board or waits until the last minute to brief 
them in order to accomplish his objectives.40

Most leaders recognize that information is a primary business resource and 
that by controlling what information is collected, how it is in-
terpreted, and how it is shared, they can infl uence how decisions 
are made.41 To some extent, access to information is determined 
by a person’s position in the organization. Top leaders typically 
have access to more information than do lower-level supervisors or 
other employees. They can release information selectively to infl u-
ence others and shape actions and decisions. However, control over 
information can also be a source of power for lower-level leaders 
and employees. Employees who have exclusive access to information 
needed by leaders to make decisions gain power as a result. For ex-
ample, top executives may be dependent on the production manager 
for analyzing and interpreting complex operations data.

Organizational Centrality
Centrality refl ects a leader’s or a department’s role in the primary activity of an orga-
nization.42 One measure of centrality is the extent to which the work of the leader’s 
department affects the fi nal output of the organization. At a company such as Intel, 
which is heavily technology-oriented, engineers have a high degree of power because 
the organization depends on them to maintain the technical superiority of its prod-
ucts. In contrast, engineers at a company such as Procter & Gamble or Kimberly-
Clark, where marketing is the name of the game, have a lower degree of power. In 
these organizations, marketers are typically the most powerful group of employees.43

Centrality
a leader’s or a department’s 
role in the primary activity of an 
organization

Centrality
a leader’s or a department’s 
role in the primary activity of an 
organization

Action Memo

As a leader, you can gain power by helping 

the organization deal with strategic 

contingencies. You can use information 

to shape decisions and actions, strive to 

become involved in the central activities of 

the organization, and stay alert to ways you 

can help the organization cope with critical 

uncertainties.
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Centrality is associated with more power because it refl ects the contribution made 
to the organization. At the University of Illinois, for example, important resources 
come from research grants and the quality of students and faculty. Departments that 
provide the most resources to the university are rated as having the most power. Also, 
departments that generate large research grants are more powerful because the grants 
contain a sizable overhead payment to university administration.44

Coping with Uncertainty
The environment can change swiftly and create uncertainty and complexity for 
leaders. In the face of uncertainty, little information is available to leaders on ap-
propriate courses of action. Leaders in departments that cope well with this un-
certainty will increase their power.45 When market research personnel accurately 
predict changes in demand for new products, for example, they gain power and 
prestige because they have reduced a critical uncertainty. Leaders in industrial 
relations departments may gain power by helping the organization deal with un-
certainties created by labor unions. Consider the following example of coping 
with uncertainty in the health care industry.

HCA and Aetna, Inc.

Once upon a time, insurers called all the shots, forcing hospitals to take lower re-
imbursements, forego price increases, and discharge patients more quickly. HCA, 
based in Nashville, Tennessee, says it routinely signed contracts that barely covered 
its costs. But HCA is now the largest hospital owner in the United States, and it 
owns a huge percentage of the hospital market in major metropolitan areas such as 
Denver, Las Vegas, and Houston. Thus, HCA now has enough power to push around 
large insurance companies.

HCA’s legal department has been instrumental in absorbing critical uncertain-
ties for the organization. Beginning in 1996, when a Medicare scandal surfaced, the 
legal department swung into action to help the organization weather the storm and 
develop clear guidelines and compliance programs to make sure similar legal prob-
lems didn’t happen again. The department again played a critical role in negotiating 
a series of mergers and acquisitions that enabled HCA to grow in size and power 
and turn the tables on big insurers such as Aetna, Inc. In Houston, for example, 
HCA now operates 10 hospitals, a 22 percent share of the market. In that city, HCA 
offi cials began warning doctors that it will terminate its contract with Aetna, the 
country’s largest health insurer, unless the company meets its demands for price 
increases.

At the same time, hospitals are facing another critical uncertainty concerning 
billing practices that sometimes require uninsured patients to pay excessively high 
rates. A congressional committee has been investigating billing practices at HCA 
and other large hospitals, again requiring shrewd attention from the legal depart-
ment. So long as legal issues represent a critical strategic contingency for HCA, the 
legal department will remain a powerful force in the organization.46 

Because hospitals have to deal with so many complex legal and regulatory 
matters, it is likely that leaders in the legal department at systems such as HCA 
are typically in a high power position. Yet power relationships in organizations 
change as strategic contingencies change. In a hospital dealing with a major health 
crisis, leaders in the public relations department might gain power, for example, 
by soothing public fears and keeping people informed about the hospital’s efforts 
to control the spread of disease.
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Strategic issues and uncertainties are continually changing for organizations, 
which leads to shifting power relationships. Departments that help organizations 
cope with new uncertainties will increase their power.

Increasing Power Through Political Activity
Another aspect of power is that it isn’t enough to be performing 
central activities or coping with organizational uncertainties—one’s 
efforts must also be recognized as important by others.47 People who 
want to increase their power make sure their activities are visible and 
appreciated by others. Acquiring and using power is largely a political 
process.

Politics involves activities to acquire, develop, and use power and other 
 resources to obtain desired future outcomes when there is uncertainty or dis-
agreement about choices.48 Politically skillful leaders strive to understand others’ 
viewpoints, needs, desires, and goals, and use their understanding to infl uence 
people to act in ways that help the leader accomplish his or her goals for the 
team or organization.49 Russell Chew, who runs the nation’s air traffi c control 
system for the Federal Aviation Administration (FAA), has been criticized for his 
lack of political savvy. Although Chew has had some notable successes since he 
took the job as the fi rst leader of the newly created semiautonomous Air Traffi c 
Organization, many of his efforts to cut bureaucracy and trim costs have been 
frustrated by the resistance of Congressional leaders. Cost-saving proposals that 
involve closing facilities, for example, frequently are stalled because lawmakers 
fi ght the loss of jobs in their districts. Although Chew insists he won’t let up on his 
cost-cutting drive as he serves out his term, some observers think he will continue 
to run up against roadblocks because he “doesn’t get the politics.”50 Leaders at 
most organizations engage in some degree of political activity aimed at infl uenc-
ing government policies, because government choices represent a critical source 
of uncertainty for businesses as well as non-profi t organizations.51 Consider such 
U.S. government decisions as the activation of a national “do not call” registry, 
which dramatically changes the rules of the game for telemarketers, a Supreme 
Court ruling that endorsed the continuation of affi rmation action guidelines for 
hiring and college admissions, or changes in Medicare and Medicaid that enable 
states to wring discounts from health care providers. Organizations use political 
activity to try to infl uence decisions that will be to their benefi t.

Individuals and departments within organizations also engage in political ac-
tivity. Political behavior can be either a positive or negative force. Uncertainty and 
confl ict are natural in organizations, and politics is the mechanism for accomplish-
ing things that can’t be handled purely through formal policies or position power. 
The appropriate use of power and politics to get things done is an important 
aspect of leadership, as further discussed in this chapter’s Leader’s Bookshelf.

Leaders also use politics to increase their personal power. One way leaders 
increase their power is by seeking greater responsibility, such as serving on com-
mittees or volunteering for diffi cult projects. This often enables them to make 
connections with powerful people in the organization and build their reputation 
among those people. When lower-level leaders are perceived as having “friends in 
higher places,” their own power is increased.

Another political approach is called impression management, which means 
people seek to control how others perceive them, often creating an impression of 
greater power as well as helping them gain more power. A whole new industry has 

Politics
activities to acquire, develop, 
and use power and other 
resources to obtain desired 
future outcomes when there 
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about choices
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Action Memo

To learn about your own political 

orientation, go to Leader’s Self-Insight 12.3 

on page 372 and complete the questions.



emerged aimed at helping leaders hone their impression management skills. For 
example, consultant Debra Benton helps executives at companies such as Mattel, 
Hewlett-Packard, and PepsiCo develop what she calls executive presence—“the 
impact you have when you walk into a room, a collection of subtle . . . visual cues, 
including everything from how your clothes fi t to how you walk.”52 Impression 
management may include a wide variety of tactics. Subtle name-dropping can give 
the impression that a leader associates with high-status people. Likewise, fl attery is 
a form of impression management that can help a person appear to be perceptive 
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In Leadership on the Line, Ronald Heifetz and Marty Linsky 
start with the premise that leadership is hard and lonely 
work. Each of us has opportunities to lead every day, but 
many avoid the challenge. And with good reason, say the 
authors: “To lead is to live dangerously because when 
leadership counts, when you lead people through difficult 
change, you challenge what people hold dear—their daily 
habits, tools, loyalties, and ways of thinking—with noth-
ing more to offer perhaps than a possibility.” Heifetz and 
Linsky, who teach at Harvard University’s Kennedy School 
of Government, wrote Leadership on the Line as a guide for 
“surviving and thriving amidst the dangers of leadership.”

STRATEGIES FOR THRIVING AS A LEADER
Here are a few of the strategies Heifetz and Linsky offer for 
how leaders can accomplish change and avoid being put 
down or pushed aside.

• Think politically. A key step is acknowledging the 
political nature of leadership. Leaders cannot get any-
thing done unless they create and nurture networks 
of people they can call on and work with to accom-
plish goals. At the start of any change campaign, good 
leaders line up their supporters, start working closely 
with their opponents, and develop tactics for influenc-
ing the uncommitted.

• Manage conflict. Any tough issue is bound to be 
accompanied by conflict. While the natural tendency 
for most of us is to limit conflict, Heifetz and Linsky 
point out that people learn and grow only when they 
encounter ideas that challenge their own experience 
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by Ronald A. Heifetz and Marty Linsky

Leader’s Bookshelf

and assumptions. The job for leaders is to work with 
differing ideas, opinions, emotions, and attitudes in 
a way that harnesses the energy of conflict but mini-
mizes its destructive potential.

• Keep your hungers in check. Everyone has hungers, 
expressions of our normal human needs, but leaders 
are careful not to let their hungers disrupt their capacity 
for acting with wisdom and purpose. For example, a 
lust for power becomes an end in itself, distracting 
a eader’s attention from organizational needs and 
goals. Inappropriate personal behavior damages trust, 
creates confusion, and destroys relationships. An 
inflated sense of self-importance limits the capacity for 
self-understanding and meaningful, caring relationships 
with others. Good leaders understand where their 
vulnerabilities are and work to keep them from taking 
charge of their lives.

EMOTIONAL AND PRACTICAL SUPPORT
Leadership on the Line can help people from all walks 
of life accept the challenge of leadership and “survive 
to delight in the fruits of your labor.” Taking the oppor-
tunity to lead—to make a difference in the lives of 
people around you—is not always easy, but it is worth 
the costs. With the tips, strategies, and guidelines in 
Leadership on the Line, Heifetz and Linsky lend emo-
tional and practical support for those who rise to the 
challenge.

Leadership on the Line: Staying Alive Through the Dangers of Leading, 
by Ronald A. Heifetz and Marty Linsky, is published by Harvard 
Business School Press.

and pleasant. These political tactics can be helpful when they enable others to 
perceive a leader’s value to the organization. However, they can also backfi re if 
leaders are perceived as being insincere, dishonest, or arrogant.

One example of the effective use of impression management is Steve Harrison, 
who at the age of 50 was afraid younger superiors as well as subordinates might 
perceive him as behind the times. Not only does Harrison make sure others know 
that he keeps up with current business issues, but he also peppers his informal 
conversations with references to his “youthful” hobbies of running and collecting 
electric guitars.53 Followers use impression management too, as we discussed in 
our section on strategies for managing up in Chapter 7. For example, followers 
may seek feedback from their leaders as a way to create a favorable impression 
and increase their power, or, conversely, try to evade feedback in an attempt to 
avoid creating a negative impression.54
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Tactics for Asserting Leader Influence
The next issue is how leaders use their power to implement decisions, facilitate 
change, and pursue organizational goals. That is, leaders use power to infl uence 
others, which requires both skill and willingness. Much infl uence is interpersonal 

and one-on-one. This is social infl uence, which involves coalitions, re-
wards, and inspiration. Other infl uence has broader appeal, such as 
to infl uence the organization as a whole, or to infl uence those outside 
the organization. However, not all attempts to use power result in 

actual infl uence. Some power moves are rejected by followers, particu-
larly if they are seen to be self-serving. Leaders have to determine the 
best approach for using their power—that is, the approach that is most 
likely to infl uence others—by considering the individuals, groups, and 
situations involved.55 In addition, they understand the basic principles 
that can cause people to change their behavior or attitudes.

Leaders frequently use a combination of infl uence strategies, and 
people who use a wider variety of tactics are typically perceived as having 

greater power and infl uence. One survey of a few hundred leaders identifi ed more 
than 4,000 different techniques by which these people were able to infl uence others 
to do what the leader wanted.56 However, the myriad successful infl uence tactics 
used by leaders fall into basic categories of infl uence actions. Exhibit 12.6 lists seven 
principles for asserting leader infl uence. Notice that most of these involve the use of 
personal power, rather than relying solely on position power or the use of rewards 
and punishments.

1. Use rational persuasion. Perhaps the most frequently used influence tactic is 
rational persuasion, which means using facts, data, and logical arguments 
to persuade others that a proposed idea or request is the best way to 
complete a task or accomplish a desired goal. It can be effective whether 
the influence attempt is directed upward toward superiors, downward 
toward subordinates, or horizontally, because most people have faith in 
facts and analysis.57 Rational persuasion is most effective when a leader 
has technical knowledge and expertise related to the issue (expert power), 
although referent power is also used. Frequently, some parts of a rational 
argument cannot be backed up with facts and figures, so people have to 
believe in the leader’s credibility to accept his or her argument.

 2. Make people like you. We all know it’s easier to say yes to someone we 
like than to someone we don’t like.58 One author of a book on influence 
tells a story about an American working in Saudi Arabia, who learned that 
getting information or action from government offices was easy when he’d 
drop by, drink tea, and chat for a while.59 Cultural values in Saudi Arabia 

Action MemoAs a leader, you can use political activity 
to achieve important organizational goals 

when there is uncertainty or disagreement 
about choices. You can develop connections 

with powerful people by volunteering for 
diffi cult projects and serving on committees.

Exhibit 12.6 Seven Principles for Asserting Leader Influence

1. Use rational persuasion.
2. Make people like you.
3. Rely on the rule of reciprocity.
4. Develop allies.
5. Ask for what you want.
6. Remember the principle of scarcity.
7. Extend formal authority with expertise and credibility.
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put great emphasis on personal relationships, but people in all cultures 
respond to friendliness and consideration. When a leader shows concern 
for others, demonstrates trust and respect, and treats people fairly, people 
are more likely to want to help and support the leader by doing what he 
or she asks. In addition, most people will like a leader who makes them 
feel good about themselves. Leaders never underestimate the importance 
of praise.

 3. Rely on the rule of reciprocity. Recall the discussion of dependency, and 
how leaders gain power by having something that others value. A primary 
way to turn that power into influence is to share what you have—whether it 
be time, resources, services, or emotional support. There’s a near universal 
feeling among people that others should be paid back for what they do 
in one form or another. This “unwritten law of reciprocity” means that 
leaders who do favors for others can expect others to do favors for them 
in return. Leaders also elicit the cooperative and sharing behavior they 
want from others by first demonstrating it with their own actions.60 Some 
researchers argue that the concept of exchange—trading something of 
value for what you want—is the basis of all other influence tactics. For 
example, rational persuasion works because the other person sees a benefit 
from going along with the plan, and making people like you is successful 
because the other person receives liking and attention in return.61

 4. Develop allies. Reciprocity also plays an important role in developing 
networks of allies, people who can help the leader accomplish his or her 
goals. Leaders can influence others by taking the time to talk with followers 
and other leaders outside of formal meetings to understand their needs and 
concerns, as well as to explain problems and describe the leader’s point of 
view.62 Leaders consult with one another and reach a meeting of minds 
about a proposed decision, change, or strategy.63 A recent study found that 
political skill, particularly network-building, has a positive impact on both 
followers’ perceptions of a leader’s abilities and performance as well as on 
the actual, objective performance of the work unit.64

  A leader can expand his or her network of allies by reaching out to 
establish contact with additional people. Some leaders expand their net-
works through the hiring, transfer, and promotion process. Identifying 
and placing in key positions people who are sympathetic to the desired 
outcomes of the leader can help achieve the leader’s goals. However, if 
power building is perceived as self serving, key people may become alien-
ated, as Philip Purcell learned at Morgan Stanley.

Philip Purcell and John Mack, Morgan Stanley

During negotiations for the 1997 merger of Morgan Stanley and Dean Witter, Dean 
Witter’s long-time head, Philip Purcell, argued that since his fi rm was technically 
the acquirer in the deal, it was only right that the fi rst CEO come from Dean Witter. 
Morgan’s heir apparent, John Mack, who was generally respected and admired by 
his employees, agreed to the terms, saying the merger was too important to make 
an issue over the top job. The arrangement was that Purcell would serve for 5 years 
and then be succeeded by Mack, from the Morgan Stanley side of the merger.

But the Morgan managers soon learned that Purcell was out to gain total con-
trol for himself. He quickly installed trusted Dean Witter veterans in key positions 
and often supported them over higher-level Morgan managers. Executives loyal to 
Purcell successfully resisted any efforts Mack made for change in the business. 
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 Purcell gradually shifted more and more aspects of the business away from Mack 
and to his trusted aides. Frustrated, Mack launched a campaign to have himself 
named co-CEO, but the balance of power had already swung too far toward Purcell. 
As terms of directors expired, Purcell was able to stack the board with new directors 
who were loyal to him and would support his proposals for management changes 
over those of Mack.65 When the dust settled at Morgan Stanley, Phillip Purcell had 
gained complete control of the fi rm, with all core operations reporting directly to 
him. John Mack was effectively forced out.

But by 2005, Purcell’s aggressive power moves had led to serious strife within 
Morgan Stanley. As previous Morgan Stanley managers saw their responsibilities 
taken away and perceived that Purcell’s favored executives were given special 
privileges, they began leaving the fi rm in droves. A management shake-up in early 
2005 led to the departure of three more high-level Morgan Stanley executives and 
prompted public calls by shareholders and former executives for Purcell’s ouster. 
The open antagonism combined with weak fi nancial performance and a sagging 
stock price caused the board and Purcell to reconsider. They made a joint decision 
that Purcell would resign from the fi rm. John Mack was later brought back as chair-
man and CEO.66 

One problem for Philip Purcell was that he failed to build support among 
shareholders, clients, and lower level employees. He was considered a remote man-
ager who interacted primarily with his top trusted executives and board members 
and failed to include outsiders in his network. Some major clients said they were 
never visited or even phoned by Purcell. When the tide began to turn, Purcell was 

unable to defl ect the open antagonism from former executives and 
chagrined shareholders. Directors, managers, employees, and share-
holders hope Mack’s more inclusive style of leadership will resolve 
the discord and set Morgan Stanley on a smoother course.

Many top executives strive to build a cadre of loyal and sup-
portive managers to help them achieve their goals for the organiza-
tion. For example, former New York Stock Exchange Chairman Dick 
Grasso placed his friends and allies in critical positions and pushed 
favored candidates for board posts. As another example, the U.S. gov-
ernment hand-picked the advisers and committee members who would 
infl uence decisions made by the interim Iraqi government.67

 5. Ask for what you want. Another way to have influence is to make a direct 
appeal by being clear about what you want and asking for it. If leaders 
do not ask, they seldom receive. Political activity is effective only when 
the leader’s vision, goals, and desired changes are made explicit so the 
organization can respond. Leaders can use their courage to be assertive, 
saying what they believe to persuade others. An explicit proposal may be 
accepted simply because other people have no better alternatives. Also, 
an explicit proposal for change or for a specific decision alternative will 
often receive favorable treatment when other options are less well defined. 
Effective political behavior requires sufficient forcefulness and risk-taking 
to at least try to achieve desired outcomes.68

 6. Remember the principle of scarcity. This principle means that people 
usually want more of what they can’t have. When things are less 
available, they become more desirable. An interesting dissertation study 
on the purchase decisions of wholesale beef buyers found that buyers 
more than doubled their orders when they were told that because of 
weather conditions there was likely to be a scarcity of foreign beef in 
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Action MemoAs a leader, you can infl uence others by 
using rational persuasion, developing 

allies, and expanding your expertise and 
credibility. Remember that people respond 

to friendliness and consideration, and they 
typically feel obligated to return favors.
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the near future. Interestingly, though, their orders increased 600 percent 
when they were informed that no one else had that information yet.69 
Retailers often use this principle by sending advance notice of sales to 
credit card holders, making them feel they’re getting information that 
the general shopping public doesn’t have. Leaders can learn to frame 
their requests or offers in such a way as to highlight the unique benefits 
and exclusive information being provided. One approach is to selectively 
release information that is not broadly available and that supports the 
leaders’ ideas or proposals. Letting people know they’re getting a sneak 
peak at information captures their interest and makes them more likely 
to support the leader’s position.

 7. Extend formal authority with expertise and credibility. The final principle 
for asserting influence is the leader’s legitimate authority in the organization. 
Legitimate authorities are in a position to be particularly influential. However, 
research has found that the key to successful use of formal authority is to be 
knowledgeable, credible, and trustworthy. Managers who become known 
for their expertise, who are honest and straightforward with others, and 
who inspire trust can exert greater influence than those who simply try to 
issue orders.70 In addition, effective leaders keep the six previous influence 
principles in mind, realizing that influence depends primarily on personal 
rather than position power. By understanding the importance of rational 
persuasion, liking and friendship, reciprocity, networks of alliances, direct 
appeal, and scarcity, leaders can extend the power of their formal position 
and strengthen their influence over others.

Ethical Considerations in Using 
Power and Politics
Harry Truman once said that leadership is the ability to get people to do what they 
don’t want to do and like it.71 His statement raises an important issue: Leadership 
is an opportunity to use power and infl uence to accomplish important organiza-
tional goals, but power can also be abused. Consider the behavior of a colleague 
of Scott Rosen, an assistant manager at a fi nancial services company: Rosen says 
his colleague would routinely go to their boss’s offi ce and lead him to believe that 
Rosen was mishandling his job. The rival also undermined Rosen with his staff. 
“Whatever I did,” Rosen says, “I lost.” Eventually, Rosen was demoted, while his 
colleague received a promotion.72 Unfortunately, like Rosen’s associate, there are 
frequently people in organizations who use power and politics primarily to serve 
their own interests, at the expense of others and the organization.

Recall our earlier discussion of personalized versus socialized leaders. This 
distinction refers primarily to their approach to the use of power.73 Person-
alized leaders are typically selfi sh, impulsive, and exercise power for their own 
self-centered needs and interests rather than for the good of the organization. 
Socialized leaders exercise power in the service of higher goals that will benefi t 
others and the organization as a whole.

One specifi c area in which the unethical use of power is of increasing con-
cern for organizations is sexual harassment. People in organizations depend on 
one another—and especially on leaders—for many resources, including informa-
tion, cooperation, and even their jobs. When access to resources seems to depend 
on granting sexual favors or putting up with sexually intimidating or threaten-
ing comments, the person in a dependent position is being personally violated, 
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whether or not the leader actually withholds the resources. Partly in response to 
pressures from the courts, many organizations are developing policies and pro-
cedures that protect individuals from sexual harassment on the job and offer 
mechanisms for reporting complaints. Sexual harassment is not just unethical, it 
is illegal, and it is a clear abuse of power.

However, there are many other situations in organizations that are not so 
clear-cut, and leaders may sometimes have diffi culty differentiating ethical from 

unethical uses of power and politics. Exhibit 12.7 summarizes some 
criteria that can guide ethical actions. First and foremost is the ques-
tion of whether the action is motivated by self-interest or whether 
it is consistent with the organization’s goals. One Internet company 

has a rule that any employee can be terminated for a political act that 
is in the individual’s own self-interest rather than in the interest of the 
company, or that harms another person in the organization.74 Once a 
leader answers this primary question, there are several other questions 
that can help determine whether a potential infl uence action is ethical, 
including whether it respects the rights of individuals and groups af-

fected by it, whether it meets the standards of fairness, and whether the leader 
would want others to behave in the same way. If a leader answers these questions 
honestly, they can serve as a guide to whether an intended act is ethical.

In the complex world of organizations, there will always be situations that 
are diffi cult to interpret. The most important point is for leaders to be aware of 
the ethical responsibilities of having power and take care to use their power to 
help rather than harm others. Leaders should think not in terms of getting their 
own way, but rather in terms of building long-term productive relationships that 
can achieve goals and benefi t the entire organization.

Summary and Interpretation
This chapter looked at how leaders use power and political processes to get things 
done. Power and politics are an important, though often hidden, part of all or-
ganizations. Two leadership styles that rely strongly on a leader’s personal char-
acteristics as a source of power are transformational and charismatic leadership. 
Charismatic leaders have an emotional impact on people by appealing to both 
the heart and mind. They create an atmosphere of change, articulate an idealized 
vision of the future, inspire faith and hope, and frequently incur personal risks 
to infl uence followers. Charisma can be used to benefi t organizations and society, 
but it can also be dangerous. Transformational leaders also create an atmosphere 
of change, and they inspire followers not just to follow them personally but to 

Sources: Based on G. F. Cavanaugh, D. J. Mobert, and M. Valasques, “The Ethics of Organizational Politics, “Academy of Management Journal, 
(June 1981), pp. 363–374; and Stephen P. Robbins, Organizational Behavior, 8th ed. (Upper Saddle River, NJ: Prentice Hall, 1998), p. 422.

Exhibit 12.7 Guidelines for Ethical Action

Does the action 
respect the rights of
individuals and 
groups affected
by it?

Does the action
meet the standards 
of fairness and 
equity?

Would you wish 
others to behave in
the same way if the
action affected you?

Ethical
Choice

Is the action 
consistent with the 
organization's goals,
rather than being
motivated purely by 
self-interest?

Action MemoAs a leader, you can be ethical in your use 
of power and politics. You can build long-

term productive relationships to achieve 
important goals and benefi t the entire team 

or organization.
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believe in the vision of organizational transformation. Transformational leaders 
inspire followers to go beyond their own self-interest for the good of the whole.

All leaders use power and politics to infl uence people and accomplish goals. 
Power is the ability to infl uence others to reach desired outcomes. The best 
known types of power are legitimate, reward, expert, referent, and coercive, 
which are associated with a leader’s position and personal qualities. Three dis-
tinct outcomes may result from the use of power: compliance, resistance, and 
commitment. The effective use of position power generally leads to follower 
compliance, whereas the excessive use of position power—particularly coercive 
power—may result in resistance. The follower response most often generated by 
personal power is commitment.

A key aspect of power is that it is a function of dependency, which is related 
to a person’s control over resources. Dependency is greatest for resources that 
are highly important, scarce, and have no readily available substitutes. Lead-
ers may gain power by contributing to the organization’s purpose via interde-
partmental dependencies, centrality, control over information, and coping with 
uncertainty.

Power is acquired, developed, and exercised through political activities. 
Leaders use a wide variety of infl uence tactics, but they fall within some broad 
categories based on general principles for asserting infl uence. Seven principles 
for asserting leader infl uence are rational persuasion, liking and friendliness, 
reciprocity, developing allies, direct appeal, scarcity, and formal authority. One 
important consideration for leaders is how to use power and politics ethically 
and responsibly. Ethical leaders use power to serve the organization’s goals, re-
spect the rights of individuals and groups, and strive to be fair in their dealings 
with others.

Discussion Questions
 1. What do you consider the most important difference between transformational leader-

ship and transactional leadership? Between transformational and charismatic leadership? 
How is transformational leadership similar to charismatic leadership? Discuss.

 2. Why is charismatic leadership considered to have potentially negative consequences? 
Think of two or three current social, political, or business leaders that you would 
consider to be charismatic. To what extent do they display characteristics of social-
ized or personalized charisma?

 3. Do you agree that politics is a natural and healthy part of organizational life? Discuss.

 4. What types and sources of power would be available to a leader of a student govern-
ment organization? To a head nurse in a small hospital?

 5. Do you think impression management is an appropriate political approach for a 
business leader? Discuss. Can you name some ways in which you have personally 
used this tactic?

 6. How does control over information give power to a person? Have you ever used 
control over information to influence a decision with friends or co-workers? Explain.

 7. Describe ways in which you might increase your personal power.

 8. Which of the seven influence tactics would you be most comfortable with as leader 
of a study group? Of a work team? Discuss.

 9. Lord Acton, a British historian of the late 19th century, said that “power tends to 
corrupt; absolute power corrupts absolutely,” suggesting that a person’s sense of 
morality lessens as his or her power increases. Do you agree? Considering this idea, 
is it ethical for leaders to try to increase their power? Discuss.
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Leadership at Work

Circle of Influence
How do you personally try to influence others? Think carefully about how you get oth-
ers to agree with you or do something you want. Watch the way you influence others in 
a team, at home, or during your work. Make a list below of your influence tactics:

1. ________________________   4. ___________________________

2. ________________________   5. ___________________________

3. ________________________   6. ___________________________

Of the influence and political tactics discussed in the chapter, which ones do you 
typically not use?

During the next two days, your assignment is to (1) monitor the influence tactics you 
typically use, and (2) try one new tactic that you don’t normally use. The new influence 
tactic you will try is: ______________________________________________________________

Another important concept is called the circle of influence. Think carefully about the 
people who have influence over you. These people are your circle of influence. You may have 
one circle of influence at work, another at home, and others for your social life or career. 
Write down the people who would have some influence over you at work or school:

This is your circle of influence.
A person’s circle of influence can be important when you really want to influence that 

person. If the person doesn’t respond to your normal influence attempts, think about identi-
fying their circle of influence—the people who have influence over them. You can then influ-
ence people in the “circle” as an indirect way to influence the person you want to change.

Pick a person at work or school, or even your instructor, and plot out their circle of 
influence. List the key people you believe are in their circle of influence:

How would you get more information on the person’s true circle of influence?

How can you use your knowledge of the person’s circle to have influence over him/
her? What are possible disadvantages of using this approach to influence someone?
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In Class: The instructor can ask students to sit in small groups of three to five people 
and share the circles of influence they identified for themselves. After listing the circle of influ-
ence at work or school, students can also talk about the circles of people who might influence 
them in their professional, social, or family activities. Key questions for this discussion are: 
What are the common themes in the students’ circles of influence? When and how could the 
circle idea be applied to influence someone? How might it be misapplied and backfire on your 
effort to influence another?

Leadership Development: Cases for Analysis

The Unhealthy Hospital
When Bruce Reid was hired as Blake Memorial Hospital’s new CEO, the mandate had 
been clear: Improve the quality of care, and set the financial house in order.

As Reid struggled to finalize his budget for approval at next week’s board meeting, his 
attention kept returning to one issue—the future of six off-site clinics. The clinics had been 
set up six years earlier to provide primary health care to the community’s poorer neighbor-
hoods. Although they provided a valuable service, they also diverted funds away from Blake’s 
in-house services, many of which were underfunded. Cutting hospital personnel and freezing 
salaries could affect Blake’s quality of care, which was already slipping. Eliminating the clinics, 
on the other hand, would save $256,000 without compromising Blake’s internal operations.

However, there would be political consequences. Clara Bryant, the recently appointed 
commissioner of health services, repeatedly insisted that the clinics were an essential service 
for the poor. Closing the clinics could also jeopardize Blake’s access to city funds. Dr. 
Winston Lee, chief of surgery, argued forcefully for closing the off-site clinics and having 
shuttle buses bring patients to the hospital weekly. Dr. Susan Russell, the hospital’s director 
of clinics, was equally vocal about Blake’s responsibility to the community, and suggested 
an entirely new way of delivering health care: “A hospital is not a building,” she said, “it’s a 
service. And wherever the service is needed, that is where the hospital should be.” In Blake’s 
case, that meant funding more clinics. Russell wanted to create a network of neighborhood-
based centers for all the surrounding neighborhoods, poor and middle income. Besides 
improving health care, the network would act as an inpatient referral system for hospital 
services. Reid considered the proposal: If a clinic network could tap the paying public and 
generate more inpatient business, it might be worth looking into. Blake’s rival hospital, 
located on the affluent side of town, certainly wasn’t doing anything that creative. Reid was 
concerned, however, that whichever way he decided, he was going to make enemies.

Source: Based on Anthony R. Kovner, “The Case of the Unhealthy Hospital,” Harvard Business Review (September–
October 1991), pp. 12–25.

QUESTIONS

 1. What sources of power does Reid have in this situation? Do you believe using 
legitimate power to implement a decision would have a positive effect at Blake 
Memorial? Discuss.

 2. What influence tactics might you use if you were in Reid’s position?

 3. Do you see ways in which Reid might use the ideas of transformational leadership to 
help resolve this dilemma?

Waite Pharmaceuticals
Amelia Lassiter is chief information officer at Waite Pharmaceuticals, a large California-
based company. In an industry where it generally takes $500 million and 10 to 12 
years to bring a new drug to market, companies such as Waite are always looking for 
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ways to increase productivity and speed things up. After about eight months on the job, 
Lassiter suggested to company president James Hsu that Waite implement a new global 
knowledge-sharing application that promises to cut development time and costs in half. 
She has done extensive research on knowledge-sharing systems, and has talked closely 
with an IT director at global powerhouse Novartis, a company on the cutting edge in 
pharmaceuticals and animal health care, as well as other diverse products. The Novartis 
director believes the knowledge-sharing system plays an important role in that company’s 
competitiveness.

Hsu presented the idea to the board of directors, and everyone agreed to pursue the 
project. He has asked Lassiter to investigate firms that could assist Waite’s IT department 
in developing and implementing a global knowledge-sharing application that would be 
compatible with Waite’s existing systems. Hsu explained that he wants to present the 
information to the board of directors for a decision next month.

Lassiter identified three major firms that she believed could handle the work and 
took a summary of her findings to Hsu’s office, where she was greeted by Lucy Lee, 
a young, petite, attractive woman who served as a sort of executive assistant to Hsu. 
Word was that the relationship between Lee and Hsu was totally proper, but besides 
the value of her good looks, no one in the company could understand why she was 
working there. Her lack of talent and experience made her a liability more than a 
help. She was very deferential to Hsu, but condescending to everyone else. Lee was 
a constant source of irritation and ill will among managers throughout the company, 
but there was no doubt that the only way to get to Hsu was through Lucy Lee. Lee 
took the information from Lassiter and promised the president would review it within 
two days.

The next afternoon, Hsu called Lassiter to his office and asked why Standard Systems, 
a small local consulting firm, was not being considered as a potential provider. Lassiter 
was surprised—Standard was known primarily for helping small companies computerize 
their accounting systems. She was not aware that they had done any work related to 
knowledge-sharing applications, particularly on a global basis. Upon further investigation 
into the company, she learned that Standard was owned by an uncle of Lucy Lee’s, and 
things began to fall into place. Fortunately, she also learned that the firm did have some 
limited experience in more complex applications. She tried to talk privately with Hsu 
about his reasons for wanting to consider Standard, but Hsu insisted that Lee participate 
in all his internal meetings. At their most recent meeting, Hsu insisted that Standard be 
included for possible consideration by the board.

During the next two weeks, representatives from each company met with Hsu, his 
two top executives, and the IT staff to explain their services and give demonstrations. 
Lassiter had suggested that the board of directors attend these presentations, but Hsu 
said they wouldn’t have the time and he would need to evaluate everything and make 
a recommendation to the board. At the end of these meetings, Lassiter prepared a final 
report evaluating the pros and cons of going with each firm and making her first and 
second-choice recommendations. Standard was dead last on her list. Although the firm 
had some excellent people and a good reputation, it was simply not capable of handling 
such a large and complex project.

Lassiter offered to present her findings to the board, but again, Hsu declined her 
offer in the interest of time. “It’s best if I present them with a final recommendation; that 
way, we can move on to other matters without getting bogged down with a lot of ques-
tions and discussion. These are busy people.” The board meeting was held the following 
week. Lassiter was shocked when the president returned from the meeting and informed 
her that the board had decided to go with Standard Systems as the consulting firm for the 
knowledge-sharing application.

Sources: Based on “Restview Hospital,” in Gary Yukl, Leadership, 4th ed. (Upper Saddle River, NJ: Prentice 
Hall, 1998), pp. 203–204; “Did Somebody Say Infrastructure?” in Polly Schneider, “Another Trip to Hell,” CIO,
(February 15, 2000), pp. 71–78; and Joe Kay, “Digital Diary,” Part I, http://www.forbes.com/asap/2000/, accessed 
on November 19, 2000.

http://www.forbes.com/asap/2000/
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Your Leadership Challenge
After reading this chapter, you should be able to:

• Explain the relationship among vision, mission, strategy, and 
implementation mechanisms.

• Create your personal leadership vision.

• Use the common themes of powerful visions in your life and work.

• Describe four basic approaches for framing a noble purpose that 
followers can believe in.

• Understand how leaders formulate and implement strategy.

• Apply the elements of effective strategy.
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Creating Vision and Strategic Direction 
Burt Rutan was a teenager when President John F. Kennedy set for NASA 
a clear and visionary goal of putting a man on the moon by the end of the 
decade. In July of 1969, he watched along with millions around the world 
as that vision became a reality. Nearly 40 years later, Rutan has his own 
ambitious vision: to make human space fl ight as routine as airplane travel. 
Rutan has pulled off extraordinary accomplishments by bucking conventional 
wisdom about aerodynamics and inspiring people to do things differently. In 
the 1980s, his company, Scaled Composites, gained international acclaim for 
Voyager, a twin-engine propeller plane that completed his vision for the fi rst 
nonstop fl ight around the world without refueling. But when Rutan fi rst an-
nounced to his 125 or so employees his vision of building a space craft, chief 
engineer Michael Gionta recalls that it was overwhelming. “We had done low-
speed subsonic fl ight for 17 years. What did we know about going to space?” 
But the vision was so powerful and energizing that every single employee at 
Scaled Composites wanted a chance to contribute to the space project.

In October of 2004, SpaceShipOne landed in the Mojave Desert after 
having carried humans to space twice within a week, earning its owners the 
$10 million Ansari-X prize, which was set up to encourage non–government-
funded development of manned space travel. It marked the fi rst time a pri-
vate business successfully launched humans into space. Space fanatic Paul 
Allen backed the original spacecraft, setting up a separate company called 
Mojave Aerospace Ventures, which owns the technology. Virgin Atlantic’s 
Richard Branson has since contracted with the company to move to the next 
step of producing a space airliner, called Virgin Galactic, for which tickets 
have already gone on sale.

SpaceShipOne is a small step, and there are signifi cant hurdles to over-
come before routine space travel becomes a reality. But Rutan’s passion for 
the vision is infectious, and the excitement generated by the Ansari-X prize 
may open the door to an entire space tourism industry and change the way 
we think about the universe.1

One of the most important functions of a leader is to articulate and com-
municate a compelling vision that will motivate and energize people toward 
the future. The vision of routine space travel is out of the ordinary, but so was 
Kennedy’s idea of putting a man on the moon in 1961. Both  illustrate how 
inspiring and energizing an idealistic vision can be. Good leaders are  always 
looking forward, setting a course for the future and getting everyone moving 
in the same direction. Lorraine Monroe, former principal of the renowned 
Frederick Douglass Academy in Harlem and founder of the  Lorraine Monroe 
Leadership Institute, refers to a leader as “the drum major, the person who 
keeps a vision in front of people and reminds them of what they’re about.” 
People naturally “gravitate toward leaders who have a vision,” Monroe 
says. “When people see that you love your work, they want to catch your 
energy.”2

Follower motivation and energy are crucial to the success of any endeavor; 
the role of leadership is to focus everyone’s energy on the same path. At 
City Bank, the predecessor of Citigroup, leaders energized employees with 
a vision of becoming “the most powerful, the most serviceable, the most 
far-reaching world fi nancial institution that has ever been.” That vision, fi rst 
articulated in 1915 by a small regional bank, motivated and inspired gen-
erations of employees until it was eventually achieved.3
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In this chapter, we fi rst provide an overview of the leader’s role in creating 
the organization’s future. Then, we examine what vision is, the underlying themes 
that are common to effective visions, and how vision works on multiple levels. 
The distinction between vision and the organization’s mission is also explained. 
We then discuss how leaders formulate vision and strategy and the leader’s contri-
bution to achieving the vision. The last section discusses the impact this leadership 
has on organizations.

Strategic Leadership
Superior organizational performance is not a matter of luck. It is determined 
largely by the choices leaders make. Top leaders are responsible for knowing the 
organization’s environment, considering what it might be like in 5 or 10 years, 
and setting a direction for the future that everyone can believe in. Strategic 
leadership is one of the most critical issues facing organizations.4 Strategic leader-
ship means the ability to anticipate and envision the future, maintain fl exibility, 
think strategically, and work with others to initiate changes that will create a 
competitive advantage for the organization in the future.5 In a fast-changing 
world, leaders are faced with a bewildering array of complex and ambiguous 
information, and no two leaders will see things the same way or make the same 
choices.

The complexity of the environment and the uncertainty of the future can 
overwhelm a leader. Thus, many are inclined to focus on internal organizational 
issues rather than strategic activities. It is easier and more comforting for leaders 
to deal with routine, operational issues where they can see instant results and feel 
a sense of control. In addition, many leaders today are inundated with informa-
tion and overwhelmed by minutiae. They may have diffi culty fi nding the quiet 

time needed for “big-picture thinking.” One study looked at the time ex-
ecutives in various departments spend on long-term, strategic ac-
tivities and found discouraging results. In the companies studied, 
84 percent of fi nance executives’ time, 70 percent of information 
technology executives’ time, and 76 percent of operational manag-
ers’ time is focused on routine, day-to-day activities.6 Another study 
found that, on average, senior executives spend less than 3 percent of 
their energy on building a corporate perspective for the future, and in 

some companies, the average is less than 1 percent.7 Yet no organiza-
tion can thrive for the long term without a clear viewpoint and frame-
work for the future.

Exhibit 13.1 illustrates the levels that make up the domain of strategic 
leadership. Strategic leadership is responsible for the relationship of the ex-
ternal environment to choices about vision, mission, strategy, and their imple-
mentation.8 At the top of Exhibit 13.1 is a clear, compelling vision of where the 
organization wants to be in 5 to 10 years. The vision refl ects the environment 
and works in concert with the company’s mission—its core values, purpose, and 
reason for existence. Strategy provides direction for translating the vision into 
action and is the basis for the development of specifi c mechanisms to help the 
organization achieve goals. Strategies are intentions, whereas implementation 
is through the basic organization architecture (structure, incentives) that makes 
things happen. Each level of the hierarchy in Exhibit 13.1 supports the level 
above it. Each part of this framework will be discussed in the remainder of this 
chapter.

Strategic leadership
the ability to anticipate and 
envision the future, maintain 
fl exibility, think strategically, and 
initiate changes that will create 
a competitive advantage for the 
organization in the future

Strategic leadership
the ability to anticipate and 
envision the future, maintain 
fl exibility, think strategically, and 
initiate changes that will create 
a competitive advantage for the 
organization in the future

Action MemoAs a leader, you can learn to think 
strategically. You can anticipate and 

envision the future, and initiate changes 
that can help the group or organization 

thrive over the long term.
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Leadership Vision
A vision can be thought of as a dream for the future. Stanford R. Ovshinsky spent 
40 years pursuing his dream of making giant sheets of thin photovoltaic 
material that can convert sunlight to electricity, and making them 
cheaply enough that solar can compete with fossil fuels. “I said 
we were going to make it by the mile,” the 84-year-old Ovshinsky 
says. “Nobody believed me [at fi rst], not even in my own company.” 
Today, Energy Conversion Devices uses a mammoth machine the size 
of a football fi eld to spool out long thin sheets of solar material that is 
used on the roofs of homes and businesses. Even running at full capac-
ity, the factory can’t keep up with the orders.9

A vision is also more than a dream—it is an ambitious view of the future that 
everyone involved can believe in, one that can realistically be achieved, yet one 
that offers a future that is better in important ways than what now exists. For 
organizations, a vision is an attractive, ideal future that is credible yet not readily 
attainable. In the 1950s, Sony Corporation wanted to “[b]ecome the company 
most known for changing the worldwide poor-quality image of Japanese prod-
ucts.”10 Since that time, Japanese companies have become known for quality, but 
in the 1950s this was a highly ambitious goal that fi red people’s imaginations and 
sense of national pride. Sometimes, visions are brief, compelling, and slogan-like, 
easily communicated to and understood by everyone in the organization. For 
example, Coca-Cola’s “A Coke within arm’s reach of everyone on the planet” 
and Komatsu’s “Encircle Caterpillar” serve to motivate all employees. William 
Wrigley Jr., the fourth-generation leader of Wm. R. Wrigley, Jr. Company, crafted 
the slogan, “Wrigley brands woven into the fabric of everyday life around the 
world,” to capture the company’s vision of moving beyond chewing gum such 
as Juicy Fruit to become a broader food and confectionery company competitive 
with Europe’s Cadbury Schweppes.11

Exhibit 13.2 lists a few more brief vision statements that let people know where 
the organization wants to go in the future. Not all successful organizations have 
such short, easily communicated slogans, but their visions are powerful  because 
leaders paint a compelling picture of where the organization wants to go. The vi-
sion expressed by civil rights leader Martin Luther King Jr. in his “I Have a Dream” 
speech is a good example of how leaders paint a vision in words. King articulated 
a vision of racial harmony, where discrimination was nonexistent, and he conveyed 
the confi dence and conviction that his vision would someday be achieved.

Vision
an attractive, ideal future 
that is credible yet not readily 
attainable

Vision
an attractive, ideal future 
that is credible yet not readily 
attainable

Exhibit 13.1 The Domain of Strategic Leadership

Vision

Mission

Strategy

Architecture for alignment
and implementation

Action Memo

Go to Leader’s Self-Insight 13.1 on page 390 

and answer the questions to learn where 

you stand with respect to a personal vision.
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Sources: Examples from Jon R. Katzenbach and the RCL Team, Real Change Leaders: How You Can Create 
Growth and High Performance in Your Company (New York: Times Business, 1995), pp. 68–70; Andrew 
Campbell and Sally Yeung, “Creating a Sense of Mission,” Long Range Planning, (August, 1991), pp. 10–20; 
Alan Farnham, “State Your Values, Hold the Hot Air,” Fortune (April 19, 1993), pp. 117–124; and Christopher 
K.  Bart, “Sex, Lies, and Mission Statements,” Business Horizons (November–December 1997), pp. 23–28.

Exhibit 13.2 Examples of Brief Vision Statements

Motorola: Become the premier company in the world.

Ritz-Carlton (Amelia Island) engineering department: To boldly go where no hotel 
has gone before—free of all defects.

Johnson Controls Inc.: Continually exceed our customers’ increasing expectations.

New York City Transit: No graffiti.

Texas Commerce Bank: Eliminate what annoys our bankers and our customers.

BP: Beyond Petroleum.

Egon Zehnder: Be the worldwide leader in executive search.

How much do you think about the positive outcomes 
you want in your future? Do you have a personal vision 
for your life? Indicate whether each item below is Mostly 
False or Mostly True for you. 

Mostly 
False

Mostly 
True

1. I can describe a compelling 
image of my future. _______ _______

2. Life to me seems more exciting 
than routine. _______ _______

3. I have created very clear life goals 
and aims. _______ _______

4. I feel that my personal exis-
tence is very meaningful. _______ _______

5. In my life, I see a reason for being 
here.

_______ _______

6. I have discovered a satisfying 
“calling” in life. _______ _______

7. I feel that I have a unique life 
purpose to fulfill. _______ _______

8. I will know when I will have 
achieved my purpose. _______ _______

My Personal Vision
Leader’s Self-Insight 13.1
9. I talk to people about my per-

sonal vision. _______ _______

10. I know how to harness my cre-
ativity and use my talents. _______ _______

Scoring and Interpretation
Add the number of Mostly True answers above for your 
score: ______. A score of 7 or above indicates that you 
are in great shape with respect to a personal vision. A 
score of 3 or below would suggest that you have not 
given much thought to a vision for your life. A score of 
4–8 would be about average.

Creating a personal vision is difficult work for 
most people. It doesn’t happen easily or naturally. 
A personal vision is just like an organizational vision 
in that it requires focused thought and effort. Spend 
some time thinking about a vision for yourself and 
write it down.

Source: The ideas for this questionnaire were drawn primarily from 
Chris Rogers, “Are You Deciding on Purpose?” Fast Company 
(February/March 1998), pp. 114–117; and J. Crumbaugh, Cross-
Validation of a Purpose-in-Life Test Based on Frankl’s Concepts. 
Journal of Individual Psychology, 24 (1968), pp. 74–81.
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Strong, inspiring visions have been associated with higher organizational per-
formance.12 When people are encouraged by a picture of what the organization can 
be in the future, they can help take it there. Recall from the previous chapter that vi-
sion is an important aspect of transformational leadership.  Transformational leaders 
typically articulate visions that present a highly optimistic view of the  future and ex-
press high confi dence that the better future can be realized.13 Leaders at the Greater 
Chicago Food Depository have a vision of transforming the nonprofi t agency from 
an organization that just feeds the hungry to one that helps end hunger.

Michael P. Mulqueen and Kate Maehr, Greater Chicago Food Depository

It has been referred to as “culinary boot camp,” an intense 12-week program aimed 
at teaching low-income, low-skilled workers the basics of cooking, along with life 
skills such as punctuality, teamwork, commitment, and personal responsibility, with 
the goal of landing each person a good job.

The Community Kitchens chef-training program was begun in 1998 by Michael 
Mulqueen, who was then executive director of the Greater Chicago Food Deposi-
tory, based on a concept originated at a Washington, D.C. soup kitchen. Mulqueen, 
a former Brigadier General in the U.S. Marine Corps, set the agency toward a vision 
of solving the problem of hunger by moving people out of poverty, not just giving 
hungry people a meal.

While in the training program, participants prepare about 1,500 meals a day that 
are served in after-school programs around the city that give low-income children 
an alternative to gangs and drugs. Executive Chef Instructor Lisa Gershenson, who 
acts as a counselor and cheerleader as well as a teacher for Community Kitchens, 
had grown bored and cynical in her previous job as owner of a company that catered 
to the well-to-do. She calls the Community Kitchens job the “perfect antidote” to 
her cynicism of being a chef.

Under Mulqueen’s leadership, the Greater Chicago Food Depository graduated 
around 300 people from Community Kitchens, with almost all of them fi nding jobs 
soon after leaving. Some 63 percent stayed in their positions for at least a year, a 
high number in a typically high-turnover industry. “For those who succeed,” says 
current executive director Kate Maehr, “this is the beginning of the end of the cycle 
of poverty.”14 

Poverty is a big problem, and its causes are many and complex. Yet one thing 
is clear: As Mike Mulqueen points out, people can’t begin to move out of poverty 
unless they can get good jobs. The vision of helping people change their lives has 
energized employees at the Greater Chicago Food Depository in a way that sim-
ply providing food to low-income clients never did.

Vision is just as important for nonprofi t agencies like the Greater Chicago 
Food Depository, the United Way and the Salvation Army as it is for businesses 
such as Coca-Cola, Google, or General Electric. Indeed, some have argued that 
nonprofi ts need vision even more than do businesses, since they operate without 
the regular feedback provided by profi t and loss.15

In Exhibit 13.3, vision is shown as a guiding star, drawing everyone along the 
same path toward the future. Vision is based in the current reality but is concerned 
with a future that is substantially different from the status quo.16 Taking the group 
or organization along this path requires leadership. Compare this to rational man-
agement (as described in Chapter 1), which leads to the status quo.
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What Vision Does
Vision works in a number of important ways. An effective vision provides a link 
between today and tomorrow, serves to energize and motivate employees toward 
the future, provides meaning for people’s work, and sets a standard of excellence 
and integrity in the organization.17

Vision Links the Present to the Future Vision connects what is going on 
right now with what the organization aspires to. A vision is always 

about the  future, but it begins with the here and now. Consider 
the Microsoft advertising slogan, “Your potential inspires us to 
create products that help you reach it.” Microsoft employees cre-
ate software products that help meet current needs, but they also 
strive to envision and create products that might encourage other, 
broader applications for the future. Similarly, at the Wm. R. Wrigley, 

Jr. Company, described earlier, leaders aren’t abandoning the compa-
ny’s leading global position in chewing gum, which still accounts for 
90 percent of sales. However, to achieve the broader vision, they are 
pushing people to take risks and think about such questions as “What 
else is out there?” “Who are we competing with?” and “Why can’t we 

do some of that too?”
In organizations, the pressures to meet deadlines, make the big sale, solve 

immediate problems, and complete specifi c projects are very real. Some have 
suggested that today’s leaders need “bifocal vision,” the ability to take care of 
the needs of today and meet current obligations while also aiming toward 
dreams for the future.18 The ability to operate on both levels can be seen in 

Exhibit 13.3 The Nature of the Vision

Source: Based on William D. Hitt, The Leader-Manager: Guidelines for Action (Columbus, OH: Battelle 
Press, 1988).

Action MemoAs a leader, you can articulate an optimistic 
vision for the future that will inspire 

and challenge people to give their best. 
Evaluate your potential for visionary 

leadership by completing the questionnaire 
in Leader’s Self-Insight 13.2.
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a number of successful companies, such as DuPont. Top executives routinely 
review short-term operational goals with managers throughout the company, 
refl ecting a focus on the present. However, DuPont has succeeded over the 
long haul because of its leaders’ ability to look to the future and shift gears 
quickly to take advantage of new opportunities. Since its beginning, DuPont’s 
business portfolio has shifted from gunpowder to specialty chemicals, and 
today, the company is moving into biotechnology and life sciences.19

Vision Energizes People and Garners Commitment People want to feel enthusi-
astic about their work. Many people commit their time and energy voluntarily 
to causes they believe in—a political campaign, community events, or environ-
mental causes, for example. These same people often leave their energy and enthu-
siasm at home when they go to work, because they don’t have anything to inspire 
them. People are not generally willing to make emotional commitments just for 
the sake of increasing profi ts and enhancing shareholder wealth. Vision needs to 
transcend the bottom line because people are willing, and even eager, to commit 
to something truly worthwhile, something that makes life better for others or 
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Leader’s Self-Insight 13.2
Visionary Leadership

Think about a situation in which you either assumed or 
were given a leadership role in a group. Imagine your 
own behavior as a leader. To what extent do the follow-
ing statements characterize your leadership? Indicate 
whether each item below is Mostly False or Mostly True 
for you.

Mostly 
False

Mostly 
True

1. I have a clear understanding of 
where we are going. _______ _______

2. I work to get others committed 
to our desired future. _______ _______

3. I initiate discussion with others 
about the kind of future I would 
like us to create together. _______ _______

4. I show others how their inter-
ests can be realized by work-
ing toward a common vision. _______ _______

5. I look ahead and forecast what 
I expect in the future. _______ _______

6. I make certain that the activities 
I manage are broken down into 
manageable chunks. _______ _______

7. I seek future challenges for the 
group. _______ _______

8. I spend time and effort making 
certain that people adhere to 
the values and outcomes that 
have been agreed on. _______ _______

9. I inspire others with my ideas 
for the future. _______ _______

10. I give special recognition when 
others’ work is consistent with 
the vision. _______ _______

Scoring and Interpretation
The odd-numbered questions pertain to creating a vision 
for the group. The even-numbered questions pertain to 
implementing the vision. Calculate your score for each set 
of questions. Which score is higher? Compare your scores 
with other students.

This questionnaire pertains to two dimensions of 
visionary leadership. Creating the vision has to do with 
whether you think about the future, whether you are 
excited about the future, and whether you engage others 
in the future. Implementing the vision is about the extent 
to which you communicate, allocate the work, and provide 
rewards for activities that achieve the vision. Which of the 
two dimensions is easier for you? Are your scores consis-
tent with your understanding of your own strengths and 
weaknesses? What might you do to improve your scores?
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improves their communities.20 Consider Henry Ford’s original vision for Ford 
Motor  Company:

I will build a motor car for the great multitude. . . . It will be so low in 
price that no man making a good salary will be unable to own 
one and enjoy with his family the blessings of hours of pleasure 
in God’s open spaces. . . . When I’m through, everybody will be 
able to afford one, and everyone will have one. The horse will 
have disappeared from our highways, the automobile will be taken 
for granted [and we will give many people] employment at good 
wages.21

Employees were motivated by Ford’s vision because they saw an 
opportunity to make life better for themselves and others.

Vision Gives Meaning to Work People also need to fi nd dignity and mean-
ing in their work. Recall how the chef at the Community Kitchens program 
described earlier had grown pessimistic about her work as a chef to the affl u-
ent. “It’s taken me by surprise to see how meaningful this job is to me,” she 
says of her work at the food bank. Even people performing routine tasks can 
fi nd pride in their work when they have a larger purpose for what they do. For 
example, a clerk who thinks of his job as “processing insurance claims” will 
feel very differently than one who thinks of her job as helping victims of fi re or 
burglary put their lives back in order.22 As another example, one housekeeper 
at ServiceMaster Co. explained that she is enthusiastic about her work at a 
community hospital because leaders help her see the job as more than just 
cleaning fl oors. The housekeeper considers herself an important member of a 
team that is dedicated to helping sick people get well. Without quality cleaning, 
she points out, the hospital could not serve its patients well and would soon be 
out of business.23

People are drawn to companies that offer them a chance to do something 
meaningful. Today, prospective employees often ask about a company’s vision 
when interviewing for a job because they want to know what the organization 
aims for and how, or whether, they will fi t in.

Vision Establishes a Standard of Excellence and Integrity A powerful vi-
sion frees people from the mundane by providing them with a challenge that 
requires them to give their best. In addition, vision provides a measure by which 
employees can gauge their contributions to the organization. Most workers wel-
come the chance to see how their work fi ts into the whole. Think of how frustrat-
ing it is to watch a movie when the projector is out of focus. Today’s complex, 
fast-changing business environment often seems just like that—out of focus.24 A 
vision is the focus button. It clarifi es an image of the future and lets people see 
how they can contribute. A vision presents a challenge, asks people to go where 
they haven’t gone before. Thus, it encourages workers to take risks and fi nd new 
ways of doing things. This chapter’s Consider This box discusses three qualities a 
powerful vision can inspire.

Vision clarifi es and connects to the core values and ideals of the organiza-
tion and thus sets a standard of integrity for employees. A good vision brings 
out the best in people by illuminating important values, speaking to people’s 

Action MemoAs a leader, you can frame a vision that 
sets a standard of excellence and integrity, 

connects to core values, and helps people 
fi nd meaning in their work.
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A compelling vision inspires and nurtures three qualities, 
here personified as individuals. Do you think followers 
would benefit from contact with the following “people” 
in an organization?

CLARITY
My visits to Clarity are soothing now. He never tells me what to think or feel or do but 
shows me how to find out what I need to know. . . . he presented me with a sketch-
book and told me to draw the same thing every day until the drawing started to speak 
to me.

COMMITMENT
Commitment has kind eyes. He wears sturdy shoes. . . . You can taste in [his] vege-
tables that the soil has been cared for. . . . He is a simple man, and yet he is mysteri-
ous. He is more generous than most people. His heart is open. He is not afraid of life.

IMAGINATION
Some people accuse Imagination of being a liar. They don’t understand that she has 
her own ways of uncovering the truth. . . . Imagination has been working as a fortune-
teller in the circus. She has a way of telling your fortune so clearly that you believe 
her, and then your wishes start to come true. . . . Her vision is more complex, and 
very simple. Even with the old stories, she wants us to see what has never been 
seen before.

Source: J. Ruth Gendler, The Book of Qualities (New York: Harper & Row, 1988). Used with permission.

Vision’s Offspring
Consider This!

hearts, and letting them be part of something bigger than themselves. Consider 
how Walt Disney painted a picture of Disneyland that unifi ed and energized 
employees.

Walt Disney

Walt Disney created a clear picture of what he wanted Disneyland to be. His vision 
translated hopes and dreams into words and allowed employees to help create the 
future. Notice how the vision says nothing about making money—the emphasis is 
on a greater purpose that all employees could believe in.

“The idea of Disneyland is a simple one. It will be a place for people to 
fi nd happiness and knowledge. It will be a place for parents and children 
to spend pleasant times in one another’s company, a place for teachers and 
pupils to discover greater ways of understanding and education. Here the 
older generation can recapture the nostalgia of days gone by, and the younger 
generation can savor the challenge of the future. Here will be the wonders of 
Nature and Man for all to see and understand. Disneyland will be based on 
and dedicated to the ideals, the dreams, and hard facts that have created 
America. And it will be uniquely equipped to dramatize these dreams and 
facts and send them forth as a source of courage and inspiration for all the 
world. Disneyland will be something of a fair, an exhibition, a playground, 
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a community center, a museum of living facts, and a showplace of beauty 
and magic. It will be fi lled with the accomplishments, the joys and hopes of 
the world we live in. And it will remind us and show us how to make these 
wonders part of our lives.” 25 

A clear, inspiring picture such as that painted by Walt Disney can have a pow-
erful impact on people. His vision gave meaning and value to workers’ activities. 
Painting a clear picture of the future is a signifi cant responsibility of leaders, yet it 
cannot always be the leader’s alone. To make a difference, a vision can be widely 
shared and is often created with the participation of others. Every good organiza-
tional vision is a shared vision.

Common Themes of Vision
Five themes are common to powerful, effective visions: they have broad, widely 
shared appeal; they help organizations deal with change; they encourage faith and 
hope for the future; they refl ect high ideals; and they defi ne both the organiza-
tion’s destination and the basic rules to get there.

Vision Has Broad Appeal Although it may be obvious that a vision can be 
achieved only through people, many visions fail to adequately involve employ-
ees. Isolated top leaders may come up with a grand idea that other employees 
fi nd ridiculous, or they might forget that achieving the vision requires under-
standing and commitment throughout the organization. For example, most 
people originally thought Stanford Ovshinsky’s idea of inexpensive fi lms for 
solar power was ridiculous. If he had not been able to involve investors, manag-
ers, engineers, and other employees in the vision, it would never have become a 
reality. The vision cannot be the property of the leader alone.26 The ideal vision 
is identifi ed with the organization as a whole, not with a single leader or even 
a top leadership team. It “grabs people in the gut” and motivates them to work 
toward a common end.27 It allows each individual to act independently but in 
the same direction.

Vision Deals with Change Visions that work help the organization achieve 
bold change. Vision is about action and challenges people to make important 
changes toward a better future. Change can be frightening, but a clear sense 
of direction helps people face the diffi culties and uncertainties involved in the 
change process. When employees have a guiding vision, everyday decisions and 
actions throughout the organization respond to current problems and challenges 
in ways that move the organization toward the future rather than maintain the 
status quo.

Vision Encourages Faith and Hope Vision exists only in the imagination—it is 
a picture of a world that cannot be observed or verifi ed in advance. The future 
is shaped by people who believe in it, and a powerful vision helps people believe 
that they can be effective, that there is a better future they can move to through 
their own commitment and actions. Vision is an emotional appeal to our funda-
mental human needs and desires—to feel important and useful, to believe we can 
make a real difference in the world.28 A powerful, clearly articulated vision helps 
people believe in a future they cannot see.29
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Vision Reflects High Ideals Good visions are idealistic. Visions that portray an 
uplifting future have the power to inspire and energize people. Referring back to 
our opening example, when Kennedy announced the “man on the moon” vision, 
NASA had only a small amount of the knowledge it would need to accomplish the 
feat. William F. Powers, who worked at NASA during the 1960s, later helped Ford 
Motor Company develop an idealistic vision for the world’s fi rst high-volume, 
aerodynamically styled car that featured fuel economy (the 1980s Taurus). It was 
a big risk for Ford at a time when the company was down and out. But leaders 
portrayed this as a chance not only to save the company but to establish a whole 
new path in automotive engineering, which tapped into employees’ imaginations 
and idealism.30

Vision Defines the Destination and the Journey A good vision for the future in-
cludes specifi c outcomes that the organization wants to achieve. It also incorporates 
the underlying values that will help the organization get there. For example, a private 
business school might specify certain outcomes such as a top 20 ranking, 
placing 90 percent of students in summer internships, and getting 
80 percent of students into jobs by June of their graduating year. Yet 
in the process of reaching those specifi c outcomes, the school wants 
to increase students’ knowledge of business, values, and teamwork, 
as well as prepare them for lifelong learning. Additionally, the vision 
may espouse underlying values such as no separation between fi elds 
of study or between professors and students, a genuine concern for 
students’ welfare, and adding to the body of business knowledge. A 
good vision includes both the desired future outcomes and the underly-
ing values that set the rules for achieving them.31

A Vision Works at Multiple Levels
Most of the visions we have talked about so far are for the company as a whole. 
However, divisions, departments, and individuals also have visions, which are just 
as important and powerful. Successful individuals usually have a clear mental 
picture of their vision and how to achieve it. People who do not have this clear 
vision of the future have less chance of success. Three young Pepperdine Univer-
sity graduates started an organization to help other young people fi nd and pursue 
their personal vision.

Roadtrip Productions

Several years ago, Mike Marriner, Nathan Gebhard, and Brian McAllister set out in a 
1985 neon-green Fleetwood RV on an epic pilgrimage to fi nd out what they wanted 
to do with their lives. One thing they knew: They weren’t ready and willing to play it 
safe and follow the expected paths of medicine, consulting, and the family landfi ll 
business (respectively).

Armed with a video camera, the three interviewed successful leaders in a 
wide variety of professions, asking questions such as: “When you were our age, 
what were you thinking?” and “How did you get to where you are?” The an-
swers all boiled down to this simple message, says McAllister: “Block out the 
noise and really pave your own road guided by what lights you up.” Following their 
three-month, 17,342-mile journey across the country, the three founded Roadtrip 
 Productions to help other young people experience their own journeys and fi nd 

Action Memo

As a leader, you can create a shared 

vision so that every individual, team, and 

department is moving in the same direction. 

You can help people see the values, 

activities, and objectives that will attain 

the vision.
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their own visions. Roadtrip produces a television series for PBS, has published 
three books, and is launching an XM radio program. It has formed partnerships 
with career centers at some 100 American and 22 British colleges.

Many young people today, the three founders of Roadtrip believe, are desper-
ately searching for meaning in their work, but don’t know how to fi nd it or lack the 
confi dence to pursue it. Marriner suggests that most people know deep down what 
they’re passionate about, but they lack the confi dence or courage to pursue that vi-
sion. They have been conditioned to look for the safe paths and to pick jobs, careers, 
or other pursuits where they can be successful. Yet, as Howard Schultz, chairman 
and former CEO of Starbucks, told the team during his interview, success shouldn’t 
be the target. Instead, success comes from pursuing your vision. Roadtrip’s favorite 
advice to anyone who is hesitant to follow their vision comes from Michael Jager, 
the founder of a design fi rm: “When you really magnify what it is you believe in and 
follow it, the world conspires for you.”32 

Roadtrip also reminds people that making an initial career choice is just one 
aspect of a personal vision that will grow and change over time. Some success-
ful organizations ask employees to write a personal vision statement because 
leaders know that people who have a vision of where they want their life to go 
are more effective. In addition, this enables leaders to see how an employee’s 
personal vision and the team or organizational vision can contribute to one 
another.

Organizational visions grow and change as well. Within organizations, top 
leaders develop a vision for the organization as a whole, and at the same time a 
project team leader fi ve levels beneath the CEO can develop a vision with team 
members for a new product they are working on. Leaders of functional depart-
ments, divisions, and teams can use vision with the same positive results as do 
top leaders. The vision becomes the common thread connecting people, involving 
them personally and emotionally in the organization.33

Consider the facility manager for a large corporation. His department re-
ceived requests to fi x toilets and air conditioners. Rather than just seeing this as 
menial work, the manager framed it for employees in a way that inspired them. 
He told them people’s feelings about their work environment were important 
to them personally and to the organization, and employees in his department 
had the chance to “use physical space to make people feel good.” Department 
employees started planting fl owers outside offi ce windows and created an envi-
ronment that lifted people’s spirits.34 In innovative companies, every group or 
department creates its own vision, as long as the vision is in line with the overall 
company’s direction.

When every person understands and embraces a vision, the organization be-
comes self-adapting. Although each individual acts independently, everyone is 
working in the same direction. In the new sciences, this is called the principle of 
self-reference. Self-reference means that each element in a system will serve the 
goals of the whole system when the elements are imprinted with an understanding 
of the whole. Thus, the vision serves to direct and control people for the good of 
themselves and the organization.

To develop a shared vision, leaders share their personal visions with oth-
ers and encourage others to express their dreams for the future. This requires 
openness, good listening skills, and the courage to connect with people on an 
emotional level. A leader’s ultimate responsibility is to be in touch with the 
hopes and dreams that drive employees and fi nd the common ground that binds 
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personal dreams into a shared vision for the organization. As one successful top 
leader put it, “My job, fundamentally, is listening to what the organization is 
trying to say, and then making sure it is forcefully articulated.”35 Another suc-
cessful leader refers to leadership as “discovering the company’s destiny and 
having the courage to follow it.”36

Mission
Mission is not the same thing as a company’s vision, although the two work 
together. The mission is the organization’s core broad purpose and reason for exis-
tence. It defi nes the company’s core values and reason for being, and it provides a 
basis for creating the vision. Whereas vision is an ambitious desire for the future, 
mission is what the organization “stands for” in a larger sense. James Collins 
compares Zenith and Motorola to illustrate the importance of a solid organiza-
tional mission. Both Zenith and Motorola were once successful makers of televi-
sions. Yet while Zenith stayed there, Motorola continued to move forward—to 
making microprocessors, integrated circuits, cellular phones, modems, and other 
products—and became one of the most highly regarded companies in the country. 
The difference is that Motorola defi ned its mission as “applying technology to 
benefi t the public,” not as “making television sets.”37

What Mission Does 
Whereas visions continue to grow and change, the mission persists in the face 
of changing technologies, economic conditions, or other environmental shifts. It 
serves as the glue that holds the organization together in times of change and 
guides strategic choices and decisions about the future. The mission defi nes the 
enduring character—the spiritual DNA—of the organization and can be used as a 
leadership tool to help employees fi nd meaning in their work.38

Recall the discussion of intrinsic rewards from Chapter 8. When people 
connect their jobs to a higher purpose, the work itself becomes a great motiva-
tor. The Gallup organization’s Q12 study, also discussed in Chapter 8, has found 
that when employees believe the company’s mission makes their job important, 
they are typically more engaged with their work, feel a greater sense of pride 
and loyalty, and are more productive. Exhibit 13.4 compares the Gallup results 
for those who agree that the mission makes their job important to those who 
do not feel that the mission of the company makes their job important. The 
 differences are quite striking. For example, 60 percent of respondents who 
agreed that the mission makes their job important reported feeling engaged 
with their work, whereas none of the respondents who disagreed felt engaged with 
their work. Sixty-six percent would recommend their company’s products or 
services, compared to only 20 percent of those who did not believe the mission 
made their job important.39

Typically, the mission is made up of two critical parts: the core values and 
the core purpose. The core values guide the  organization “no matter what.” 
As Ralph Larsen, former CEO of Johnson & Johnson, explained it, “The core 
values embodied in our credo might be a competitive advantage, but that is not 
why we have them. We have them because they defi ne for us what we stand 
for, and we would hold them even if they became a  competitive disadvantage 
in certain situations.”40 Johnson & Johnson’s core values led the company, for 
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example, to voluntarily remove Tylenol from the market after the cyanide poi-
soning of some Tylenol capsule users, even though this act cost the company 
more than $100 million.

The mission also includes the company’s core purpose. The core 
values and core purpose are frequently expressed in a mission state-
ment. Exhibit 13.5 shows the vision, mission, and core values of 
 DuPont Canada. Consider how DuPont’s specifi c vision grows out 
of the company’s mission and works with it.

A Framework for Noble Purpose
An effective mission statement doesn’t just describe products or ser-
vices; it captures people’s idealistic motivations for why the organi-

zation exists. Most successful companies have missions that proclaim a noble 
purpose of some type, such as Motorola’s “applying technology to benefi t the 
public,” Mary Kay’s “to enrich the lives of women,” or Wal-Mart Stores’ “to give 
ordinary folk the chance to buy the same things as rich people.”41

Leaders are responsible for framing a noble purpose that inspires and leads 
followers to high performance and helps the organization maintain a competi-
tive advantage. People like to have a sense that what they are doing matters 
and makes a positive difference in the world. Consider the purpose that inspires 
employees at Genentech, which topped Fortune magazine’s list of the 100 Best 
Companies to Work For in 2006.

Genentech

Genentech was the world’s fi rst biotechnology company, and after 29 years it is 
the brightest star in the burgeoning industry. The company’s core purpose, which 
imbues employees with idealism, has a lot to do with its success. Genentech’s 
motto, In Business For Life, captures its mission to use human genetic information 
to develop medicines for serious and life-threatening diseases.

Exhibit 13.4 The Power of a Strong Mission

Percentage of employees who:

are engaged with work

say they are paid appropriately

plan to be with the company
one year from now

would recommend their company
as a place to work

would recommend the company’s
products and services

Agree that the company mission makes their job important

Disagree that the company mission makes their job important

0% 10 20 30 40 50 60 70 80 90 100%

60%

82%

63%

0%

10%

20%
66%

27%

47%

6%

Source: Susan Ellingwood, “On a Mission,” Gallup Management Journal (Winter 2001), pp. 6–7.
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Employees say they work at the company because it gives them a chance to 
make a difference. Scientists and researchers have the time, freedom, and support 
at Genentech to answer big research questions that could have a big impact on cur-
ing diseases such as cancer. Genentech puts great effort into attracting people with 
a passion for science and a commitment to improving human life. It can take several 
visits and as many as 20 interviews to land a job. Part of the process is designed to 
screen out those who are preoccupied with salary, title, and personal advancement. 
CEO Art Levinson emphasizes that people who need to feel special with assigned 
parking spaces and executive dining rooms won’t fi t in at Genentech.

Genentech managers by no means consider the company a philanthropy. They 
are focused on growth and profi ts as much as any other business. However, as 
Levinson puts it: “At the end of the day, we want to make drugs that really matter. 
That’s the transcendent issue.”42
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Exhibit 13.5 Mission, Vision, and Values of DuPont Canada

Our Mission

Our Vision

Our Core Values

Life. Improved by DuPont Science

DuPont Mission, Vision, and Values

Sustainable Growth: Increasing shareholder and societal value while reducing our environmental
footprint.

Our vision is to be the world’s most dynamic science company, creating sustainable solutions essential
to a better, safer, healthier life for people everywhere.

We will be a pacesetter in improving every aspect of our operations with a total commitment to
meeting the needs of our customers in Canada and abroad with continuosly improving, high-value
offerings.

Safety, concern and care for people, protection of the environment, and personal and corporate
integrity are this company’s highest values, and we will not compromise them.

Source: “DuPont Mission, Vision, and Values,” DuPont Canada Website, “Our Company; Company at a Glance: Our Mission, Vision, Values,” 
accessed on April 10, 2007 at http://www2.dupont.com/Our_Company/en_CA/glance/vision/

http://www2.dupont.com/Our_Company/en_CA/glance/vision/
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It is easy to understand how employees at Genentech can feel that they are 
serving a noble purpose. But what about a mutual fund company, a fashion re-
tailer, or a soft drink manufacturer? Leaders in any type of organization can tap 
into people’s desire to contribute and make a difference.43 Exhibit 13.6 describes 
four basic approaches leaders take in framing an organizational purpose that 
helps people feel that their work is worthwhile. Each of these approaches is de-
scribed in more detail below.

Discovery Many people are inspired by the opportunity to fi nd or create 
something new. Discovery for its own sake can serve as a noble purpose, as it 
does for employees at 3M, where researchers are given time to explore ideas 
and work on their own projects. Another example is Google, where people are 
energized by the psychic rewards they get from working on intellectually stim-
ulating and challenging technical problems.44 Leaders at Samsung Electronics 
have reenergized the company by focusing employees on discovery rather than 
imitation, aiming to transform Samsung into a world-class innovator rather 
than a manufacturer known for cheap, low-quality knockoffs. This shift in 
purpose has led to amazing results.45 Samsung’s record of innovation will be 
discussed in more detail in Chapter 15. This type of purpose inspires people 
to see the adventure in their work and experience the joy of a pioneering or 
entrepreneurial spirit.

Excellence With this approach, leaders focus people on being the best, both 
on an individual and an organizational level. Excellence is defi ned by the work 
itself rather than by customers. Indeed, organizations that pursue excellence 
would rather turn customers away than compromise their quality. Apple, for 
instance, has always built high-quality, cleverly designed computers, yet it holds 
less than 5 percent of the personal computer market. Leaders would like to in-
crease their share of the market, but they aren’t willing to sacrifi ce their commit-
ment to high quality and what they consider superior technology.46 In companies 
with excellence as a guiding purpose, managers and employees are treated as 
valuable resources and provided with support to perform at their peak. People 
are motivated by the opportunity to experience intrinsic rewards and personal 
fulfi llment.

Altruism Many nonprofi t organizations are based on a noble purpose of altruism, 
but businesses can use this approach as well. Recall the examples of employees at 

Source: Nikos Mourkogiannis, Purpose: The Starting Point of Great Companies (New York: Palgrave Macmillan, 
2006); and Nikos Mourkogiannis, “The Realist’s Guide to Moral Purpose,” Strategy + Business Issue 41 (Winter 
2005), pp. 42–53.

Exhibit 13.6 A Leader’s Framework for Noble Purpose

Purpose Description Basis for Action Examples

Discovery Finding the new Pioneer, entrepreneur IBM, 3M, Virgin
Excellence Being the best Fulfillment Berkshire Hathaway,

 Apple, BMW
Altruism Providing service Happiness ServiceMaster, Wal-Mart
Heroism Being effective Achievement Microsoft, Dell,

 ExxonMobil
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 ServiceMaster from Chapter 6 and from earlier in this chapter. One of  ServiceMaster’s 
core values is to treat employees with respect and help low-skilled manual 
workers see the worth and dignity of their service to society. Similarly, leaders 
at Dollar General emphasize the purpose of giving low-income people a good 
deal, not just making sales and profi ts. Any company that puts a high premium 
on customer service can be considered to fall in this category as well. Marriott 
encapsulates its purpose in the slogan, “The Spirit to Serve.”47 The basis of ac-
tion for this type of purpose is to increase personal happiness. Most people feel 
good when they are doing something to help others or make their communities 
or the world a better place.

Heroism The fi nal category, heroism, means the company’s purpose is based on 
being strong, aggressive, and effective. Companies with this basis of noble purpose 
often refl ect almost an obsession with winning. Bill Gates imbued Microsoft with 
a goal of putting the Windows operating system into every personal computer, 
for example.48 At General Electric, former CEO Jack Welch wanted the company 
to strive to be number one or number two in each industry in which it did busi-
ness. As another example, Southwest Airlines was founded with a heroic goal of 
winning against much larger competitors such as American and Delta. With this 
approach, the basis of action is people’s desire to achieve and to experience self-
effi cacy, as described in Chapter 8. People want to feel capable of being effective 
and producing results.

Companies that remain successful over the long term have top execu-
tives who lead with a noble purpose. A well-chosen noble purpose taps into 
the  emotions and instincts of employees and customers and can contribute to 
better morale, greater innovativeness, and higher employee and organizational 
 performance.

Strategy in Action
Strong missions that refl ect a noble purpose and guiding visions are both impor-
tant, but they are not enough alone to make strong, powerful organizations. For 
organizations to succeed, they need ways to translate vision, values, and purpose 
into action, which is the role of strategy. Formulating strategy is the hard, serious 
work of taking a specifi c step toward the future. Strategic management is the set of 
decisions and actions used to formulate and implement specifi c strategies that will 
achieve a competitively superior fi t between the organization and its environment 
so as to achieve organizational goals.49 It is the leader’s job to fi nd this fi t and 
translate it into action.

Deciding Where to Go 
Strategy can be defi ned as the general plan of action that describes resource al-
location and other activities for dealing with the environment and helping the 
organization attain its goals. In formulating strategy, leaders ask questions such as 
“Where is the organization now? Where does the organization want to be? What 
changes and trends are occurring in the competitive environment? What courses 
of action can help us achieve our vision?”

Developing effective strategy requires actively listening to people both in-
side and outside the organization, as well as examining trends and discontinui-
ties in the environment that can be used to gain an edge. Rather than reacting to 
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 environmental changes, strategic leaders study the events that have already taken 
place and act based on their anticipation of what the future might be like.50 An 
example is Progressive Insurance, which was the fi rst to offer rate quotes online. 
Other companies had the same information about the growth of personal com-
puters and the Internet, but they didn’t interpret it in the same way or formulate 
the same strategy for taking advantage of the new technology. Good leaders an-
ticipate, look ahead, and prepare for the future based on trends they see in the 
environment today, which often requires radical thinking. The Leader’s Bookshelf 
describes a successful application of radical thinking in the Oakland A’s baseball 
team.

Innovative thinking carries a lot of risk. Sometimes leaders have to shift their 
strategy several times before they get it right.51 In addition, strategy necessar-
ily changes over time to fi t shifting environmental conditions. To improve the 
chances for success, leaders develop strategies that focus on three qualities: core 
competence, developing synergy, and creating value for customers.

An organization’s core competence is something the organization does extremely 
well in comparison to competitors. Leaders try to identify the organization’s 
unique strengths—what makes their organization different from others in the in-
dustry. L.L. Bean succeeds with a core competence of excellent customer service 
and a quality guarantee. A customer can return a purchase at any time and get 
a refund or exchange, no questions asked. One story told about the company is 
that a manager approached a young boy with his mother and commented that his 
L.L. Bean jacket was frayed at the sleeves and collar. The mother commented that 
it was no wonder considering how much he had worn it, but the manager said, 
“That shouldn’t happen; we need to replace that for you.”52

Synergy occurs when organizational parts interact to produce a joint effect 
that is greater than the sum of the parts acting alone. As a result the organization 
may attain a special advantage with respect to cost, market power, technology, 
or employee skills. One way companies gain synergy is through alliances and 
partnerships. North General Hospital, a small community hospital in  Harlem 
that caters mostly to the poor and elderly, had lost money every year since it 
was founded in 1979—until 2005, when leaders focused on a new strategy that 

included an alliance with Mount Sinai Medical Center, one of New York 
City’s most prominent teaching hospitals. In return for an annual 
fee, North General uses Mount Sinai physicians and surgeons who 
perform highly specialized procedures and treat specifi c diseases 
that affect African Americans in high rates. The deal boosts revenue 
for Mount Sinai, as well, and brings in more patients because North 
General acts as a referral service for patients with complex medical 
issues.53

Focusing on core competencies and attaining synergy helps com-
panies create value for their customers. Value can be defi ned as the 

 combination of benefi ts received and costs paid by the customer.54

 Delivering value to the customer is at the heart of strategy. At Pottery Barn, for 
example, president Laura Alber points to a thick, $24 bath towel as an icon of 
what Pottery Barn aspires to: “For us this represents a combination of design, 
quality, and price,” Alber says. “If this were $60, you’d still like it. But at $24, you 
go, ‘This is incredible.’”55

Strategy formulation integrates knowledge of the environment, vision, and mission 
with the company’s core competence in such a way as to achieve synergy and create 
value for customers. When these elements are brought together, the company has 
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an excellent chance to succeed in a competitive environment. But to do so, leaders 
have to ensure that strategies are implemented—that actual behavior within the 
organization refl ects the desired direction.

Deciding How to Get There 
Strategy is implemented through specifi c mechanisms, techniques, or tools for 
directing organizational resources to accomplish strategic goals. This is the basic 
architecture for how things get done in the organization. Strategy implementation is 
the most important as well as the most diffi cult part of strategic management, 
and leaders must carefully and consistently manage the implementation process 
to achieve results.56 One recent survey found that only 57 percent of respond-
ing fi rms reported that managers successfully implemented the new strategies 
they had devised over the past three years.57 Other research has estimated that 

Strategy implementation
putting strategy into action 
by adjusting various parts of 
the organization and directing 
resources to accomplish 
strategic goals

Strategy implementation
putting strategy into action 
by adjusting various parts of 
the organization and directing 
resources to accomplish 
strategic goals

G
et

ty
 Im

ag
es

by Michael Lewis

Leader’s Bookshelf

How do you turn a bunch of undervalued baseball players, 
many of them deemed unfit for the big leagues, into one 
of the Major League’s most successful franchises? The 
Oakland A’s general manager Billy Beane did it by hav-
ing a different vision than the rest of the pack. Beane’s 
unique vision and strategy built one of Major League 
Baseball’s winningest teams with one of its smallest 
budgets. Unlike successful teams such as the New York 
Yankees, which can afford to lavish millions on high-
profile free-agents, Beane looks for the hidden talents 
among unwanted or undiscovered players.

FINDING A DIAMOND IN THE ROUGH
Beane’s skill at finding baseball’s hidden gems comes 
partly from his own rocky experiences as a big-league 
outfielder, where he learned that there’s more to being 
a good ball player than raw talent. The other part is his 
unique vision and strategy for fielding a ball team. Here 
are some of Beane’s guiding principles:

• Buy low and sell high. Beane and his managers look 
for players at all levels—from high school and college 
to the minor and major leagues—who are undervalued 
by others, whether because of a quirk in their play-
ing style or other managers’ narrow mindsets. When 
other managers don’t see a player’s potential, Beane 
can swoop in and get him for a bargain. Then, he has 
the discipline and sense of timing to trade a player 
once he’s turned him into a star who is highly desired 
by other teams. Beane picks up several new, low-cost 
players with combined talents that roughly equal that 
of the player traded.

• Forget the traditional measures. In choosing players, 
Beane makes much greater use of sophisticated sta-
tistical analysis than other general managers, and he 
looks at different measures. For example, he favors 
stats such as on-base percentage over batting aver-
age. Beane believes the ability to get on base—even 
with a walk—is a valuable long-term asset, whereas 
traditional measures such as batting average or base 
steals may mean nothing over the long haul.

• The stats always rule. Scouting is de-emphasized in 
Oakland. Other managers sometimes reject a player 
because he doesn’t “look” like a major leaguer, but 
not Beane. If the statistics say an overweight college 
catcher that nobody else wants should be a number one 
draft pick, Beane goes for it. One player was signed on 
without anyone from the A’s ever seeing him.

THINKING RADICALLY
The new statistical models and sophisticated tools Beane 
is using to spot high-potential players have been around 
for years, but they were used mostly by amateur baseball 
enthusiasts: software engineers, statisticians, Wall Street 
analysts, lawyers, physics professors, and just run-of-the-mill 
geeks. Billy Beane looked at the cache of numbers com-
piled over the years and saw a new vision: the traditional 
yardsticks of success for baseball players are fatally flawed. 
By thinking differently and paying attention to obscure num-
bers, Beane has built a highly successful organization—and 
perhaps revolutionized baseball management.

Moneyball: The Art of Winning an Unfair Game, by Michael Lewis, is 
published by W. W. Norton & Company.

405



406 PART 5: THE LEADER AS SOCIAL ARCHITECT

as much as 70 percent of all business strategies never get implemented, refl ecting 
the complexity of strategy implementation.58

Strategy implementation involves using several tools or parts of the organiza-
tion that can be adjusted to put strategy into action. Strong leadership is one of 
the most important tools for strategy implementation. Follower support for the 
strategic plan is essential for successful implementation, and leaders create the en-
vironment that determines whether people understand and feel committed to the 
company’s strategic direction. People who feel trust in their leaders and commit-
ment to the organization are typically more supportive of strategy and put forth 
more effort to implement strategic decisions.59

As an example of using leadership in strategy implementation, the manager 
of a department store might implement a strategy of better customer service by 
pumping up morale, encouraging greater interaction with customers, being phys-
ically present on the sales fl oor, and speaking enthusiastically with  employees 
about providing quality service. Strategy is also implemented through organiza-
tional elements such as structural design, pay or reward systems, budget alloca-
tions, and organizational rules, policies, or procedures. Leaders are responsible 
for making decisions about changes in structure, systems, policies, and so forth, 
to support the company’s strategic direction. When she was  general manager 
of the Applebee’s Neighborhood Grill & Bar in Mankato, Minnesota, Lisa 
 Hofferbert implemented a strategy of increased sales by budgeting for news-
paper and radio ads asking customers to help the store break a sales record, 
designing daily incentive-based contests for employees, redesigning employee 
parking policies to give greater access for customers to park near the store, and 
making the sales target a mandatory topic on the agenda for every staff meeting. 
These changes, combined with Hofferbert’s inspirational leadership and com-
mitment to taking care of her employees, helped the store meet her ambitious 
goal of $3 million in sales for the year.60

Leaders make decisions every day—some large and some small—that 
support company strategy. Exhibit 13.7 provides a simplifi ed model for how 
leaders make strategic decisions. The two dimensions considered are whether 
a particular choice will have a high or low strategic impact on the business 

Source: Adapted from Amir Hartman and John Sifonis, wtih John Kador, Net Ready: Strategies for the 
New E-conomy (McGraw-Hill, 2000), p. 95.

Exhibit 13.7 Making Strategic Decisions
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and whether implementation of the decision will be easy or diffi cult. A change 
that both produces a high strategic impact and is easy to implement would 
be a leader’s fi rst choice for putting strategy into action. For example, leaders 
at Payless ShoeSource have shifted the company’s strategy to try to appeal to 
young,  fashion-conscious women with trendier shoes at reasonable prices, or as 
CEO Matt Rubel puts it, to “democratize fashion.” One of the fi rst steps leaders 
took was to give the stores a new look. The tall, crowded wire racks have been 
replaced with low countertops and displays arranged by fashion rather than by 
size. The walls are curved to give a feeling of movement and energy. Even the 
lighting is strategic. Modern white ceiling lamps brighten the whole store and 
accent lamps highlight the higher-fashion items. “It makes a $12 shoe look like 
a $20 shoe,” says Rubel. It’s too early to tell if Payless’s move into fashion is a 
success, but the redesign of stores is already having a big strategic impact. As 
one fashion-conscious shopper said, “Everything looks so much nicer. Is this 
Payless?”61

Some strategic decisions, however, are much more diffi cult to implement. For 
example, pursuing growth through mergers and acquisitions can present dif-
fi culties of blending production processes, accounting procedures, corporate 
 cultures, and other aspects of the organizations into an effectively functioning 
whole. Structural reorganizations, such as a shift to horizontal teams or breaking 
a  corporation into separate divisions, is another example of a high-risk decision. 
Leaders frequently initiate major changes despite the risks and diffi culties because 
the potential strategic payoff is very high.

Leaders also sometimes pursue activities that have a low strategic impact 
but which are relatively easy to implement. Incremental improvements in prod-
ucts, work processes, or techniques are examples. Over time, incremental im-
provements can have an important effect on the organization. In addition, small 
changes can sometimes be needed to symbolize improvement and success to peo-
ple within the organization. It may be important for leaders to produce quick, 
highly visible improvements to boost morale, keep people committed to larger 
changes, or keep followers focused on the vision. For example, the manager of a 
purchasing department wanted to re-engineer the purchasing process to increase 
effi ciency and improve relationships with suppliers. He wanted requisitions and 
invoices to be processed within days rather than the several weeks it had been 
taking. Employees were skeptical that the department could ever meet the new 
standards and pointed out that some invoices currently awaiting processing were 
almost two months old. The manager decided to make some simple revisions in 
the fl ow of paperwork and employee duties, which enabled the department to 
process all the old invoices so that no remaining invoice was more than a week 
old. This “small win” energized employees and helped keep them focused on the 
larger goal.62 The positive attitude made implementation of the larger change 
much smoother.

The fi nal category shown in Exhibit 13.7 relates to changes that are both 
diffi cult to implement and have low strategic impact. An illustration of a deci-
sion in this category was the attempt by new management at a highly success-
ful mail-order clothing company to implement teams. In this case, the decision 
was not made to support a new strategic direction but simply to try out a new 
management trend—and it was a miserable failure that cost the organization 
much time, money, and employee goodwill before the teams were fi nally dis-
banded.63 Effective leaders try to avoid making decisions that fall within this 
category.
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The Leader’s Contribution
Although good leadership calls for actively involving everyone, leaders are still 
ultimately responsible for establishing direction through vision and strategy. 
When leadership fails to provide direction, organizations fl ounder. Consider 

the example of Eastern Mountain Sports (EMS), which was founded as 
a sporting goods store selling serious gear for serious outdoor 
enthusiasts. In recent years, leaders decided to spur growth by 
appealing to a broader array of customers, selling fl eece jackets, 
khaki slacks, and cotton sweaters to soccer moms and dads. In the 
process, EMS lost most of its core customers and became nothing 
more than a fuzzy also-ran in the outdoor retail industry. Since Will 
Manzer came in as CEO, he has been striving to provide EMS with 
a more coherent and focused strategic direction. “EMS wasn’t safe,” 

Manzer says. “It wasn’t clear and it wasn’t differentiated. If we’re not 
precise in our answer to the outdoor athlete, then we mean nothing 
to anybody.”64

Stimulating Vision and Action
In the waiting lounge of a fi ne lakeside restaurant a sign reads, “Where there is 
no hope in the future, there is no power in the present.” The owner explains its 
presence there by telling the story of how his small, picturesque village with 
its homes and businesses was sacrifi ced to make way for a fl ood-control project. 
After losing their fi ght to reverse the decision, most business leaders simply let 
their businesses decline and die. Soon, the only people who came to the village did 
so to eat at the cheery little diner, whose owner became the butt of jokes because 
he continued to work so hard. Everyone laughed when he chose to open a larger 
and fancier restaurant on the hill behind the village. Yet, when the fl ood-control 
project was fi nally completed, he had the only attractive restaurant on the edge of 
a beautiful, newly constructed lake that drew many tourists. Anyone could have 
found out, as he did, where the edge of the lake would be, yet most of the busi-
ness owners had no vision for the future. The restaurant owner had a vision and 
he took action on it.

Hopes and dreams for the future are what keep people moving forward. 
However, for leaders to make a real difference, they have to link those dreams 
with strategic actions. Vision has to be translated into specifi c goals, objectives, 
and plans so that employees know how to move toward the desired future. An old 
English churchyard saying applies to organizations as it does to life:

Life without vision is drudgery.

Vision without action is but an empty dream.

Action guided by vision is joy and the hope of the earth.65

Exhibit 13.8 illustrates four possibilities of leadership in providing direc-
tion. Four types of leaders are described based on their attention to vision and 
attention to action. The person who is low both on providing vision and stimu-
lating action is uninvolved, not really a leader at all. The leader who is all action 
and little vision is a doer. He or she may be a hard worker and dedicated to 
the job and the organization, but the doer is working blind. Without a sense of 
purpose and direction, activities have no real meaning and do not truly serve the 
organization, the employees, or the community. The dreamer, on the other hand, 
is good at providing a big idea with meaning for self and others. This leader may 

Action MemoStrategic management is one of the most 
critical jobs of a leader, but leaders may 

exhibit different strategy styles that can 
be effective. Leader’s Self-Insight 13.3 lets 

you determine your strengths based on two 
important ways leaders can bring creativity 

to strategic management.



effectively inspire others with a vision, yet he or she is weak on  implementing 
strategic action. The vision in this case is only a dream, a fantasy, because it 
has little chance of ever becoming reality. To be an effective leader, one both 
dreams big and transforms those dreams into signifi cant strategic action, either 
through his or her own activities or by hiring other leaders who can effectively 

Leader’s Self-Insight 13.3
Your Strategy Style

Think about how you handle challenges and issues in 
your current or a recent job. Then circle a or b for each 
item below depending on which is generally more 
descriptive of your behavior. There are no right or wrong 
answers. Respond to each item as it best describes how 
you respond to work situations.

 1. When keeping records, I tend to
  a. be very careful about documentation.
  b. be more haphazard about documentation.
 2. If I run a group or a project, I
  a. have the general idea and let others figure out how 

to do the tasks.
  b. try to figure out specific goals, time lines, and 

expected outcomes.
 3. My thinking style could be more accurately described as
  a. linear thinker, going from A to B to C.
  b. thinking like a grasshopper, hopping from one idea 

to another.
 4. In my office or home, things are
  a. here and there in various piles.
  b. laid out neatly or at least in reasonable order.
 5. I take pride in developing
  a. ways to overcome a barrier to a solution.
  b. new hypotheses about the underlying cause of a 

problem.
 6. I can best help strategy by making sure there is
  a. openness to a wide range of assumptions and ideas.
  b. thoroughness when implementing new ideas.
 7. One of my strengths is
  a. commitment to making things work.
  b. commitment to a dream for the future.
 8. For me to work at my best, it is more important to have
  a. autonomy.
  b. certainty.
 9. I work best when
  a. I plan my work ahead of time.
  b. I am free to respond to unplanned situations.
 10. I am most effective when I emphasize
  a. inventing original solutions.
  b. making practical improvements.

Scoring and Interpretation
For Strategic Innovator style, score one point for each 
“a” answer circled for questions 2, 4, 6, 8, and 10 and 
for each “b” answer circled for questions 1, 3, 5, 7, and 
9. For Strategic Adaptor style, score one point for each 
“b” answer circled for questions 2, 4, 6, 8, and 10, and 
for each “a” answer circled for questions 1, 3, 5, 7, and 
9. Which of your two scores is higher and by how much? 
The higher score indicates your Strategy Style.

Strategic Innovator and Strategic Adaptor are two 
important ways leaders bring creativity to strategic 
management. Leaders with an adaptor style tend to 
work within the situation as it is given and improve it by 
making it more efficient and reliable. They succeed by 
building on what they know is true and proven. Leaders 
with the innovator style push toward a new paradigm 
and want to find a new way to do something. Innovators 
like to explore uncharted territory, seek dramatic break-
throughs, and may have difficulty accepting an ongoing 
strategy. Both innovator and adaptor styles are essential 
to strategic management, but with different approaches. 
The strategic adaptor asks, “How can I make this bet-
ter?” The strategic innovator asks, “How can I make this 
different?” Strategic innovators often use their skills in 
the formulation of whole new strategies, and strategic 
adaptors are often associated with strategic improve-
ments and strategy implementation.

If the difference between the two scores is two or 
less, you have a mid-adaptor/innovator style, and work 
well in both arenas. If the difference is 4–6, you have a 
moderately strong style and probably work best in the 
area of your strength. And if the difference is 8–10, you 
have a strong style and almost certainly would want to 
work in the area of your strength rather than in the oppo-
site domain.

Sources: Adapted from Dorothy Marcic and Joe Seltzer, 
Organizational Behavior: Experiences and Cases (Cincinnati: 
South-Western, 1998), pp. 284–287; and William Miller, Innovation 
Styles (Global Creativity Corporation, 1997). The adaptor-innovator 
concepts are from Michael J. Kirton, “Adaptors and Innovators: A 
Description and Measure,” Journal of Applied Psychology 61, no. 5 
(1976), p. 623.
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implement the vision and strategy. For example, Steve Jobs of Apple has been 
hailed as a visionary leader whose dream of merging the worlds of technology 
and creative design keep Apple on the cutting edge. Yet Jobs also understand 
the importance of implementation.

Steve Jobs, Apple

Steve Jobs transformed Apple from a personal computer manufacturer into a domi-
nant force in the digital entertainment business with the creation of the sleek, stylish 
iPod and the iTunes music store, changing the rules of the game in consumer elec-
tronics, entertainment, and software. But now Apple faces growing competition 
from Microsoft, Cingular, and other companies that are coming out with digital play-
ers and launching online music services. Jobs wants to make sure the iPod stays 
a step ahead, and he wants to increase sales of Macintosh computers in direct 
competition with Windows-based systems.

Jobs made a strategic decision in 2001 to get into the retail business in order 
to increase visibility and sales. He hired Ron Johnson, a fast-track Target executive, 
to help create a store experience that would be a physical embodiment of the 
Apple brand. The showcase store in Manhattan, which customers enter through 
a huge glass cube with a suspended Apple logo inside, refl ects the company’s 
reputation for clever design and is open 24 hours a day, seven days a week.

Jobs’s vision broke all the standard rules about computer retailing. For example, 
conventional wisdom says stores selling expensive products like computers that are 
purchased infrequently should be located on inexpensive sites. But Jobs wanted 
to sell digital experiences, not just products. So, rather than building stand-alone 
stores on cheap land, he decided to locate in expensive sites like shopping malls 
and bustling downtown areas. Most employees are not there to sell but rather to 
provide free help on how to use Macintosh computers, iPods, Apple software, and 
accessories like digital cameras. Staff members are paid on salary rather than com-
mission, unlike employees in most other computer retailers, so they don’t feel pres-
sure to push products. Apple stores “can be seen as solution boutiques,” says Ted 
Schadler, an analyst at Forrester Research.

Getting into retailing was risky, but it has paid off. The Apple chain has become 
a retailing phenomenon. Revenue for each square foot at Apple stores last year was 
$2,489, compared to $971 at Best Buy, the huge computer and electronics chain. 
Stores are buzzing with people checking e-mail, browsing the Web, or listening to 
music. Think Starbucks without the lattes. Steve Jobs hopes the “Apple experience” 
can grow as large and powerful as the Starbucks one has.66
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Source: Based on William D. Hitt, The Leader–Manager: Guidelines for Action (Columbus, OH: Battelle Press, 
1988), p. 7.

Exhibit 13.8 Linking Strategic Vision and Strategic Action
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Steve Jobs “felt with every bone in his body that Apple had to do retailing” in 
order to meet it’s strategic goals, says Ron Johnson, the former Target executive 
who is now senior vice president for retail operations at Apple.67 Observers credit 
Jobs with the vision—and with the smarts to hire a talented retailer 
like Johnson to help him achieve it.

How Leaders Decide
To determine strategic direction for the future, leaders look in-
ward, outward, and forward. Leaders scan both the internal and 
external organizational environment to identify trends, threats, 
and opportunities for the organization.

Organizations need both a broad and inspiring vision and an 
underlying plan for how to achieve it. To decide and map a strategic 
direction, leaders strive to develop industry foresight based on trends 
in technology, demographics, government regulation, values and lifestyles that will 
help them identify new competitive advantages. One approach leaders take in set-
ting a course for the future is through hard analysis. Situation analysis, for example, 
includes a search for SWOT—strengths, weaknesses, opportunities, and threats that 
affect organizational performance. Leaders using situation analysis obtain external 
information from a variety of sources, such as customers, government reports, sup-
pliers, consultants, or association meetings. They gather information about inter-
nal strengths and weaknesses from sources such as budgets, fi nancial ratios, profi t 
and loss statements, and employee surveys. Another formula often used by lead-
ers is a fi ve-force analysis developed by Michael Porter, who studied a number of 
businesses and proposed that strategy is often the result of fi ve competitive forces: 
potential new entrants into an industry; the bargaining power of buyers; the bar-
gaining power of suppliers; the threat of substitute products; and rivalry among 
competitors. By carefully examining these fi ve forces, leaders can develop effective 
strategies to remain competitive.

Vision and strategy have to be based on a solid factual foundation, but too much 
rationality can get in the way of creating a compelling vision. Leaders do conduct 
rational analysis, but successful visions also refl ect their personal experiences and 
understandings.68 When leaders rely solely on formal strategic planning, competi-
tor analysis, or market research, they miss new opportunities. Consider that when 
Ted Turner fi rst talked about launching a 24-hour news and information channel 
in the 1970s, many dismissed him as delusional. Every source of conventional wis-
dom, from market research to broadcast professionals, said the vision was crazy 
and bound to fail. Yet Turner looked at emerging social and demographic trends, 
listened to his intuition, and launched a global network that generates 35 percent 
gross margins.69

To formulate a vision, leaders also look inward to their hopes and dreams, 
and they listen to the hopes and dreams of followers. Foresight and the ability to 
see future possibilities emerge not just from traditional strategic planning tools 
and formulas, but from curiosity, instinct and intuition, emotions, deep think-
ing, personal experience, and hope. To connect with people’s deeper yearning for 
something great, vision can transcend the rational. Although it is based on reality, 
it comes from the heart rather than the head.

The Leader’s Impact
When leaders link vision and strategy, they can make a real difference for their 
organization’s future. A leader’s greatest discretion is often over strategic vision 
and strategic action. Research has shown that strategic thinking and planning for 

Action Memo
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big dreams and transforming them into 

signifi cant strategic action.
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the future can positively affect a company’s performance and fi nancial success.70

Another study has shown that as much as 44 percent of the variance in profi tabil-
ity of major fi rms may be attributed to strategic leadership.71

One way leader impact has been evaluated is to examine whether top ex-
ecutive turnover makes a difference. Several studies of chief executive turnover 
have been conducted, including a sample of 167 corporations studied over a 
20-year period, 193 manufacturing companies, a large sample of Methodist 
churches, and retail fi rms in the United Kingdom.72 These studies found that 
leader succession was associated with improved profi ts and stock prices and, 
in the case of churches, with improved attendance, membership, and dona-
tions. Although good economic conditions and industry circumstances play a 
part in improved performance for any organization, the top leader had impact 
beyond these factors. Overall, when research has been carefully done, top leader 
succession typically explains from 20 percent to 45 percent of the variance in 
organizational outcomes.73

More recent research has explored the notion of top leadership teams, as 
opposed to an individual executive. The makeup of the top leadership group is 
believed to affect whether an organization develops organizational capability and 
the ability to exploit strategic opportunities. A team provides diverse aptitudes 
and skills to deal with complex organizational situations. Many researchers be-
lieve the confi guration of the top leadership team to be more important for orga-
nizational success than the characteristics of a single CEO. For example, the size, 
diversity, attitudes, and skills of the team affect patterns of communication and 
collaboration, which, in turn, affect company performance.74

The emerging focus on teams is more realistic in some ways than focusing 
on individual leadership. In a complex environment, a single leader cannot do all 
things. An effective team may have a better chance of identifying and implement-
ing a successful strategy, of discerning an accurate interpretation of the environ-
ment, and of developing internal capability based on empowered employees and 
a shared vision. Without a capable and effectively interacting top leadership team, 
a company may not adapt readily in a shifting environment. Although research 
in the area of leader impact is still relatively limited, it does seem to affi rm the 
belief that the choices leaders make have signifi cant impact on an organization’s 
performance.

Summary and Interpretation 
Leaders establish organizational direction through vision and strategy. They are 
responsible for studying the organization’s environment, considering how it may 
be different in the future, and setting a direction everyone can believe in. The 
shared vision is an attractive, ideal future for the organization that is credible yet 
not readily attainable. A clear, powerful vision links the present and the future by 
showing how present actions and decisions can move the organization toward its 
long-range goals. Vision energizes employees and gives them an inspiring picture 
of the future to which they are eager to commit themselves. The vision can also 
give meaning to work and establish a standard of excellence by presenting a chal-
lenge that asks all workers to give their best.

The mission includes the company’s core values and its core purpose 
or reason for existence. Visions for the future change, whereas the mission 
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should persist, as a refl ection of the enduring character of the organization. 
Effective leaders frame a noble purpose that inspires followers and helps the 
organization maintain a competitive advantage. To frame an organizational 
purpose that helps people fi nd their work meaningful, leaders can choose 
among four basic concepts as the basis of purpose: discovery, excellence, altru-
ism, and heroism.

Strategy is the serious work of fi guring out how to translate vision and 
mission into action. Strategy is a general plan of action that describes resource 
allocation and other activities for dealing with the environment and helping 
the organization reach its goals. Like vision, strategy changes, but successful 
companies develop strategies that focus on core competence, develop synergy, 
and create value for customers. Strategy is implemented through the systems and 
structures that are the basic architecture for how things get done in the 
 organization.

Leaders decide on direction through rational analysis as well as intuition, per-
sonal experience, and hopes and dreams. Leaders make a real difference for their 
organization only when they link vision to strategic action, so that vision is more 
than just a dream. Superior organizational performance is not a matter of luck. It 
is determined by the decisions leaders make.

Discussion Questions 
 1. A management consultant said that strategic leaders are concerned with vision 

and mission, while strategic managers are concerned with strategy. Do you agree? 
Discuss.

 2. A vision can apply to an individual, a family, a college course, a career, or decorat-
ing an apartment. Think of something you care about for which you want the future 
to be different from the present and write a vision statement for it.

 3. If you worked for a company like Apple or Google that has a strong vision for the 
future, how would that affect you compared to working for a company that did not 
have a vision?

 4. Do you agree with the principle of self-reference? In other words, do you believe if 
people know where the organization is trying to go, they will make decisions that 
support the desired organizational outcome?

 5. What does it mean to say that the vision can include a description of both the jour-
ney and the destination?

 6. Many visions are written and hung on a wall. Do you think this type of vision has 
value? What would be required to imprint the vision within each person?

 7. What is the difference between mission and vision? Can you give an example of 
each?

 8. Do you think every organization needs a noble purpose in order to be successful 
over the long term? Discuss. Name one company that seems to reflect each category 
of noble purpose as defined in the chapter.

 9. Strategic vision and strategic action are both needed for a leader to be effective. 
Which do you think you are better at doing? Why?

10. If a new top leader is hired for a corporation, and performance improves, to what 
extent do you think the new top leader was responsible compared to other factors? 
To what extent do you think a new coach is responsible if her basketball team did 
better after she took over?
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Leadership at Work

Future Thinking
Think of some problem you have in your life right now. It could be any problem you are 
having at school, home, or work that you would like to solve. Write a few words that 
summarize the problem:

Now write brief answers to the following questions for that specific problem. (Do not 
look ahead to the next set of four questions below. This exercise is more effective if the 
questions are seen in sequence.)

 1. Why do I have this problem?

 2. Who/what caused this problem?

 3. What stands in the way of a solution?

 4. How likely is it that I’ll solve this problem?

After you have answered these four questions, write down what are you feeling about 
the problem.

Now, for the same problem, write brief answers to the four questions below.

 1. What do I really want instead of this problem? (Your answer equals your desired 
future outcome.)

 2. How will I know I’ve achieved this future outcome? (What will I see, hear, and feel?)
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 3. What resources do I need to pursue this future outcome?

 4. What is the first step I can take to achieve this outcome?

After you have answered these four questions, what are you feeling about the 
 problem?

The human mind is effective at focusing on problems to diagnose what is wrong and 
who to blame. The first four questions reflect that approach, which is called problem-
focused thinking.

The second set of four questions reflects a different approach, called outcome-directed 
thinking. It focuses the mind on future outcomes and possibilities rather than on the causes 
of the problem. Most people feel more positive emotion, more creative ideas, and more 
optimism about solving the problem after answering the second four questions compared 
to the first four questions. Shifting the mind to the future harnesses the same power that 
a vision has to awaken creativity and inspire people to move forward. Future thinking is 
using the idea of future vision on a small, day-to-day scale.

In Class: This exercise is very effective when each student selects a problem, and 
then students interview each other about their problems. Students should work in pairs—
one acting the role of leader and the other acting as a subordinate. The subordinate 
describes his or her problem (one minute), and then the leader simply asks the first four 
questions above (changing each “I” to “you”) and listens to the answers (four minutes). 
Then the two students can switch leader/subordinate roles and repeat the process for the 
same four questions. The instructor can then gather students’ observations about what 
they felt when answering the four questions.

Then, students can be instructed to find a new partner, and the pairs can again 
adopt the role of leader and subordinate. The subordinate will relate the same prob-
lem as before to the leader, but this time the leader will ask the second four questions 
(outcome-directed thinking, again changing each “I” to “you”). After the subordinate 
answers the four questions, the pair switches leader/subordinate roles and repeats 
the process. Then the instructor can ask for student observations about how they felt 
answering these four questions compared to the first four questions. Generally the 
reaction is quite positive. The key questions for students to consider are: How did the 
questions about future outcomes affect your creative thoughts for solving the problem 
compared to the first four questions that were problem-oriented? As a leader, can you 
use future-oriented questions in your daily life to shape your thinking and the thinking 
of others toward more creative problem solving? Future-oriented thinking is a power-
ful leadership tool.

Sources: This approach to problem solving was developed by Robert P. Bostrom and Victoria K. Clawson 
of Bostrom and Associates, Columbia Missouri, and is based on a write-up appearing in “Inside USAA,” 
(September 11, 1996), pp. 8–10; and Victoria K. Clawson and Robert P. Bostrom, “Research-Driven 
Facilitation Training for Computer-Supported Environments,” Group Decision and Negotiation 5 (1996), 
pp. 7–29.
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Leadership Development: Cases for Analysis

Metropolis Police Department
You are in a hotel room watching the evening news as a local reporter interviews people 
who complain about abuse and mistreatment by police officers. These reports have 
been occurring in the news media with increasing frequency over the last three years. 
Some observers believe the problem is the police department’s authoritarian style. Police 
managers encourage paramilitary values and a “them-against-us” attitude. The police 
orientation has been toward a spit-and-polish force that is efficient and tolerates no 
foolishness. The city believes that a highly professional, aloof police force is the best way 
to keep the city under control. Training emphasizes police techniques, the appropriate 
use of guns, and new technology, but there is no training on dealing with people. Several 
citizens have won large lawsuits against the police force, and many suits originated with 
minority groups. Critics believe the police chief is a major part of the problem. He has 
defended the rough actions of police officers, giving little public credence to complaints 
of abuse. He resists the community-oriented, people-friendly attitudes of other city 
departments. The chief has been considered insensitive toward minorities and has been 
heard to make disparaging public comments about African-Americans, women, and 
Hispanics.

One vocal critic alleges that police brutality depends on the vision and moral leader-
ship set by the chief of police and lays responsibility for incidents of abuse on the current 
chief. Another critic believes there is a relationship between his intemperate remarks and 
the actions of police officers.

The reason you are in Metropolis, watching the news in a hotel room, is that you 
have been invited to interview for the job of police chief. The mayor and selected council 
members are preparing to fire the chief and name a replacement. You are thinking about 
what you would do if you took the job.

QUESTIONS

 1. Identify themes that you would like to make a part of your vision for the police 
department.

 2. If you get the job, how will you gain acceptance for your vision? How will you 
implement changes that will support the new vision and values?

 3. Would you relish the challenge of becoming police chief of Metropolis? Why or 
why not?

The Visionary Leader
When Frank Coleman first began his job as president of Hi-Tech Aerostructures, most 
managers and employees felt a surge of hope and excitement. Hi-Tech Aerostructures 
is a 50-year-old family-owned manufacturing company that produces parts for the air-
craft industry. The founder and owner had served as president until his health began 
to decline, and he felt the need to bring in someone from outside the company to get a 
fresh perspective. It was certainly needed. Over the past several years, Hi-Tech had just 
been stumbling along.

Coleman came to the company from a smaller business, but one with excellent cre-
dentials as a leader in advanced aircraft technology. He had a vision for transforming 
Hi-Tech into a world-class manufacturing facility. In addition to implementing cutting-
edge technology, the vision included transforming the sleepy, paternalistic culture to a 
more dynamic, adaptive one and empowering employees to take a more active, responsible 
role in the organization. After years of just doing the same old thing day after day, vice 
president David Deacon was delighted with the new president and thrilled when Coleman 
asked him to head up the transformation project.
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Deacon and his colleagues spent hours talking with Coleman, listening to him weave 
his ideas about the kind of company Hi-Tech could become. He assured the team that 
the transformation was his highest priority, and inspired them with stories about the 
significant impact they were going to have on the company as well as the entire air-
craft industry. Together, the group crafted a vision statement that was distributed to all 
employees and posted all over the building. At lunchtime, the company cafeteria was 
abuzz with talk about the new vision. And when the young, nattily dressed president 
himself appeared in the cafeteria, as he did once every few weeks, it was almost as if a 
rock star had walked in.

At the team’s first meeting with Coleman, Deacon presented several different ideas 
and concepts they had come up with, explaining the advantages of each for ripping Hi-
Tech out of the past and slamming it jubilantly into the twenty-first century. Nothing, 
however, seemed to live up to Coleman’s ambitions for the project—he thought all the 
suggestions were either too conventional or too confusing. After three hours the team left 
Coleman’s office and went back to the drawing board. Everyone was even more fired up 
after Coleman’s closing remarks about the potential to remake the industry and maybe 
even change the world.

Early the next day, Coleman called Deacon to his office and laid out his own broad 
ideas for how the project should proceed. “Not bad,” thought Deacon, as he took the 
notes and drawings back to the team. “We can take this broad concept and really put 
some plans for action into place.” The team’s work over the next few months was for 
the most part lively and encouraging. Whenever Coleman would attend the meetings, he 
would suggest changes in many of their specific plans and goals, but miraculously, the 
transformation plan began to take shape. The team sent out a final draft to colleagues and 
outside consultants and the feedback was almost entirely positive.

The plan was delivered to Coleman on a Wednesday morning. When Deacon had still 
not heard anything by Friday afternoon, he began to worry. He knew Coleman had been 
busy with a major customer, but the president had indicated his intention to review the 
plan immediately. Finally, at 6 p.m., Coleman called Deacon to his office. “I’m afraid 
we just can’t run with this,” he said, tossing the team’s months of hard work on the desk. 
“It’s just . . . well, just not right for this company.”

Deacon was stunned. And so was the rest of the team when he reported Coleman’s 
reaction. In addition, word was beginning to get out around the company that all was 
not smooth with the transformation project. The cafeteria conversations were now more 
likely to be gripes that nothing was being done to help the company improve. Coleman 
assured the team, however, that his commitment was still strong; they just needed to take 
a different approach. Deacon asked that Coleman attend as many meetings as he could to 
help keep the team on the right track. Nearly a year later, the team waited in anticipation 
for Coleman’s response to the revised proposal.

Coleman called Deacon at home on Friday night. “Let’s meet on this project first 
thing Monday morning,” he began. “I think we need to make a few adjustments. Looks 
like we’re more or less headed in the right direction, though.” Deacon felt like crying as 
he hung up the phone. All that time and work. He knew what he could expect on Monday 
morning. Coleman would lay out his vision and ask the team to start over.

Sources: Based on “The Vision Failed,” Case 8.1 in Peter G. Northouse, Leadership—Theory and Practice, 2nd ed. 
(Thousand Oaks, CA: Sage, 2001), pp. 150–151; and Joe Kay, “My Year at a Big High Tech Company,” Forbes 
ASAP (May 29, 2000), pp. 195–198; “Digital Diary (My Year at a Big High Tech Company),” http://www.forbes.
com/asap/2000/ accessed on November 19, 2000; and “Digital Diary, Part Two: The Miracle,” Forbes ASAP 
(August 21, 2000), pp. 187–190.

QUESTIONS

 1. How effective would you rate Coleman as a visionary leader? Discuss.

 2. Where would you place Coleman on the chart of types of leaders in Exhibit 13.8? 
Where would you place Deacon?

 3. If you were Deacon, what would you do?

http://www.forbes.com/asap/2000/
http://www.forbes.com/asap/2000/
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Shaping Culture and Values
Commerce Bank is one of the fastest growing banks in the United States—
but it’s also one of the goofi est places of business you’re likely to fi nd. Com-
merce’s two costumed mascots regularly visit branches and mingle with 
customers at special events. Mr. C, a jolly, oversized, red letter, serves as 
the bank’s walking logo. On “Red Fridays,” Mr. C joins the “Wow Patrol” 
visiting branches and taking photos of staffers and customers. The second 
mascot, Buzz, an exuberant giant bee, also gets in on the act, making sure 
employees are creating buzz within the branches. “It sounds juvenile, but 
people love getting their picture taken with Mr. C,” says John Manning, vice 
president of the Wow Department.

The What Department? “Wow is more than a word around here,” 
Manning emphasizes. “It’s a feeling that you give and get.” That’s right—all 
this silliness has a very serious purpose. Leaders rely on this playful culture 
to create and maintain Commerce Bank’s obsession with customer service. 
In Commerce lingo, that means its focus on “wowing” customers. Through 
the company’s Kill a Stupid Rule program, any employee who identifi es a 
rule that prevents Commerce from wowing customers wins $50. Each week, 
Dr. Wow (no one knows his or her real identity) reviews hundreds of letters 
and e-mails from employees and customers. Branches compete to out-wow 
one another and take home the coveted Hill Cup (named for president and 
CEO Vernon Hill).

Whereas most banks try to steer customers from branches to ATMs and 
online banking, Commerce looks for ways to lure more customers in. Build-
ings are designed to attract visitors, with fl oor-to-ceiling windows and his-
toric murals on the walls. Most are open from 7:30 a.m. to 8:00 p.m. seven 
days a week—and the company’s 10-minute rule means that if you arrive at 
7:20 a.m. or 8:10 p.m. you can still get service.

Commerce Bank’s approach is working. Customers who are tired 
of being treated shabbily by other banks are enamored of Commerce’s 
service and convenience orientation. “There’s a different attitude around 
here, like we’re all in this together,” said one customer. As the organization 
grows, what tools does Commerce plan to use to keep its focus on superior 
service? President and CEO Vernon Hill gives one answer: “Culture, cul-
ture, culture.” Without the wow, he says, Commerce would be just another 
bank.1

Commerce Bank has defi nite cultural values that make it unique in 
the banking industry. New managers and employees who attend sessions 
at Commerce University, the bank’s training department inspired by 
McDonald’s Hamburger University, learn that they’ve joined a service cult. 
A one-day course called Traditions—part game show, part training session, 
and part culture festival—begins socializing people into Commerce’s unique 
way of doing things. Weekly activities such as Red Fridays and the care and 
attention of Dr. Wow help to keep the culture strong.

In the previous chapter, we talked about creating a vision that inspires 
and motivates people and defi ning the strategies to help achieve it. Successful 
leaders recognize that culture is a core element in helping the organization 
meet strategic goals and attain the vision. Leaders align people with the  vision 
by infl uencing organizational culture and shaping the environment that de-
termines morale and performance. The nature of the culture is highly impor-
tant because it impacts a company for better or worse. Thriving companies 
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such as Southwest Airlines and Starbucks have often attributed their success 
to the cultures their leaders helped create. Leaders at other companies, includ-
ing Ford Motor Company, Boeing Corporation, and J. C. Penney, are trying to 
shift their cultural values to remain competitive in today’s environment. Many 
leaders recognize that organizational culture is an important mechanism for 
attracting, motivating, and retaining talented employees, a capability that may 
be the single best predictor of overall organizational excellence.2 One long-term 
study discovered that organizations with strong cultures outperform organiza-
tions with weak cultures two-to-one on several primary measures of fi nancial 
performance.3

This chapter explores ideas about organizational culture and values, and the 
role of leaders in shaping them. The fi rst section describes the nature of cor-

porate culture and its importance to organizations. Then we turn 
to a consideration of how shared organizational values can help 
the organization stay competitive and how leaders infl uence cultural 
values for high performance. Leaders emphasize specifi c cultural val-
ues depending on the organization’s situation. The fi nal section of the 
chapter briefl y discusses ethical and spiritual values and how values-
based leadership shapes an organization’s  cultural atmosphere.

Organizational Culture
As uncertainty and global competition has grown, the concept of culture has 
become increasingly important to organizational leaders because the new envi-
ronment often calls for new values and ways of doing things. Most leaders now 
understand that when a company’s culture fi ts the needs of its external environ-
ment and company strategy, employees can create an organization that is tough 
to beat.4

What Is Culture?
Some people think of culture as the character or personality of an organization. 
How an organization looks and “feels” when you enter it is a manifestation of 
the organizational culture. For example, you might visit one company where 
you get a sense of formality the minute you walk in the door. Desks are neat 
and orderly, employees wear professional business attire, and there are few per-
sonal items such as family photos or other decorations on walls and desks. At 
another company, employees may be wearing jeans and sweaters, have empty 
pizza boxes and cola cans on their desks, and bring their dogs to work with 
them. Both companies may be highly successful, but the underlying cultures are 
very different.

Culture can be defi ned as the set of key values, assumptions, understandings, 
and norms that is shared by members of an organization and taught to new 
members as correct.5 Norms are shared standards that defi ne what behaviors are 
acceptable and desirable within a group of people. At its most basic, culture is a 
pattern of shared assumptions about how things are done in an organization. As 
organizational members cope with internal and external problems, they develop 
shared assumptions and norms of behavior that are taught to new members as the 
correct way to think, feel, and act in relation to those problems.6

Culture can be thought of as consisting of three levels, as illustrated in 
Exhibit 14.1, with each level becoming less obvious.7 At the surface level are 
visible artifacts, such as manner of dress, patterns of behavior, physical symbols, 
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Action MemoComplete Leader’s Self-Insight 14.1, “How 
Spiritual are You,” before reading the rest 

of this chapter.



Action Memo

Networking is a vital part of leadership 

information sharing. Answer the questions 

in Leader’s Self-Insight 9.1 to learn whether 

you network with other people similar to 

what successful leaders do.

Think about your current life. Indicate whether each item 
below is Mostly False or Mostly True for you.

Mostly 
False

Mostly 
True

1. I often reflect on the meaning 
of life. _______ _______

2. I want to find a community where 
I can grow spiritually. _______ _______

3. I have made real personal 
sacrifices in order to make the 
world a better place. _______ _______

4. Sometimes when I look at an 
ordinary thing I feel that I am 
seeing it fresh for the first time. _______ _______

5. I sometimes have unexpected 
flashes of insight or understand-
ing while relaxing. _______ _______

6. It is important to me to find 
meaning and mission in the 
world. _______ _______

7. I often feel a strong sense of 
unity or connection with all the 
people around me. _______ _______

8. I have had experiences that 
made my role in life clear to me. _______ _______

Leader’s Self-Insight 14.1
9. After reflecting on something 

for a long time, I have learned to 
trust my feelings rather than logi-
cal reasons. _______ _______

10. I am often transfixed by loveli-
ness in nature. _______ _______

Scoring and Interpretation
Spiritual leadership engages people in higher values and 
mission, and tries to create a corporate culture based 
on love and community rather than fear and separation. 
Spiritual leadership is not for everyone, but when spiritual 
ideals guide a leader’s behavior, an excellent culture can 
be created. Values-based and spiritual leadership are dis-
cussed later in the chapter.

Add the number of Mostly True answers above for 
your score: ______. A score of 7 or above indicates that 
you are highly spiritual and will likely become a values-
based or spiritual leader. A score of 4–6 would suggest 
that you are spiritually average. A score of 0–3 means 
that you may be skeptical about developing spiritual 
awareness.

Source: Kirsi Tirri, Petri Nokelainen, and Martin Ubani, “Conceptual 
Definition and Empirical Validation of the Spiritual Sensitivity Scale,” 
Journal of Empicial Theology 19, no. 1 (2006), pp. 37–62; and 
Jeffrey Kluger, “Is God in Our Genes?” Time (October 25, 2004), 
pp. 62–72. 

Exhibit 14.1 Levels of Corporate Culture

Culture that can
be seen at the
surface level

Visible

Invisible
Deeper values

and shared
understandings

held by
organization

members

1. Artifacts, such as dress, 
office layout, symbols,
slogans, ceremonies

2.  Expressed values, such as “The 
Penney Idea,” “The HP Way”

3. Underlying assumptions and deep 
beliefs, such as “people here care 
about one another like a family”
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organizational ceremonies, and offi ce layout—all the things one can see, hear, 
and observe by watching members of the organization. Consider some visible 
 artifacts of culture at John Lewis, one of Britain’s most successful retailers. 
People working in John Lewis stores are typically older than staff members at 
other retailers and are called partners, not employees. Everyone shares in com-
pany profi ts and has a say in how the business is run. The entrance to leaders’ 
offi ces is small and functional rather than ostentatious, and stores exude an air 
of simplicity, calmness, and order.8 At a deeper level of culture are the expressed val-
ues and beliefs, which are not observable but can be discerned from how people 
explain and justify what they do. These are values that members of the organi-
zation hold at a conscious level. For example, John Lewis partners consciously 
know that dependability, service, and quality are highly valued and rewarded in 
the company culture.

Some values become so deeply embedded in a culture that organizational 
members may not be consciously aware of them. These basic, underlying as-
sumptions are the deepest essence of the culture. At John Lewis, these assump-
tions might include (1) that the company cares about its employees as much as 

it expects them to care about customers, (2) that individual em-
ployees should think for themselves and do what they believe is 
right to provide exceptional customer service, and (3) that trust and 
honesty are an essential part of successful business relationships. 
Assumptions generally start out as expressed values, but over time 
they become more deeply embedded and less open to question—

organization members take them for granted and often are not even 
aware of the assumptions that guide their behavior, language, and 
patterns of social  interaction.

Importance of Culture
When people are successful at what they undertake, the ideas and values that led 
to that success become institutionalized as part of the organization’s culture.9

Culture gives employees a sense of organizational identity and generates a com-
mitment to particular values and ways of doing things. Culture serves two impor-
tant functions in organizations: (1) it integrates members so that they know how 
to relate to one another, and (2) it helps the organization adapt to the external 
environment.

Internal Integration Culture helps members develop a collective identity and 
know how to work together effectively. It is culture that guides day-to-day work-
ing relationships and determines how people communicate in the organization, 
what behavior is acceptable or not acceptable, and how power and status are 
allocated. Culture can imprint a set of unwritten rules inside employees’ minds, 
which can be very powerful in determining behavior, thus affecting organizational 
performance.10

Many organizations are putting increased emphasis on developing strong 
cultures that encourage teamwork, collaboration, and mutual trust.11 In an 
 environment of trust, people are more likely to share ideas, be creative, and be 
generous with their knowledge and talents. At the Container Store, a chain of 
retail stores that sells boxes, garbage cans, shelving, and just about anything 
else you might need to organize your home, offi ce, or car, the culture encourages 
 employees to do whatever needs to be done. Simple maxims like “treat people 
the way you want to be treated” and “be helpful to others” are granted policy 
status at the Container Store. Cultural values that promote open communication, 

Action MemoAs a leader, you can pay attention to 
organizational culture and develop an 

awareness of how cultural values, norms, 
and beliefs infl uence people’s behavior in 

the organization.
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 cooperation, and equality have helped the company consistently win top spots 
on Fortune magazine’s list of the best companies to work for in America.12

External Adaptation Culture also determines how the organization meets goals 
and deals with outsiders. The right cultural values can help the organization 
 respond rapidly to customer needs or the moves of a competitor. Culture can 
encourage employee commitment to the core purpose of the organization, its spe-
cifi c goals, and the basic means used to accomplish goals.

The culture should embody the values and assumptions needed by the orga-
nization to succeed in its environment. If the competitive environment requires 
speed and fl exibility, for example, the  culture should embody values that support 
adaptability, collaboration across departments, and a fast response to customer 
needs or environmental changes. Consider how the cultural values at FedEx meet 
the needs of its competitive environment.

Nicky Cava, FedEx

Ever wonder how FedEx consistently manages to get things delivered right on time? 
It’s partly because the company lets its drivers decide the best way to get packages 
where they need to be. Daniel Roth, a writer at Fortune magazine, rode with FedEx 
driver Nicky Cava to get a glimpse of how FedEx operates.

One of the fi rst things Roth noticed was that Cava proudly pointed out “his 
truck.” Drivers feel like owners of their delivery vehicles because once they leave 
the station, they’re their own boss. FedEx believes in effi ciency, but there are 
no monitoring systems tracking where drivers go or how long it takes them to 
get there. All the company cares about is that drivers stay safe and make their 
deliveries fast to the right people. What seemed to Roth, for example, to be un-
necessary circling of the same blocks was actually Cava’s way of calculating in his 
head the best routes to take to make sure he got the priority packages delivered 
on time and still had plenty of time to deliver all his standard packages by the end 
of the day.

FedEx thrives on a culture of innovation and adaptability, and the hands-off 
approach with drivers is an illustration of how leaders encourage and support that 
culture. Decision making is decentralized so that people throughout the company 
can do what is needed to make sure customers are satisfi ed. Promotion from within 
is gospel; every person is valued and seen as a leader with potential to rise through 
the ranks. In addition, managers emphasize listening, so that employees feel free 
to share their ideas for how to do things better or faster. Cross-functional teams 
support collaboration across departments and help to ensure that creative ideas get 
implemented. 

FedEx leaders often attribute their company’s success to front-line employees 
who go above and beyond the call of duty. They instill and support cultural values of 
trust, innovation, risk-taking, and fl exibility, which gives people freedom to explore 
and create. As FedEx driver Cava puts it, “the only way you lose your job at FedEx 
is if you make yourself lose your job.”13 

At FedEx, a strong culture helps bind people together, making the organiza-
tion a community rather than just a collection of individuals. However the culture 
also encourages adaptation to the environment in order to keep the organization 
healthy and profi table. This chapter’s Consider This highlights the importance of 
individual learning and adaptability. Just like people, organizational cultures have 
to grow and change to meet new challenges.
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Culture Strength, Adaptation, and Performance
Culture strength refers to the degree of agreement among employees about the im-
portance of specifi c values and ways of doing things. If widespread consensus 
exists, the culture is strong and cohesive; if little agreement exists, the culture is 
weak.14 The effect of a strong culture is not always a positive one. Sometimes a 
strong culture can encourage the wrong values and cause harm to the organiza-
tion and its members. Think of Enron Corp., which failed largely because of a 
strong culture that supported pushing everything to the limits: business practices, 
rules, personal behavior, and laws. Executives drove expensive cars, challenged 
employees to participate in dangerous competitive behavior, and often celebrated 
big deals by heading off to a bar or club for a night of carousing.15

Thus, a strong culture increases employee cohesion and commitment to the 
values, goals, and strategies of the organization, but companies can sometimes 

Culture strength
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1. You will receive a body.
   You may like it or not, but it will be yours for the entire 

period this time around.
 2. You will learn lessons.
  You are enrolled in a full-time, informal school called life. Each day in this school you 

will have the opportunity to learn lessons. You may like the lessons or think them 
irrelevant and stupid.

 3. There are no mistakes, only lessons.
  Growth is a process of trial and error, experimentation. The “failed” experiments 

are as much a part of the process as the experiment that ultimately “works.”
 4. A lesson is repeated until it is learned.
  A lesson will be presented to you in various forms until you have learned it, then 

you can go on to the next lesson.
 5. Learning lessons does not end.
  There is no part of life that does not contain its lessons. If you are alive, there are 

lessons to be learned.
 6. “There” is no better than “here.”
  When your “there” has become a “here,” you will simply obtain another “there” 

that will, again, look better than “here.”
 7. Others are merely mirrors of you.
  You cannot love or hate something about another person unless it reflects to you 

something you love or hate about yourself.
 8. What you make of your life is up to you.
  You have all the tools and resources you need; what you do with them is up to you. 

The choice is yours.
 9. The answers lie inside you.
  The answers to life’s questions lie inside you. All you need to do is look, listen, and 

trust.
10. Whether you think you can or can’t, in either case you’ll be right.
  Think about it.
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have unethical values or values that are unhealthy for the organization because 
they don’t fi t the needs of the environment. Research at Harvard into some 
200 corporate cultures found that a strong culture does not ensure success 
unless it also encourages a healthy adaptation to the external environment.16

A strong culture that does not encourage adaptation can be more damaging to 
an organization than a weak culture. For example, J. C. Penney Company has a 
deeply-entrenched corporate culture rooted in the company’s 1902 founding as 
“The Golden Rule Store.” Penney’s founder emphasized values such as agreeable-
ness, thriftiness, discipline, and dignity. Over time, these values led to a degree 
of formality and a paternalistic attitude among many managers that prevented 
 employees from proposing changes and participating fully in the organization. 
Only senior managers, for example, were eligible for awards and ceremonies hon-
oring employees for a commitment to service and cooperation. New CEO Mike 
Ullman is trying to shift Penney’s to a more democratic and egalitarian culture, 
emphasizing the use of fi rst names among colleagues and their superiors, selling 
off the company’s art collection and replacing it with photos of rank-and-fi le 
employees, and giving everyone access to all parts of headquarters, including the 
executive suite. Ullman has adapted the company’s core values for modern times 
in a statement called Winning Together Principles. “If I had a choice to honor the 
past and lose, or move forward and win, I pick winning,” Ullman says.17

Adaptive Cultures
As illustrated in Exhibit 14.2, adaptive corporate cultures have 
different values and behavior from unadaptive cultures. In adap-
tive cultures, leaders are concerned with customers and those in-
ternal people, processes, and procedures that bring about useful 
change. In unadaptive cultures, leaders are concerned with them-
selves or their own special projects, and their values tend to discour-
age risk-taking and change. Thus, a strong culture is not enough, 

Action Memo

To improve your understanding of adaptive 

versus unadaptive cultures, go to Leader’s 

Self-Insight 14.2 on page 428 and assess the 

cultural values of a place you have worked.
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 because an unhealthy culture may encourage the organization to march reso-
lutely in the wrong direction. Healthy cultures help companies adapt to the ex-
ternal environment.

An organization’s culture may not always be in alignment with the needs of 
the external environment. The values and ways of doing things may refl ect what 
worked in the past, as they did at J. C. Penney. The difference between desired and 
actual values and behaviors is called the culture gap.18 Many organizations have 
some degree of culture gap, though leaders often fail to realize it. An important 
step toward shifting the culture toward more adaptive values is to recognize when 
people are adhering to the wrong values or when important values are not held 
strongly enough.19

Culture gap
the difference between desired 
and actual values and behaviors

Culture gap
the difference between desired 
and actual values and behaviors

Think of a specific full-time job you have held. Indicate 
whether each item below is Mostly False or Mostly True 
according to your perception of the managers above you 
when you held that job. 

Mostly 
False

Mostly 
True

1. Good ideas got serious con-
sideration from management 
above me. _______ _______

2. Management above me was 
interested in ideas and sugges-
tions from people at my level in 
the organization. _______ _______

3. When suggestions were made 
to management above me, they 
received fair evaluation. _______ _______

4. Management did not expect 
me to challenge or change the 
status quo. _______ _______

5. Management specifically encour-
aged me to bring about improve-
ments in my workplace. _______ _______

6. Management above me took 
action on recommendations 
made from people at my level. _______ _______

7. Management rewarded me for 
correcting problems. _______ _______

8. Management clearly expected 
me to improve work unit proce-
dures and practices. _______ _______

9. I felt free to make recommenda-
tions to management above me 
to change existing practices. _______ _______

Working in an Adaptive Culture
Leader’s Self-Insight 14.2 
10. Good ideas did not get com-

municated upward because 
management above me was not 
very approachable. _______ _______

Scoring and Interpretation
To compute your score: Give yourself one point for each 
Mostly True answer to questions 1, 2, 3, 5, 6, 7, 8, and 9 
and for each Mostly False answer to questions 4 and 10. 
Total points ________.

An adaptive culture is shaped by the values and 
actions of top and middle managers. When managers 
actively encourage and welcome change initiatives from 
below, the organization will be infused with values for 
change. These 10 questions measure your manage-
ment’s openness to change. A typical average score 
for management openness to change is about 4. If your 
average score was 5 or higher, you worked in an organi-
zation that expressed cultural values of adaptation. If your 
average score was 3 or below, the culture was probably 
unadaptive.

Thinking back to your job, was the level of manage-
ment openness to change correct for that organization? 
Why? Compare your score to that of another student, 
and take turns describing what it was like working for 
the managers above you. Do you sense that there is a 
relationship between job satisfaction and management’s 
openness to change? What specific manager characteris-
tics and corporate values accounted for the openness (or 
lack of) in the two jobs?

Sources: S. J. Ashford, N. P. Rothbard, S. K. Piderit, and J. E. Dutton, 
“Out on a Limb: The Role of Context and Impression Management 
in Issue Selling,” Administrative Science Quarterly 43 (1998), 
pp. 23–57; and E. W. Morrison and C. C. Phelps, “Taking Charge at 
Work: Extrarole Efforts to Initiate Workplace Change,” Academy of 
Management Journal 42, (1999), pp. 403–419.
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Culture gaps can be immense, particularly in the case of mergers. Consider 
what happened after Chicago’s Tribune Co. (Chicago Tribune) acquired Times 
Mirror Co. (Los Angeles Times). People at the Times consider the Chicago Tribune 
a provincial newspaper and see their new owners as bean-counters in business suits 
who care little about journalistic excellence. Many people at the Tribune, on the 
other hand, think the Los Angeles Times is arrogant and spoiled. The two sides have 
battled in particular over whether to focus on local news, which the Tribune does, 
at the expense of national and international coverage, which the Times considers 
essential. Trying to merge the two widely different philosophies and cultures has 
exacerbated the troubles both companies were having prior to the acquisition. 
“It’s a tragic, bad marriage,” said Times former editor Dean Baquet.20

Despite the popularity of mergers and acquisitions as a corporate strategy, 
many fail. Almost one-half of all acquired companies are sold within fi ve years, 
and some experts claim that 90 percent of mergers never live up to expectations.21 
One reason for this is the diffi culty of integrating cultures. Organizational leaders 
should remember that the human systems—in particular, the norms and values of 
corporate culture—are what make or break any change initiative. The problem 
of integrating cultures increases in scope and complexity with global companies 
and cross-cultural mergers or acquisitions.

The High-Performance Culture 
Culture plays an important role in creating an organizational climate that enables 
learning and innovative response to challenges, competitive threats, or new op-
portunities. A strong culture that encourages adaptation and change enhances 
organizational performance by energizing and motivating employees, unifying 
people around shared goals and a higher mission, and shaping and guiding em-
ployee behavior so that everyone’s actions are aligned with strategic priorities. 
Thus, creating and infl uencing an adaptive culture is one of the most important 
jobs for organizational leaders. The right culture can drive high performance.22

A number of studies have found a positive relationship between culture 
and performance.23 In Corporate Culture and Performance, Kotter and Heskett 
 provided evidence that companies that intentionally managed cultural values 
outperformed similar companies that did not.24 Some companies have developed 
systematic ways to measure and manage the impact of culture on organizational 
performance. At Caterpillar Inc., leaders used a tool called the Cultural Assessment 
Process (CAP), to give top executives hard data documenting millions of  dollars in 
savings they could attribute directly to cultural factors.25 Even the U.S. govern-
ment is recognizing the link between culture and effectiveness. The U.S.  Offi ce 
of Personnel Management created its Organizational Assessment Survey as a 
way for federal agencies to measure culture factors and shift values toward high 
 performance.26

Strong adaptive cultures that facilitate high performance often incorporate 
the following values:

 1. The whole is more important than the parts and boundaries between parts 
are minimized. People are aware of the whole system, how everything 
fits together, and the relationships among various organizational parts. 
All members consider how their actions affect other parts and the total 
organization. This emphasis on the whole reduces boundaries both within 
the organization and with other companies. Although subcultures may 
form, everyone’s primary attitudes and behaviors reflect the organization’s 
dominant culture. The free flow of people, ideas, and information allows 
coordinated action and continuous learning.
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 2. Equality and trust are primary values. The culture creates a sense of 
community and caring for one another. The organization is a place for 
creating a web of relationships that allows people to take risks and develop 
to their full potential. The emphasis on treating everyone with care and 
respect creates a climate of safety and trust that allows experimentation, 
frequent mistakes, and learning. Managers emphasize honest and open 
communications as a way to build trust.

 3. The culture encourages risk taking, change, and improvement. A basic 
value is to question the status quo. Constant questioning of assumptions 
opens the gates to creativity and improvement. The culture rewards and 
celebrates the creators of new ideas, products, and work processes. To 
symbolize the importance of taking risks, an adaptive culture may also 
reward those who fail in order to learn and grow.

In addition, high-performance cultures emphasize both values and solid busi-
ness performance as the drivers of organizational success. Leaders align values 
with the company’s day-to-day operations—hiring practices, performance man-
agement, budgeting, criteria for promotions and rewards, and so forth. A 2004 
study of corporate values by Booz Allen Hamilton and the Aspen Institute found 
that managers in companies that report superior fi nancial results typically put a 
high emphasis on values and link them directly to the way they run the organiza-
tion.27 A good example is Commerce Bank, which was described in the chapter 
opening example, where recruitment, training, incentives, and other practices are 
tied directly to the cultural values leaders want to encourage.

Cultural Leadership
An organization exists only because of the people who are a part of it, and those 
people both shape and interpret the character and culture of the organization. That 
is, an organization is not a slice of objective reality; different people may perceive 
the organization in different ways and relate to it in different ways. Leaders in par-
ticular formulate a viewpoint about the organization and the values that can help 
people achieve the organization’s mission, vision, and strategic goals. Therefore, 
leaders enact a viewpoint and a set of values that they think are best for helping the 
organization succeed. A primary way in which leaders infl uence norms and values 
to build a high-performance culture is through cultural leadership.

A cultural leader defi nes and uses signals and symbols to infl uence corporate 
culture. Cultural leaders infl uence culture in two key areas:

 1. The cultural leader articulates a vision for the organizational culture that 
employees can believe in. This means the leader defines and communicates 
central values that employees believe in and will rally around. Values are 
tied to a clear and compelling mission, or core purpose.

 2. The cultural leader heeds the day-to-day activities that reinforce the 
cultural vision. The leader makes sure that work procedures and reward 
systems match and reinforce the values. Actions speak louder than words, 
so cultural leaders “walk their talk.”28

For values to guide the organization, leaders model them every day. Canada’s 
WestJet Airlines, which ranked in a survey as having Canada’s most admired 
corporate culture, provides an illustration. Employees (called simply “people” at 
WestJet) regularly see CEO Clive Beddoe and other top leaders putting the values 
of equality, teamwork, participation, and customer service into action. At the end 

Cultural leader
A leader who actively uses 
signals and symbols to infl uence 
corporate culture

Cultural leader
A leader who actively uses 
signals and symbols to infl uence 
corporate culture
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of a fl ight, for example, everyone on hand pitches in to pick up garbage–even the 
CEO. Top executives spend much of their time chatting informally with employ-
ees and customers, and they regularly send notes of thanks to people who have 
gone above and beyond the call of duty. Top executives have been known to visit 
the call center on Christmas Day to pitch in and to thank people for working the 
holiday. Leaders don’t receive perks over and above anyone else. There are no 
assigned parking spaces and no club memberships. Every person at WestJet is 
treated like fi rst-class, exactly the way leaders want employees to 
treat every passenger on a WestJet fl ight.29

Creating and maintaining a high-performance culture is not 
easy in today’s turbulent environment and changing workplace, 
but through their words—and particularly their actions—cultural 
leaders let everyone in the organization know what really counts. 
Some of the mechanisms leaders use to enact cultural values are 
organizational rites and ceremonies, stories, symbols, and special-
ized language. In addition, they emphasize careful selection and 
 socialization of new employees to keep cultures strong. Perhaps most 
importantly, leaders signal the cultural values they want to instill in 
the organization through their day-to-day behavior.

Ceremonies
A ceremony is a planned activity that makes up a special event and is generally 
conducted for the benefi t of an audience. Leaders can schedule ceremonies to 
provide dramatic examples of what the company values. Ceremonies reinforce 
specifi c values, create a bond among employees by allowing them to share an 
important event, and anoint and celebrate employees who symbolize important 
achievements.30

A ceremony often includes the presentation of an award. At Mary Kay 
Cosmetics, one of the most effective companies in the world at using ceremonies, 
leaders hold elaborate award ceremonies at an annual event called “Seminar,” 
presenting jewelry, furs, and luxury cars to high-achieving sales consultants. The 
most successful consultants are introduced by fi lm clips like the ones used to 
present award nominees in the entertainment industry.31 These ceremonies rec-
ognize and celebrate high-performing employees and help bind sales consultants 
together. Even when they know they will not personally be receiving awards, 
consultants look forward to Seminar all year because of the emotional bond it 
creates with others.

Stories
A story is a narrative based on true events that is repeated frequently and shared 
among employees. Stories are told to new employees to illustrate the company’s 
primary values. As we discussed in Chapter 9, storytelling is a powerful way 
to connect with others on an emotional level, and leaders can use stories to 
transmit and reinforce important values and provide a shared meaning for 
organization members. Employees at IBM tell a story about a female security 
supervisor who challenged IBM’s chairman because he didn’t have the proper 
clearance identifi cation to enter a security area. Rather than chastising the of-
fi cer, the chairman thanked her for doing her job.32 One FedEx story concerns 
the driver who had lost the key to a drop box. Not wanting to risk the packages 
being delivered late, he unbolted the box, loaded it in his truck, and hauled 
it back to the station where it could be opened. As the story goes, FedEx re-
warded the driver’s initiative. By telling this story, workers communicate that 
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Action Memo

As a leader, you can build a high-performance 

culture that is strong and adaptive by 

showing concern for customers and other 

stakeholders in the external environment 

and by supporting people and projects that 

bring about useful change. You can be alert 

to culture gaps and infl uence values to 

close them.
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the company stands behind its commitment to values of worker autonomy and 
customer service.

In some cases, stories may not be supported by facts, but they are consis-
tent with the values and beliefs of the organization. At Nordstrom, for example, 
leaders do not deny the story about a customer who got his money back on a 
defective tire, even though Nordstrom does not sell tires. The story reinforces the 
company’s no-questions-asked return policy.33

Symbols
Another tool for conveying cultural values is the symbol. A symbol is an object, act, 
or event that conveys meaning to others. In a sense, stories and ceremonies are 
symbols, but leaders can also use physical artifacts to symbolize important values. 
Recall the earlier example from J. C. Penney, where Mike Ullman is selling the 
company’s expensive art collection and instead putting up photos of employees. 
Ullman wants to symbolize a new cultural value that recognizes the worth of 
front-line employees and considers their efforts and contributions to be the 
lifeblood of the company.

Specialized Language
Language can shape and infl uence organizational values and beliefs. Leaders 
sometimes use slogans or sayings to express key corporate values. Slogans can 
easily be picked up and repeated by employees. For example, at Averitt Express, 
the slogan “Our driving force is people,” applies to customers and employees 
alike. The culture emphasizes that drivers and customers, not top executives, are 
the power that fuels the company’s success.

Leaders also express and reinforce cultural values through written public 
statements, such as corporate mission statements or other formal statements that 
express the core values of the organization. Leaders at Eli Lilly and Company de-
veloped a formal statement of corporate values, including respect for all people, 
honesty and integrity, and striving for continuous improvement.34 Eaton Corpora-
tion’s philosophy statement, called “Excellence Through People,” includes values 
such as encouraging employee involvement in all decisions, regular face-to-face 
communication between executives and employees, emphasizing promotion from 
within, and always focusing on the positive behavior of workers.35

Selection and Socialization 
To maintain cultural values over time, leaders emphasize careful selection and 
socialization of new employees. Companies with strong, healthy cultures, such as 
Genentech, described in the previous chapter, Nordstrom, Southwest Airlines, and 
PSS World Medical, often have rigorous hiring practices. PSS, for example, doesn’t 
call candidates back for follow-up interviews. Requiring the candidate to take 

the initiative through every step of the recruiting and hiring process, which 
takes six to eight weeks, ensures that PSS hires people with the right 
values and attitudes to fi t its achievement-oriented culture.36

Once the right people are hired, the next step is socializing them 
into the culture. Socialization is the process by which a person learns the 

values, norms, perspectives, and expected behaviors that enable him 
or her to successfully participate in the group or organization.37 When 
people are effectively socialized, they “fi t in,” because they understand 
and adopt the norms and values of the group. Socialization is a key lead-
ership tool for transmitting the culture and enabling it to survive over 
time. Leaders act as role models for the values they want new employees 
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to adopt, as well as implement formal training programs, which may include pair-
ing the newcomer with a key employee who embodies the desired values. 

Newcomers learn about values by watching other employees, as well as 
 paying attention to what gets noticed and rewarded by leaders. But good leaders 
don’t leave socialization to chance. At The Walt Disney Company, for example, all 
new employees attend training sessions to learn about Disney’s unique culture, where 
employees are referred to as “cast members,” work either “on stage” or “backstage,” 
and wear “costumes” rather than uniforms. After their initial training, each 
new hire is paired with a role model to continue the socialization process.38 
Starbucks Coffee also emphasizes socialization to maintain its strong culture. CEO 
Howard Schultz compares an employee’s fi rst days with the company to the early 
years of childhood, when you want to instill good values, high self-esteem, and the 
confi dence to begin taking risks and making decisions. Schultz himself welcomes 
each new employee by video, tells about the company’s history and culture, and 
shares some of his own personal experiences at Starbucks. All employees receive 
24 hours of training, during which they talk about the Starbucks mission and 
values and the qualities that make Starbucks a unique company.39 Even though 
Schultz believes an employee’s fi rst two weeks may be the most important, social-
ization also continues throughout an employee’s tenure with the organization.

Formal socialization programs can be highly effective. One study of recruits into 
the British Army surveyed newcomers on their fi rst day and then again eight weeks 
later. Researchers compared the fi ndings to a sample of experienced “insider” sol-
diers and found that after eight weeks of training, the new recruits’ norms and values 
had generally shifted toward those of the insiders.40 Another fi eld study of around 
300 people from a variety of organizations found that formal socialization was associ-
ated with less stress for newcomers, less ambiguity about expected roles and behaviors, 
and greater job satisfaction, commitment, and identifi cation with the organization.41

Daily Actions
One of the most important ways leaders build and maintain the cultures they 
want is by signaling and supporting important cultural values through their 
daily actions. Employees learn what is valued most in a company by watching 
what attitudes and behaviors leaders pay attention to and reward, how leaders 
react to organizational crises, and whether the leader’s own behavior matches 
the espoused values.42 Steel company Nucor’s CEO Daniel DiMicco supports the 
egalitarian cultural values by doing without perks such as an executive jet or as-
signed parking space; and when he takes the last cup of coffee in the break room, 
DiMicco is always careful to brew another pot.43 Good leaders understand how 
carefully they are watched by employees.

Leaders can also change unadaptive cultures by their actions. For example, at 
Marriott, as at many hotels, the pursuit of superior round-the-clock performance 
led to a deeply ingrained culture of face time—the more hours a manager put in, the 
better. By the late 1990s, though, this philosophy was making it tough for Marriott 
to fi nd and keep talented people. When leaders wanted to instill values that encour-
aged work–life balance and an emphasis on results rather than hours worked, one 
of their most important steps was to make a point of leaving work early whenever 
possible. Encouraging lower-level managers to take more time off did no good until 
top leaders demonstrated the new value with their own behavior.44

Through ceremonies, stories, symbols, language, selection and socialization 
practices, and their own behavior, leaders infl uence culture. When culture change 
is needed to adapt to the environment or bring about smoother internal integra-
tion, leaders are responsible for instilling new values.
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The Competing Values Approach to Shaping Culture
Organizational values are the enduring beliefs that have worth, merit, and importance 
for the organization. The crisis in corporate ethics and the crash of once-promising 
companies such as WorldCom, Qwest, Enron, and Arthur Andersen have brought 
values to the forefront. One review of recent company failures revealed that un-
healthy cultural values played a crucial role in many of the mistakes these com-
panies made.45 Ethical values will be discussed later in the chapter. Changes in the 
nature of work, increasing diversity in the workforce, and other shifts in the larger 
society have also made the topic of values one of considerable concern to leaders. 
They are faced with such questions as, “How can I determine what cultural values 
are important? Are some values ‘better’ than others? How can the organization’s 
culture help us be more competitive?”

In considering what values are important for the organization, leaders con-
sider the external environment and the company’s vision and strategy. Cultures 
can vary widely across organizations; however, organizations within the same 
industry often reveal similar values because they are operating in similar environ-
ments.46 Key values should embody what the organization needs to be effective. 
Rather than looking at values as either “good” or “bad,” leaders look for the 
right combination. The correct relationship among cultural values, organizational 
strategy, and the external environment can enhance organizational performance.

Organizational cultures can be assessed along many dimensions, such as the 
extent of collaboration versus isolation among people and departments, the im-
portance of control and where control is concentrated, or whether the organiza-
tion’s time orientation is short-range or long-range.47 Here, we will focus on two 
specifi c dimensions: (1) the extent to which the competitive environment requires 
fl exibility or stability; and (2) the extent to which the organization’s strategic 
focus and strength is internal or external. Four categories of culture associated with 
these differences, as illustrated in Exhibit 14.3, are adaptability, achievement, clan, 
and bureaucratic.48 These four categories relate to the fi t among cultural values, 
strategy, structure, and the environment, with each emphasizing specifi c values, as 
shown in the exhibit.

An organization may have cultural values that fall into more than one cat-
egory, or even into all categories. However, successful organizations with strong 
cultures will lean more toward one particular culture category.

Adaptability Culture
The adaptability culture is characterized by strategic leaders encouraging values 
that support the organization’s ability to interpret and translate signals from the 
environment into new behavior responses. Employees have autonomy to make 
decisions and act freely to meet new needs, and responsiveness to customers is 
highly valued. Leaders also actively create change by encouraging and rewarding 
creativity, experimentation, and risk-taking. A good example of an adaptability 
culture is 3M Corp., where leaders encourage experimentation and taking risks 
as an everyday way of life. All employees attend a class on risk-taking where they 
are encouraged to defy their supervisors if necessary to pursue a promising idea. 
Researchers are allowed to use 15 percent of their time to explore ideas outside 
their assigned projects. This encouragement of experimental doodling, as an early 
3M manager called it, has led to the creation of hundreds of innovative projects 
and entrenched 3M as a leader in some of today’s most dynamic global markets.49 
Many technology and Internet companies also use this type of culture because 
they must move quickly to satisfy customers.

Organizational values
the enduring beliefs that have 
worth, merit, and importance for 
the organization

Organizational values
the enduring beliefs that have 
worth, merit, and importance for 
the organization

Adaptability culture
culture characterized by values 
that support the organization’s 
ability to interpret and translate 
signals from the environment 
into new behavior responses

Adaptability culture
culture characterized by values 
that support the organization’s 
ability to interpret and translate 
signals from the environment 
into new behavior responses



CHAPTER 14: SHAPING CULTURE AND VALUES 435

Achievement Culture
The achievement culture is characterized by a clear vision of the organization’s goals, 
and leaders focus on the achievement of specifi c targets such as sales growth, prof-
itability, or market share. An organization concerned with serving specifi c cus-
tomers in the external environment but without the need for fl exibility and rapid 
change is suited to the achievement culture. This is a results-oriented culture that 
values competitiveness, aggressiveness, personal initiative, and the willingness to 
work long and hard to achieve results. An emphasis on winning is the glue that 
holds the organization together.50

One good example of an achievement culture is Synapse, where leaders have 
built what they call a “culture for winners.”

Michael Loeb, Synapse

Michael Loeb started the marketing fi rm Synapse in 1991 with a clear vision of 
becoming the largest distributor of magazine subscriptions on the planet. “We did 
not pretend to have a grand, greater good in mind and never masked our singular 
purpose,” company leaders stated in a recent article. Synapse provides services to 
help publishers gain new subscriptions through various marketing partnerships and 
loyalty programs, then handles automatic renewals, which doubles the rate at which 
people renew their subscriptions.

An emphasis on winning defi nes the corporate culture. Synapse hires people 
who have an innate achievement drive and a positive attitude. People who succeed at 
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Exhibit 14.3 Four Corporate Cultures

Sources: Based on Paul McDonald and Jeffrey Gandz, “Getting Value from Shared Values,” Organizational Dynam-
ics 21, no. 3 (Winter 1992), pp. 64–76; Deanne N. Den Hartog, Jaap J. VanMuijen, and Paul L. Koopman, “Linking 
Transformational Leadership and Organizational Culture,” The Journal of Leadership Studies 3, no. 4 (1996), 
pp. 68–83; Daniel R. Denison and Aneil K. Mishra, “Toward a Theory of Organizational Culture and Effectiveness,” 
Organizational Studies 6, no. 2 (March–April 1995), pp. 204–223; Robert Hooijberg and Frank Petrock, “On Cultural 
Change: Using the Competing Values Framework to Help Leaders Execute a Transformational Strategy,” Human 
Resource Management 32, no. 1 (1993), pp. 29–50; and R.E. Quinn, Beyond Rational Management: Mastering the 
Paradoxes and Competing Demands of High Performance (San Francisco: Jossey-Bass, 1998). 
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Synapse are typically assertive, self-confi dent, and take pride in doing a superior job. 
The company’s commitment to quality means “setting high standards and  aspiring 
to perfection in everything we do.” Those who perform well and meet, aggressive 
goals are handsomely rewarded. Those who don’t are fi red.  Synapse doesn’t tolerate 
underperformers because leaders believe winners want to be with winners. And 
although leaders encourage risk-taking and accept that failure is sometimes a neces-
sary collateral of progress, they refuse to forgive failure that is a result of careless-
ness or sloppy thinking.

The culture of winning at Synapse helped the company achieve its vision of 
becoming the largest distributor of magazine subscriptions before its tenth birth-
day. After becoming a subsidiary of Time Inc. in 2001, leaders set a new vision to 
become a billion-dollar global business. With the aggressive goals set by top leaders 
and employees who thrive on the intense, competitive culture, it’s likely Synapse 
will achieve that vision in record time as well.51 

The emphasis on competitiveness and achieving results should not be taken to 
mean that leaders at Synapse don’t care about their employees. They strive to cre-
ate an environment that is inspiring and fun in order to both motivate and reward 
people. Yet the primary culture values are aggressiveness, achievement, personal ini-
tiative, and striving for perfection. People who don’t want to work hard and reach 
high standards don’t last long at Synapse.

Clan Culture
The clan culture has an internal focus on the involvement and participation of em-
ployees to meet changing expectations from the external environment. More than 
any other, this culture places value on meeting the needs of organization members. 
Companies with clan cultures are generally friendly places to work, and employ-
ees may seem almost like a family. Leaders emphasize cooperation, consideration 
of both employees and customers, and avoiding status differences. Leaders put a 
premium on fairness and reaching agreement with others.

One company that achieves success with a clan culture is Sargento Foods Inc., 
which processes and markets cheese. Sargento’s commitment to employees 

started with its founder, Leonard Gentine, Sr., whose philosophy was 
“hire good people and treat them like family.” At Sargento, one of the 
most important values is taking care of employees and making sure they 

have whatever they need to be satisfi ed and productive. Even in diffi cult 
times, Sargento maintains a commitment to comprehensive employee 
benefi ts and rewards such as profi t sharing. The company’s lifelong learn-
ing program offers 100 percent tuition reimbursement for full-time em-
ployees to take classes from the associate to the doctoral level, even if the 
classes aren’t related to their work at Sargento. Sargento also offers fl exible 
hours, and leaders encourage people to live a balanced life rather than work 
long hours and express a hard-charging, competitive spirit. Other key values 
include trust, fairness, and cooperation. At Sargento, employees care about 

each other and the company, a focus that helps the company do more with fewer 
resources and remain competitive against larger rivals such as Kraft and Borden.52

Bureaucratic Culture
The bureaucratic culture has an internal focus and consistency orientation for a 
stable environment. The culture supports a methodical, rational, orderly way of 
doing business. Following the rules and being thrifty are valued. The organization 
succeeds by being highly integrated and effi cient.
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Safeco Insurance has functioned well with a bureaucratic culture. Employees 
take their coffee breaks at an assigned time, and a dress code specifi es white shirts 
and suits for men and no beards. However, employees like this culture—reliability 
is highly valued and extra work isn’t required. The bureaucratic culture works for 
the insurance company, and Safeco succeeds because it can be trusted to deliver 
on insurance policies as agreed.53 In today’s fast-changing world, very few organi-
zations operate in a stable environment, and most leaders are shifting away from 
bureaucratic cultures because of a need for greater fl exibility.

Each of the four cultures can be successful. The relative emphasis on various 
cultural values depends on the organization’s strategic focus and the 
needs of the external environment. Leaders might have prefer-
ences for the values associated with one type of culture, but they 
learn to adjust the values they emulate and encourage, depending 
on the needs of the organization. It is the responsibility of leaders 
to ensure that organizations don’t get “stuck” in cultural values 
that worked in the past but are no longer successful. As environ-
mental conditions and strategy change, leaders work to instill new 
cultural values to help the organization meet new needs.

For example, leaders at Ford Motor Company are trying to instill new  values 
to get the struggling automaker back on track. The culture, which past and present 
employees have described with words like “cautious,” “cliquish,” and “hierarchi-
cal,” refl ects values that fall primarily in the bureaucratic category. As the new 
head of Ford’s North and South American auto operations, Mark Fields is try-
ing to instill a sense of urgency for change and shift the culture toward values 
that encourage adaptability rather than predictability. In his “Way Forward” 
conference room, where teams of workers from all parts of the company meet 
to plot a new course for the future, team members wear wristbands that say 
“Red, White, and Bold” and talk about phrases such as “Culture eats strategy 
for breakfast.”54

Ethical Values in Organizations
Of the values that make up an organization’s culture, ethical values are considered 
highly important for leaders and have gained renewed emphasis in today’s era of fi -
nancial scandals and moral lapses. Most organizations that remain successful over 
the long term have leaders who include ethics as part of the formal policies and 
informal cultures of their companies. Some companies place signifi cant emphasis 
on ethics in their business conduct. For example, leaders at Baxter International 
Inc. quickly yanked a product from the market when a number of people died after 
undergoing dialysis using a Baxter blood fi lter. It’s a CEO’s nightmare, but top 
leaders at Baxter did the right thing by investigating the problem, admitting their 
role in the deadly mistake, and providing fi nancial compensation to families of the 
victims. Moreover, in atonement for the error, CEO Harry M. Jansen Kraemer, 
Jr. slashed his annual bonus by 40 percent and the bonuses of other top executives 
by 20 percent.55 

Ethics is diffi cult to defi ne in a precise way. In general, ethics is the code of 
moral principles and values that governs the behavior of a person or group with 
respect to what is right or wrong. Ethics sets standards as to what is good or bad 
in conduct and decision making.56 Many people believe that if you are not break-
ing the law, then you are behaving in an ethical manner, but ethics often goes far 
beyond the law.57 The law arises from a set of codifi ed principles and regulations 
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by completing the exercise in Leader’s Self-

Insight 14.3 on page 438.



The inventory below consists of 14 sets of four 
responses that relate to typical values or situations fac-
ing leaders in organizations. Although each response to 
a question may appear equally desirable or undesirable, 
your assignment is to rank the four responses in each 
row according to your preference. Think of yourself as 
being in charge of a major department or division in an 
organization. Rank the responses in each row accord-
ing to how much you would like each one to be a part 
of your department. There are no correct or incorrect 

Culture Preference Inventory
Leader’s Self-Insight 14.3 

you just as they exist within an organization. The specific 
values you exert as a leader may depend on the group 
situation, particularly the needs of the external environ-
ment. Compare your scores with other students and 
discuss their meaning. Are you pleased with your pref-
erences? Do you think your scores accurately describe 
your values?

Source: Adapted from Alan J. Rowe and Richard O. Mason, 
Managing with Style: A Guide to Understanding, Assessing, and 
Improving Decision Making (San Francisco: Jossey-Bass, 1987).
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answers; the scores simply reflect your preferences for dif-
ferent responses.

Rank each of the four in each row using the following 
scale. You must use all four numbers for each set of four 
responses.

 1. Would not prefer at all
 2. Would prefer on occasion
 4. Would prefer often
 8. Would prefer most of all

I II III IV
1. ____Aggressiveness ____Cost efficiency ____Experimentation ____Fairness
2. ____Perfection ____Obedience ____Risk-taking ____Agreement
3. ____Pursue goals ____Solve problems ____Be flexible ____ Develop people’s 

careers
4. ____ Apply careful 

analysis
____ Rely on proven

approaches
____ Look for creative 

approaches
____Build consensus

5. ____Initiative ____Rationality ____Responsiveness ____Collaboration
6. ____Highly capable ____ Productive and 

accurate
____ Receptive to 

brainstorming
____ Committed to the 

team
7. ____ Be the best in 

our field
____Have secure jobs ____ Recognition for 

innovations
____Equal status

8. ____ Decide and act 
quickly

____ Follow plans and 
priorities

____ Refuse to be 
pressured

____ Provide guidance 
and support

9. ____Realistic ____Systematic ____Broad and flexible ____ Sensitive to the 
needs of others

10. ____ Energetic and 
ambitious

____Polite and formal ____Open-minded ____ Agreeable and 
self-confident

11. ____Use key facts ____ Use accurate and 
complete data

____ Use broad coverage 
of many options

____ Use limited data and 
personal opinion

12. ____Competitive ____Disciplined ____Imaginative ____Supportive
13. ____ Challenging 

assignments
____Influence over others ____Achieving creativity ____ Acceptance by the 

group
14. ____Best solution ____ Good working 

environment
____ New approaches 

or ideas
____Personal fulfillment

Scoring and Interpretation
Add the points in each of the four columns—I, II, III, IV. 
The sum of the point columns should be 210 points. If 
your sum does not equal 210 points, check your answers 
and your addition.

The scores represent your preference for I, achieve-
ment culture; II, bureaucratic culture; III, adaptability 
culture; and IV, clan culture. Your personal values are 
consistent with the culture for which you achieved the 
highest score, although all four sets of values exist within 
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that are generally accepted in society and are enforceable in the courts.  Ethical 
standards for the most part apply to behavior not covered by law. Although cur-
rent laws often refl ect minimum moral standards, not all moral standards are 
codifi ed into law. The morality of aiding a drowning person, for example, is not 
specifi ed by law.

The standards for ethical conduct are embodied within each employee as 
well as within the organization itself. In a survey about unethical conduct in the 
workplace, more than half of the respondents cited poor leadership as a factor.58

Leaders can create and sustain a climate that emphasizes ethical behavior for all 
employees.

Values-Based Leadership
Ethical values in organizations are developed and strengthened primarily through 
values-based leadership, a relationship between leaders and followers that is based 
on shared, strongly internalized values that are advocated and acted upon by 
the leader.59 Leaders infl uence ethical values through their personal ethics and 
spiritual leadership. These leaders give meaning to followers by connecting their 
deeply held values to organizational goals.

Personal Ethics
Employees learn about values from watching leaders. Values-based leaders gen-
erate a high level of trust and respect from employees, based not just on stated 
values, but on the courage, determination, and self-sacrifi ce they demonstrate in 
upholding those values. When leaders are willing to make personal sacri-
fi ces for the sake of values, employees become more willing to do 
so. John Mackey, CEO of Whole Foods Markets, recently slashed 
his salary to $1 a year. Mackey has never believed top executives 
should take huge salaries while employees are paid a paltry wage, 
and he advocates fi nding meaning in one’s work and making a 
contribution to society. When asked about his decision to take the 
salary cut, Mackey said he just felt like it was the right thing to do 
because he had enough money and wanted his motivation to come 
primarily from serving others.60

For organizations to be ethical, leaders need to be openly and strongly com-
mitted to ethical conduct. In addition, ethical leaders uphold their commitment to 
values during diffi cult times or crises, as illustrated by the example of Bill Greehey 
at Valero.

Bill Greehey, Valero

When Hurricane Katrina hit New Orleans in late August of 2005, companies through-
out the region set their disaster plans into action. But few matched the  heroic 
 efforts put forth by employees at Valero’s St. Charles oil refi nery. Just eight days 
after the storm, the St. Charles facility was up and running, whereas a competitor’s 
plant across the road was weeks away from getting back online. During the same 
time period, St. Charles’s disaster crew managed to locate every one of the plant’s 
570 employees.

Part of the credit goes to Valero’s culture, which includes ethical values of caring, 
honesty, trust, and doing the right thing. Valero’s culture has given the company a 
distinctive edge during an era of cutthroat global competition in the oil industry. As 
CEO Bill Greehey transformed Valero, once primarily a natural-gas-pipeline company, 

Values-based leadership
a relationship between leaders 
and followers that is based on 
shared, strongly internalized 
values that are advocated and 
acted upon by the leader

Values-based leadership
a relationship between leaders 
and followers that is based on 
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values that are advocated and 
acted upon by the leader

Action Memo

Answering the questions in Leader’s Self-

Insight 14.4 on the following page will give 

you an idea of how you feel about some 

ethical issues that students typically face.
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into the nation’s largest oil refi nery business, he also instilled a culture where peo-
ple care about one another and the company. Many of the refi neries Valero bought 
were old and run-down. After buying a refi nery, Greehey’s fi rst steps would be to 
assure people their jobs were secure, bring in new safety equipment, and promise 
employees that if they worked hard he would put them fi rst, before shareholders 
and customers. Employees held up their end of the bargain, and so did Greehey. 

Greehey maintains a strict no-layoff policy, believing people need to feel secure 
in their jobs to perform at their best. “I see this cycle with companies where they 
fi re and they hire and they fi re and they hire,” he says. “Fear does not motivate peo-
ple.” Of course, Greehey occasionally has to do some fi ring of his own—specifi cally, 
he’ll fi re any executive who is condescending or uses profanity when addressing 
subordinates. “Right now morale is so high in this refi nery you can’t get at it with 
a space shuttle,” an electrical superintendent at St. Charles said in the aftermath of 
Hurricane Katrina. “Valero has been giving away gas, chain saws, putting up trailers 
for the employees. They’ve kept every employee paid. Other refi neries shut down 
and stopped paying. What else can you ask?”61 

When leaders like Bill Greehey maintain their commitment to ethical values 
through hard times, they help the organization weather a crisis and come out 
stronger on the other side. Several factors contribute to an individual leader’s 
ethical stance. Every individual brings a set of personal beliefs, values, personal-
ity characteristics, and behavior traits to the job. The family backgrounds and 
spiritual beliefs of leaders often provide principles by which they conduct busi-
ness. Personality characteristics such as ego strength, self-confi dence, and a strong 
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sense of independence may enable leaders to make ethical decisions even if those 
decisions might be unpopular.

One important personal factor is the leader’s stage of moral development, as 
described in Chapter 6, which affects an individual’s ability to translate values into 
behavior.62 For example, some people make decisions and act only to obtain rewards 
and avoid punishment for themselves. Others learn to conform to expectations of 
good behavior as defi ned by society. This means willingly upholding the law and 
responding to the expectations of others. At the highest level of moral development 
are people guided by high internal standards. These are self-chosen ethical principles 
that don’t change with reward or punishment. Leaders can strive to develop higher 
moral principles so that their daily actions refl ect important ethical values.

Leaders have to discover their own personal ethical values and ac-
tively communicate values to others through both words and actions.63

When faced with diffi cult decisions, values-based leaders know what 
they stand for, and they have the courage to act on their principles. In 
addition, by clearly communicating the ethical standards they expect 
others to live by, leaders can empower people throughout the organiza-
tion to make decisions within that framework. This chapter’s Leader’s 
Bookshelf describes a unique, 450-year old organization that has suc-
ceeded by emphasizing personal values as the basis of leadership.

Spiritual Values
Managers who include spiritual values in addition to the traditional mental and 
behavioral aspects of leadership tend to be successful as leaders. Values and prac-
tices considered as spiritual ideals include integrity, humility, respect, apprecia-
tion for the contributions of others, fair treatment, and personal refl ection.64 This 
approach to leadership can be effective because many people are struggling with 
how to combine their spiritual journey and their work life. Many employees want 
to express their individuality in their work, and when they can do so work is more 
satisfying. Polls have reported that American managers as well as workers would 
like deeper fulfi llment on the job, and evidence suggests that workplace spiritual-
ity programs provide increased productivity along with reduced absenteeism and 
turnover.65

Spiritual leadership is the display of values, attitudes, and behaviors necessary to 
intrinsically motivate one’s self and others toward a sense of spiritual expression 
through calling and membership.66 As illustrated in Exhibit 14.4, spiritual leaders 
can start by creating a vision through which organization participants experience 
a sense of calling that gives meaning to their work. An appropriate vision would 
have broad appeal, refl ect high ideals, and establish a standard of excellence. 
 Second, spiritual leaders establish a corporate culture based on altruistic love. 
Altruistic love includes forgiveness, genuine caring, compassion, kindness, honesty, 
patience, courage, and appreciation, which enables people to experience a sense of 
membership and feel understood. Spiritual leaders also engage hope/faith to help 
the organization achieve desired outcomes. Faith is demonstrated through action. 
Faith means believing in the ability to excel, exercising self-control, and striving 
for excellence to achieve a personal best. A leader’s hope/faith includes persever-
ance, endurance, stretch goals, and a clear expectation of victory through effort.67

As illustrated in Exhibit 14.4, spiritual leadership behaviors enable  employees to 
have a sense of calling that provides deeper life meaning through work. Spiritual 
leadership also provides a sense of membership through a work community in 
which one is understood and appreciated. The outcome for the organization is 
improved commitment and productivity.

Action MemoAs a leader, you can be ethical and act on 
high moral principles in your daily behavior. 

You can practice spiritual leadership to help 
people fi nd deeper fulfi llment in their jobs.



One example of a spiritual leader is Tom Chappell, owner of Tom’s of Maine, 
a health care products company. Chappell was fi nancially successful but he 
reached a point where he decided something was missing. He enrolled in divinity 
school and subsequently applied his theological training to Tom’s of Maine, creat-
ing a successful example of a values-led business. Another example is the CEO of 
BioGenex, Kris Kalra. He realized he was a workaholic living entirely for mate-
rial success. His higher purpose was lost. Kalra focused on spiritual studies for 
three months, and he returned to work with a new attitude and respect for others’ 
ideas. The outcome was 12 new company patents and a sharp increase in sales. 
His spiritual leadership likely saved a business that was stumbling.68

Many of today’s organizations struggle to find leadership. 
Top executives hire talented, ambitious young people only 
to find that they crumble under pressure, can’t inspire and 
motivate their teams, or lack the courage to innovate and 
take risks. Chris Lowney, author of Heroic Leadership, 
believes these companies can look to a sixteenth-century 
priest for guidance. In 1540, St. Ignatius Loyola founded 
the 10-man Jesuits with no capital and molded it into the 
most successful “company” of its time. Now the world’s 
largest religious order, the Jesuits have operated a highly 
efficient international network of trade, education, military 
work, and scholarship for almost five centuries.

PILLARS OF LEADERSHIP SUCCESS
With fascinating historical examples and anecdotes, 
Lowney explores how the Jesuits have grappled 
with many of the same problems that face today’s 
organizations—“forging seamless multinational teams, 
motivating inspired performance, remaining change ready 
and strategically adaptable.” He believes the Jesuits’ 
enduring success comes from molding leaders at all 
levels based on four core leadership pillars:

• Self-Awareness. To be a leader, one must understand 
his or her strengths, weaknesses, values, and beliefs. 
The Jesuits are trained to reflect on their goals, val-
ues, and performance throughout each day. Once a 
year, each sits down with a superior for an “account 
of conscience” to reinforce an understanding of com-
mon goals and success.

• Ingenuity. Innovating and adapting to a changing 
world is one of the things the Jesuits have done 
best. St. Ignatius Loyola described the ideal Jesuit as 

“living with one foot raised,” always ready to respond 
to opportunities. Although education was not one of 
the Jesuit’s initial goals, for example, they spotted a 
need and began plowing money into building a col-
lege. Within a decade, they had opened more than 30 
colleges all over the world.

• Love. Loyola believed people perform best in environ-
ments that are supportive, caring, and charged with 
positive emotion. He counseled leaders to create a 
climate filled with “greater love than fear,” and be 
passionately committed to unlocking the potential in 
themselves and others.

• Heroism. “Heroes extract gold from the opportunities 
around them rather than waiting for golden opportuni-
ties to be handed to them.” Leaders aim high and 
energize others with their ambitions for something 
more, something greater than what is. This Jesuit 
idea contributed to the first European forays into 
Tibet, for example, and created the world’s highest-
quality secondary education available.

LIVING LEADERSHIP
The Jesuit approach focuses not on what leaders do, but 
on who they are. The principles aim to make each individ-
ual a better person, which in turn makes a stronger orga-
nization. Leadership cannot be separated from everyday 
life. The four pillars of leadership form a foundation for a 
way of living that is based on strong values and allows 
any individual to respond positively to the leadership 
opportunities all around us every day.

Heroic Leadership, by Chris Lowney, is published by Loyola Press.
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Spiritual leadership is related to ideas discussed in Chapter 8 on motiva-
tion and Chapter 6 on moral leadership. The spiritual leader addresses follow-
ers’ higher order needs for membership and self-actualization. This is intrinsic 
motivation at its best because work provides interest and enjoyment for its own 
sake. People are actively engaged in tasks they fi nd interesting and fun. Intrin-
sic motivation is typically associated with better learning, higher performance, 
and enhanced well being. Spiritual leadership provides substantial autonomy and 
self-management, for example, through participation in empowered teams that 
direct activities and do work that is signifi cant and meaningful. An employee’s 
task involvement is under the control of the individual or team, thereby provid-
ing feedback and satisfaction through achievement, performance, and problem 
solving. Servant leadership, discussed in Chapter 6, holds that business organiza-
tions can create a positive impact on employees and the community. The spiritual 
leader, like the servant leader, engages people in work that provides both service 
and meaning.

Another impact of spiritual leadership is the dramatic reduction of negative 
feelings, emotions, and confl icts that are typically present in organizations. The 
four main types of destructive emotions are (1) fear, including anxiety and worry; 
(2) anger, including hostility, resentment, and jealousy; (3) sense of failure, including 
discouragement and depressed mood; and (4) pride, including prejudice, selfi shness, 
and conceit. These destructive emotions arise from fear of losing something important 
or not getting something one desires. A more loving atmosphere based on care and 
concern can remove fear and worry, anger and jealousy, and provide a stronger 
foundation for personal well-being.69

Summary and Interpretation
Leaders infl uence organizational culture and ethical values. Culture is the set 
of key values, norms, and assumptions that is shared by members of an orga-
nization and taught to new members as correct. Culture serves two critically 
important functions—to integrate organizational members so they know how 
to relate to one another and to help the organization adapt to the environment. 

Source:  L. W. Fry, “Toward a Theory of Spiritual Leadership,” The Leadership Quarterly 14 (2003), pp. 693–727. Used with permission.

Exhibit 14.4 Model of Spiritual Leadership

Leader Values,
Attitudes and Behaviors
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for Spiritual Survival

Organizational
Outcomes

Performance
(Vision)

Reward
(Altruistic Love)

Effort
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Strong, adaptive cultures have a positive impact on organizational outcomes. 
Creating and infl uencing an adaptive culture is important because the right cul-
ture can drive high performance. Leaders build high performance cultures by 
emphasizing both values and solid business operations as the drivers of organi-
zational success.

A culture gap exists when an organization’s culture is not in alignment with the 
needs of the external environment or company strategy. Leaders use ceremonies, 
stories, symbols, specialized language, selection, and socialization to infl uence cul-
tural values. In addition, leaders shape cultural values most strongly through their 
daily actions.

Leaders consider the external environment and the company’s vision and strat-
egy in determining which values are important for the organization. Four types of 
culture may exist in organizations: adaptability, achievement, clan, and bureau-
cratic. Each type emphasizes different values, although organizations may have 
values that fall into more than one category.

Of the values that make up an organization’s culture, ethical values are 
among the most important. Ethics is the code of moral principles and values 
that governs the behavior of a person or group with respect to what is right or 
wrong. Leaders shape ethical values through values-based leadership. Leaders’ 
personal beliefs and level of moral development infl uence their personal ethics. 
For  organizations to be ethical, leaders have to be openly and strongly commit-
ted to ethical conduct in their daily actions. Many good leaders practice spiritual 
leadership, which means displaying values, attitudes, and behaviors that moti-
vate people toward a sense of spiritual expression through calling and mem-
bership. The principles of spiritual leadership can improve both organizational 
performance and employee well-being. 

Discussion Questions
1. Describe the culture for an organization you are familiar with. Identify the physical

artifacts and discuss what underlying values and assumptions these suggest. What
did you learn?

2. Name one or two companies in the news that seem to have strong corporate cultures,
and describe whether the results have been positive or negative. Discuss how a strong 
culture could have either positive or negative consequences for an organization.

3. What is a culture gap? What are some techniques leaders might use to influence and
change cultural values when necessary?

4. Compare and contrast the achievement culture with the clan culture. What are some 
possible disadvantages of having a strong clan culture? A strong achievement culture?

5. In which of the four types of culture (adaptability, achievement, clan, bureaucratic)
might you expect to find the greatest emphasis on ethical issues? Why?

6. Discuss the meaning of calling andg membership, as related to spiritual leadership.
Identify an organization or leader that uses these concepts. To what extent were 
these concepts present where you have worked?

7. If a leader directs her health care company to reward hospital managers strictly on 
hospital profits, is the leader being ethically responsible? Discuss.

8. What is meant by the idea that culture helps a group or organization solve the prob-
lem of internal integration?

9. Some people believe that all good leadership is spiritual in nature. Others think spiri-
tual values have no place at work. Discuss these two opposing viewpoints.
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Leadership at Work

Walk the Talk
Often in an organization the culture is characterized both by what people say (talk) 
and by what people actually do (walk). When this happens there is a gap between 
 organizational leaders’ espoused values and the values in action within the company. 
One example would be an espoused value of “a balanced life for employees,” whereas 
managers and employees are actually expected to work nights and weekends to meet 
demanding performance goals. This is the difference between the “walk” and the “talk” 
in an organization.

Your assignment for this exercise is to think of one example in your own student 
or work experience where the walk and talk in a corporate culture did not align. Why 
do you think the gap occurred? Then interview four other people for examples of when 
an organization’s espoused values did not align with the values in action. Also ask them 
why they think the walk and talk differed. Summarize the findings from your interviews 
below:

My example (and why):

Second person’s examples (and why):

Third person’s examples (and why):

Fourth person’s examples (and why):
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Fifth person’s examples (and why):

What patterns and themes do you see in the responses? Is there a common type of 
walk/talk gap? What is the most common reason why these gaps occur? Which is the real 
culture—the leader’s espoused values or the values in action?

In Class: Students can be organized into small groups in class and do the above 
exercise all at once. Each person in the circle can give examples of an organization’s walk 
not fitting its talk from their work and student experiences, and explain why they think 
the gaps occurred. Then students can identify the common themes from their discussion. 
The instructor can help students probe into this issue by writing good examples from 
students on the board and asking students to help identify key themes. Students can be 
engaged to discuss the walk versus talk phenomenon via key questions, such as: What does 
it mean to you when you discover a walk/talk gap in your organization? Are espoused 
values or values-in-action more indicative of a company’s culture (or are both the culture)? 
Are walk/talk gaps likely to be associated with an adaptive culture? A strong culture? 
Do symbols, stories, ceremonies, and other signals of corporate culture mean what they 
imply?

Leadership Development: Cases for Analysis

Lisa Benavides, Forest International
Lisa Benavides has just been hired as the vice president of human resources for Forest 
International. Previously, the company had only a personnel officer and a benefits special-
ist, who spent most of their time processing applications and benefit forms and tracking 
vacation and sick days. However, a new CEO came to Forest believing that HR could play 
a key strategic role in the organization, and he recruited Benavides from a well-known HR 
consulting firm soon after he took over the top job. The new CEO has lots of ideas about 
empowerment, shared leadership, and teamwork that he hopes to eventually implement 
at the company.

Forest International operates in one of the most dangerous industries around. Paper 
mills, sawmills, and plywood factories are filled with constant noise, giant razor-toothed 
saw blades, caustic chemicals, and chutes loaded with tons of lumber. Even in this noto-
riously hazardous industry, Forest’s safety record stinks. Within a four-year period, 
29 workers were killed on the job. There are an average of 9 serious injuries per 
100 employees each year. In addition, productivity has been declining in recent years, and 
Forest’s competitors are gaining market share. As one of her first major projects, the CEO 
has asked Benavides for her advice on how to improve the company’s safety record and 
increase productivity.

The company, based outside Atlanta, Georgia, has around $11 billion in annual 
revenues and employs 45,000 people. Many employees’ parents and grandparents also 
worked in Forest’s mills and factories. Among many of the workers, missing a finger or 
two is considered a badge of honor. Taking chances is a way of proving that you’re a 
true Forest-man (the term persists even though the company now has a good percentage 
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of female workers). During lunch or break, groups of workers routinely brag about their 
“close calls” and share stories about parents or grandparents’ dangerous encounters with 
saw blades or lumber chutes.

It is clear to Benavides that worker attitudes are part of the problem, but she 
suspects that management attitudes may play a role as well. Production managers 
emphasize the importance of keeping the line moving, getting the product out no mat-
ter what. Rather than finding a supervisor and asking that the production line be shut 
down, most line employees take chances on sticking their hands into moving equipment 
whenever there is a minor problem. As Benavides talks with workers, she learns that 
most of them believe managers care more about productivity and profits than they do 
about the well-being of people in the plant. In fact, most Forest employees don’t feel 
that they’re valued at all by the company. One saw operator told Benavides that he has 
made  several suggestions for improving productivity and safety on his line, but has been 
routinely ignored by management. “They never listen to us; they just expect us to do 
what we’re told,” he said. This same employee was one of the most vocal in opposing 
some recent safety-oriented changes requiring that all workers wear safety gear any-
time they’re on the production floor, not just when they are on the line. “They don’t 
really care about our safety,” he boomed. “They just want another way to push us 
around.” Many of the other workers also oppose the new rules, saying that “managers 
walk around the production floor all the time without goggles and ear plugs, so why 
shouldn’t we?”

Sources: Based in part on information in Anne Fisher, “Danger Zone,” Fortune (September 8, 1997), pp. 165–167; 
and Robert Galford, “Why Doesn’t This HR Department Get Any Respect?” Harvard Business Review (March–
April 1998), pp. 24–26.

QUESTIONS

 1. How would you describe the culture of Forest International as it relates to internal 
integration and external adaptation?

 2. Would you expect that changing the culture at Forest would be easily accomplished 
now that a new CEO is committed to change? Why or why not?

 3. If you were Lisa Benavides, what suggestions would you make to Forest’s new CEO?

Acme and Omega
Acme Electronics and Omega Electronics both manufacture integrated circuits and other 
electronic parts as subcontractors for large manufacturers. Both Acme and Omega are 
located in Ohio and often bid on contracts as competitors. As subcontractors, both firms 
benefited from the electronics boom of the 1980s, and both looked forward to growth and 
expansion. Acme has annual sales of about $100 million and employs 950 people. Omega 
has annual sales of $80 million and employs about 800 people. Acme typically reports 
greater net profits than Omega.

The president of Acme, John Tyler, believed that Acme was the far superior company. 
Tyler credited his firm’s greater effectiveness to his managers’ ability to run a “tight ship.” 
Acme had detailed organization charts and job descriptions. Tyler believed that everyone 
should have clear responsibilities and narrowly defined jobs, which generates efficient 
performance and high company profits. Employees were generally satisfied with their jobs 
at Acme, although some managers wished for more empowerment opportunities.

Omega’s president, Jim Rawls, did not believe in organization charts. He believed 
organization charts just put artificial barriers between specialists who should be working 
together. He encouraged people to communicate face-to-face rather than with written 
memos. The head of mechanical engineering said, “Jim spends too much time making 
sure everyone understands what we’re doing and listening to suggestions.” Rawls was 
concerned with employee satisfaction and wanted everyone to feel part of the organiza-
tion. Employees were often rotated among departments so they would be familiar with 
activities throughout the organization. Although Omega wasn’t as profitable as Acme, 
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1 Chuck Salter, “The Problem with Most Banks Is That They Abuse 
Their Customers Every Day. We Want to Wow Ours,” Fast Company 
(May 2002), pp. 80–91.

2 Jeremy Kahn, “What Makes a Company Great?” Fortune (October 
26, 1998), p. 218; James C. Collins and Jerry I. Porras, Built 
to Last: Successful Habits of Visionary Companies (New York: 
HarperBusiness, 1994); and James C. Collins, “Change is Good—But 
First Know What Should Never Change,” Fortune (May 29, 1995), 
p. 141.

3 T. E. Deal and A. A. Kennedy, The New Corporate Cultures: 
Revitalizing the Workforce after Downsizing, Mergers, and 
Reengineering (Perseus Books, 1999).

4 Yoash Wiener, “Forms of Value Systems: A Focus on Organizational 
Effectiveness and Culture Change and Maintenance,” Academy 
of Management Review 13 (1988), pp. 534–545; V. Lynne Meek, 
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Journal of Management Studies 31, no. 6 (November 1994), 
pp. 807–828.

6 Edgar H. Schein, “Organizational Culture,” American Psychologist 
45, no. 2 (February 1990), pp. 109–119.

7 This discussion of the levels of culture is based on Edgar H. Schein, 
Organizational Culture and Leadership, 2nd ed. (San Francisco: 
Jossey-Bass, 1992), pp. 3–27.

8  Chris Blackhurst, “Sir Stuart Hampson,” Management Today 
(July 2005), pp. 48–53.

9 John P. Kotter and James L. Heskett, Corporate Culture and 
Performance (New York: The Free Press, 1992), p. 6.

10 Peter B. Scott-Morgan, “Barriers to a High-Performance Business,” 
Management Review (July 1993), pp. 37–41.

11 Arthur Ciancutti and Thomas Steding, “Trust Fund,” Business 2.0 
(June 13, 2000), pp. 105–117.

12 Robert Levering and Milton Moskowitz, “And the Winners Are,” 
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at the Container Store,” Fortune (January 10, 2000), pp. 74–78; 
and Robert Levering and Milton Moskowitz, “The 100 Best 
Companies to Work For,” Fortune (January 20, 2003), 
pp. 127–152.

13 Daniel Roth, “Trading Places,” Fortune (January 23, 2006), 
pp. 120–128; and David Flaum, “The Innovation Man—Former 
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Appeal (July 23, 2005), p. C1.

14 Bernard Arogyaswamy and Charles M. Byles, “Organizational 
Culture: Internal and External Fits,” Journal of Management 13 
(1987), pp. 647–659.
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Pushing Limits,” The Wall Street Journal, (August 26, 2002), 
pp. A1, A7.
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they were able to bring new products on line more quickly, work bugs out of new 
designs more accurately, and achieve higher quality because of superb employee com-
mitment and collaboration.

It is the end of May, and John Tyler, president of Acme, has just announced the 
acquisition of Omega Electronics. Both management teams are proud of their cultures 
and have unflattering opinions of the other’s. Each company’s customers are rather 
loyal, and their technologies are compatible, so Tyler believes a combined company will 
be even more effective, particularly in a time of rapid change in both technology and 
products.

The Omega managers resisted the idea of an acquisition, but the Acme president is 
determined to unify the two companies quickly, increase the new firm’s marketing posi-
tion, and revitalize product lines—all by year end.

Sources: Adapted from John F. Veiga, “The Paradoxical Twins: Acme and Omega Electronics,” in John F. Veiga 
and John N. Yanouzas, The Dynamics of Organization Theory (St. Paul: West Publishing, 1984), pp. 132–138; 
and “Alpha and Omega,” Harvard Business School Case 9-488-003, published by the President and Fellows of 
Harvard College, 1988.

QUESTIONS

 1. Using the competing values model in Exhibit 14.3, what type of culture (adapt-
ability, achievement, clan, bureaucratic) would you say is dominant at Acme? At 
Omega? What is your evidence?

 2. Is there a culture gap? Which type of culture do you think is most appropriate for 
the newly merged company? Why?

 3. If you were John Tyler, what techniques would you use to integrate and shape the 
culture to overcome the culture gap?
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Leading Change
You’ve seen them on store shelves. Maybe you even use some in your home, 
offi ce, or dorm room. We’re talking about those squiggly bulbs that cost 
four or fi ve dollars but promise to last fi ve times as long as bulbs that cost 
less than a buck—and help save the environment in the process.

Compact fl uorescent bulbs that fi t in standard light fi xtures have been 
around for more than 20 years. Yet two-thirds of the lighting technology used 
in homes and offi ces today dates to before 1960, practically the dark ages as 
far as leaders at Philips Electronics NV, the world’s largest lighting manufac-
turer, are concerned. Philips invented the compact fl uorescent bulb in the early 
1980s and has been trying ever since to get people to use it. The company has 
spent millions on research and development and millions more on market-
ing, yet most consumers still reach for the familiar bell-shaped incandescent 
bulb. The higher up-front cost has been a major turn-off for many consum-
ers, as well as for builders, organizations, and city governments. Yet equally 
signifi cant is that the bulbs just don’t look right. Recent versions of compact 
fl uorescents look more like an old-fashioned light bulb, but they still conjure 
up in people’s minds the idea that the light they produce won’t be as desirable. 
When the bulbs fi rst came out, they indeed emitted light that was not as warm 
and inviting as that of incandescent bulbs. Years of research have solved that 
problem, but many people still associate fl uorescent lighting with harsh offi ce 
settings and don’t want to use the bulbs in their homes.

Philips, as well as rival lighting makers General Electric (GE) and Siemens, 
have embarked on a massive campaign to make the compact fl uorescent 
bulb—which uses 75 percent to 80 percent less electricity to produce the 
same amount of light as an incandescent bulb—the fi rst choice for lighting 
homes, offi ces, public buildings, and street lamps around the world. GE, 
for example, teamed up with Wal-Mart for displays that educate consum-
ers about compact fl uorescents. Philips is sending marketers to talk to city 
governments around the globe. All three companies are offering rebates and 
special offers. How many marketing campaigns does it take to get people to 
change a light bulb? The answer remains to be discovered.1 

Companies produce new products and services every day, and many 
have been huge successes. Yet the story of compact fl uorescent light bulbs 
illustrates that getting people to change long-entrenched habits—whether it 
be changing their style of light bulb or changing the way they work together 
in an organization—is not easy. The hard fact is that most people don’t like 
change. By some estimates, two-thirds of all organizational change efforts 
fail.2 Scientifi c studies suggest that people tend to resist change even when 
their lives depend on it. Ninety percent of patients who have had coronary 
artery bypass surgery, for example, don’t change their lifestyle habits, even 
for seemingly simple changes.3

Within organizations, leaders almost always encounter some degree of 
resistance when they attempt to implement changes. However, change is neces-
sary if organizations are to survive and thrive. Leaders in many organizations, 
from small companies such as Gemmy Industries, which invented infl atable 
holiday yard fi gures, to major corporations such as Boeing and large govern-
ment agencies such as the Federal Emergency Management Agency (FEMA), 
have had to reconceptualize almost every aspect of how they do business to 
meet the changing needs of customers or clients, keep employees motivated 
and satisfi ed, and remain effective and competitive in a complex, global 
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 environment. Even the United States Army is fi nding it needs to undergo massive 
changes to fi ght a new kind of war. Rather than launching an all-out assault, the 
Army is struggling to learn that “the more force you use when battling insurgents, 
the less effective you are,” as stated in the organization’s new counterinsurgency 
doctrine.4 The pressing need for change management is refl ected in the fact that 
many companies are hiring “transformation offi cers” who are charged with radi-
cally rethinking and remaking either the entire organization or major parts of it.5

Recall from our defi nition used throughout this book that leadership is about 
change rather than stability. In recent years, though, the pace of change has in-
creased dramatically, presenting signifi cant challenges for leaders. Many leaders 
today feel as if they are “fl ying the airplane at the same time they are building it.”6

The patterns of behavior and attitudes that were once successful no longer work, 
but new patterns are just emerging—and there are no guarantees that the new ways 
will succeed. Leaders are responsible for guiding people through the discomfort 
and dislocation brought about by major change.

This chapter explores how leaders facilitate creativity, innovation, 
and change. We fi rst look briefl y at the need for change in today’s 
organizations and examine a step-by-step model for leading major 

change. We also explore everyday change strategies and examine how 
leaders facilitate innovation by fostering creative people and organi-
zations. The fi nal sections of the chapter consider why people resist 
change and how leaders can overcome resistance and help people cope 
with the potentially negative consequences of change.

Change or Perish
“When the rate of change outside exceeds the rate of change inside, the end 
is in sight.”7 That’s how Jack Welch, the former long-time chairman and CEO 
of  General Electric, emphasized the fact that internal organizational changes 
must keep pace with what is happening in the external environment. What a 
challenge that is today. The rapidity of social, economic, and technological 
change means that organizations have to be perpetually changing and adapt-
ing to keep pace. As illustrated in Exhibit 15.1, environmental forces such as 
rapid technological changes, a globalized economy, shifting geopolitical forces, 
changing markets, the growth of e-business, and the swift spread of informa-
tion via the Internet are creating more threats as well as more opportunities for 
organizational leaders.

A big problem for today’s organizations is the failure to adapt to all these 
changes in the environment. Although there are many reasons for the failure to 
change and adapt, a primary solution to the problem is better change leadership. 
Leaders serve as the main role models for change and provide the motivation 
and communication to keep change efforts moving forward. Strong, committed 
leadership is crucial to successful change, and research has identifi ed some key 
characteristics of leaders who can accomplish successful change projects:8

 • They define themselves as change leaders rather than people who want to 
maintain the status quo.

 • They demonstrate courage.

 • They believe in employees’ capacity to assume responsibility.

 • They are able to assimilate and articulate values that promote adaptability.

 • They recognize and learn from their own mistakes.

Action MemoBefore reading the rest of the chapter, 
complete the questions in Leader’s Self-

Insight 15.1 to see how innovative you are 
in your personal life.



Action Memo

Networking is a vital part of leadership 

information sharing. Answer the questions 

in Leader’s Self-Insight 9.1 to learn whether 

you network with other people similar to 

what successful leaders do.

Think about your current life. Indicate whether each item 
below is Mostly False or Mostly True for you.

Mostly 
False

Mostly 
True

1. I am always seeking out new 
ways to do things. _______ _______

2. I consider myself creative and 
original in my thinking and 
behavior. _______ _______

3. I prefer to be slow to accept a 
new idea. _______ _______

4. I rarely trust new gadgets until I 
see whether they work for people 
around me. _______ _______

5. I am usually one of the last peo-
ple among my peers to adopt 
something new. _______ _______

6. I like to feel that the old way of 
doing things is the best way. _______ _______

7. In a group or at work I am often 
skeptical of new ideas. _______ _______

8. I typically buy new foods, gear, 
and other innovations before 
other people. _______ _______

Leader’s Self-Insight 15.1
9. My behavior influences others to 

try new things. _______ _______
10. I like to spend time trying out 

new things. _______ _______

Scoring and Interpretation
Innovativeness reflects an awareness of the need 
to innovate and a positive attitude toward change. 
Innovativeness is also thought of as the degree to which 
a person adopts innovations earlier than other people 
in the peer group. Innovativeness is a positive thing for 
leaders today because individuals and organizations are 
faced with a constant need to change.

Add the number of Mostly True answers to items 1, 
2, 8, 9, and 10 above and the Mostly False answers to 
items 3, 4, 5, 6, and 7 for your score: ______. A score 
of 8 or above indicates that you are very innovative 
and likely are one of the first people to adopt changes. 
A score of 4–7 would suggest that you are average or 
slightly above average in innovativeness compared to 
others. A score of 0–3 means that you may prefer the 
tried and true and hence be slow and skeptical about 
adopting new ideas or innovations.

Source: Based on H. Thomas Hurt, Katherine Joseph, and Chester 
D. Cook, “Scales for the Measurement of Innovativeness,” Human 
Communication Research 4, no. 1 (1977), pp. 58–65.
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 • They are capable of managing complexity, uncertainty, and ambiguity.

 • They have vision and can describe their vision for the future in vivid terms.

One leader who illustrates many of the characteristics of change leadership is 
Barbara Waugh of Hewlett-Packard.

Barbara Waugh, Hewlett-Packard

Barbara Waugh began her career at Hewlett-Packard Company in a mid-level per-
sonnel position at HP Labs—not the place one would think of for instituting mas-
sive change. Yet Waugh always identifi ed herself as an agent for change and looked 
for opportunities to make things better. She had a vision that the organization could 
be the “world’s best industrial research lab” and she activated dozens of people to 
talk about what that would mean and how it could be accomplished. She also had 
the courage to question and challenge senior executives, serving as a reality check 
for leaders who had gotten too far away from the day-to-day work of the organiza-
tion. Waugh believes to be a change leader, “You have to always be willing to lose 
your job.”

Waugh quickly developed a reputation for getting things done, and many peo-
ple from various parts of the organization would come to her with problems. Rather 
than solving the problems herself, Waugh helped each individual assume respon-
sibility and take steps toward accomplishing their own change goals. For example, 
Tan Ha, a former Vietnamese refugee working at HP Labs, regularly sent money to 
a Buddhist orphanage in Bangladesh, only to have the money disappear en route. 
When he learned about a new HP project developing low-cost telecommunications 
and computing services for developing countries, he contacted Waugh and asked 
her to do something about his money transit problems. Waugh told Ha that she 
couldn’t solve the problem for him, but that she would help him take the steps 
needed to become personally involved in the project and make sure his concerns 
were addressed.

During her time in personnel, Waugh contributed directly or indirectly to numer-
ous change projects, including new products, new mentoring relationships among 
engineers, and a 20 percent reduction in R & D development life cycles. Her passion 
and ability as a change leader eventually led her to a position as worldwide change 
manager at HP Labs.9 

Change does not happen easily, but as illustrated by this example, good leaders 
throughout the organization can facilitate change and help their organizations 
adapt to external threats and new opportunities. One does not need to be a top 
leader to be a change leader. In the following section, we examine a model for lead-
ing major changes, and later in the chapter we will give some tips for how leaders 
can overcome resistance to change.

Leading a Major Change
When leading a major change project, it is important for leaders to recognize that 
the change process goes through stages, each stage is important, and each may re-
quire a signifi cant amount of time. Leaders are responsible for guiding employees 
and the organization through the change process.

Exhibit 15.2 presents an eight-stage model of planned change.10 To success-
fully implement change, leaders pay careful attention to each stage. Skipping stages 
or making critical mistakes at any stage can cause the change process to fail.
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 1. At stage 1, leaders establish a sense of urgency that change is really needed. 
Crises or threats will thaw resistance to change. Consider the situation at 
Volkswagen, Europe’s largest automaker. Already stumbling as a result 
of weak sales, high costs, and an overcapacity of more than a million cars 
a year, Volkswagen spiraled into crisis after accusations that executives 
solicited bribes, siphoned money into fake companies, and arranged visits 
to prostitutes using company funds. Wolfgang Bernhard, who was brought 
in to lead a transformation, is getting support for many of his efforts 
because employees know the organization has serious problems and might 
not survive without change.11 In many cases, though, there is no obvious 
crisis and leaders have to make others aware of the need for change. 
Leaders carefully scan the external and internal environment—looking 
at competitive conditions; market position; social, technological, and 
demographic trends; profit and loss; operations; and other factors. After 
identifying potential crises or problems, they find ways to communicate 
the information broadly and dramatically.

 2. Stage 2 involves establishing a coalition with enough power to guide the 
change process and then developing a sense of teamwork among the group. 
For the change process to succeed, there must be a shared commitment 
to the need and possibilities for organizational transformation. Middle 
management change will seek top leader support in the coalition. It is also 
essential that lower-level executives become involved. Mechanisms such 
as off-site retreats can get people together and help them develop a shared 
assessment of problems and how to approach them. At MasterBrand 
Industries, transformation began with an off-site meeting of some 75 key 
managers who examined the need for change and discussed ways to remake 
MasterBrand into a team-based organization.12

 3. Stage 3 requires developing a vision and strategy. Leaders are responsible for 
formulating and articulating a compelling vision that will guide the change 
effort, then developing the strategies for achieving that vision. A “picture” 
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of a highly desirable future motivates people to change. A new CEO at 
Yellow Freight System had a vision of transforming the traditional trucking 
company into a service company that could quickly respond to customers’ 

changing needs. Bill Zollars’ vision involved using a sophisticated, 
integrated information system and redesigning jobs so that 
employees had more autonomy, enabling Yellow Freight to offer 
one-stop shopping for a range of services and allowing customers 

get deliveries exactly when they wanted them.13

4. In stage 4, leaders use every means possible to widely commu-
nicate the vision and strategy. At this stage, the coalition of change 
agents should set an example by modeling the new behaviors 

needed from employees. They must communicate about the change 
at least 10 times more than they think necessary. Transformation is 
impossible unless a majority of people in the organization are involved 
and willing to help, often to the point of making personal sacrifices. 
At Yellow Freight, Bill Zollars regularly visited terminals across the 

country to communicate the new direction. “Repetition is important, 
especially when you’re trying to change the way a company thinks about 
itself,” Zollars advises. “You’re trying to create new behaviors.”14

 5. Stage 5 involves empowering employees throughout the organization to 
act on the vision. This means getting rid of obstacles to change, which may 
require revising systems, structures, or procedures that hinder or undermine 
the change effort. People are empowered with knowledge, resources, 
and discretion to make things happen. A primary purpose of investing 
in information technology at Yellow Freight was to give employees on 
the front lines the information they needed to solve customer problems 
quickly. The management system was also changed to give people freedom 
to make many decisions themselves without waiting for a supervisor to 
review the problem.

 6. At stage 6, leaders generate short-term wins. Leaders plan for visible 
performance improvements, enable them to happen, and celebrate 
employees who were involved in the improvements. Major change takes 
time, and a transformation effort loses momentum if there are no short-
term accomplishments that employees can recognize and celebrate. For 
example, Philip Diehl of the U.S. Mint wanted to transform the clumsy, 
slow-moving government bureaucracy into a fast, energetic organization 
that was passionate about serving customers, particularly coin collectors. 
Diehl publicly set an early goal of processing 95 percent of orders within 
six weeks. Even though that sounds agonizingly slow in today’s fast-
paced business world, it was a tremendous improvement for the Mint. 
Achieving the goal energized employees and kept the transformation efforts 
moving.15 A highly visible and successful short-term accomplishment 
boosts the credibility of the change process and renews the commitment 
and enthusiasm of employees.16

 7. Stage 7 keeps up the urgency, building on the credibility and momentum 
achieved by short-term wins to tackle bigger problems. Successful 
change leaders don’t simply declare victory after small wins and become 
complacent. They use courage and perseverance to give people the energy 
and power to take on more difficult issues. This often involves changing 
systems, structures, and policies; hiring and promoting people who can 
implement the vision; and making sure employees have the time, resources, 

Action MemoAs a leader, you can develop the personal 
characteristics to be a change leader. To 

improve the success of a major change, 
you can follow the eight-stage model for 

leading change, remembering to devote the 
necessary time, energy, and resources to 

each stage.
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and authority they need to pursue the vision. Leaders at one company 
striving to improve collaboration, for example, found employees’ energy 
flagging after they had achieved a short-term win that improved on-time 
and complete shipments from 50 percent to 99 percent. They decided to 
invest significant time and money in reconfiguring the plant to increase 
interaction of production and office personnel, thereby creating a feeling 
of community that reinforced and continued the change effort in a highly 
visible way.17

 8. Stage 8 is where leaders make the changes stick.18 The transformation 
isn’t over until the changes have well-established roots. Leaders instill new 
values, attitudes, and behaviors so that employees view the changes not as 
something new but as a normal and integral part of how the organization 
operates. They use many of the ideas we discussed in Chapter 14 for 
changing organizational culture, such as tapping into people’s emotions, 
telling vivid stories about the new organization and why it is successful, 
selecting and socializing employees to fit the desired culture, and acting 
on the espoused values so that people know what leaders care about and 
reward. Leaders celebrate and promote people who act according to the 
new values. This stage also requires developing a means to ensure 
leadership development and succession so that the new values 
and behaviors are carried forward to the next generation of 
leadership.

 Stages in the change process generally overlap, but each is 
important for successful change to occur. When dealing with 
a major change effort, leaders can use the eight-stage change 
process to provide a strong foundation for success.

Leading Everyday Change 
Sometimes leaders see that signifi cant changes need to be made but they are con-
strained by various circumstances from initiating bold changes or they recognize 
that aggressive moves would provoke strong resistance. In addition, the nature 
of leadership means infl uencing others in many small ways on a regular basis. 
Good leaders work daily to gradually shift attitudes, assumptions, and behaviors 
toward a desired future. When individual leaders throughout the organization are 
involved in daily change efforts, they have a powerful cumulative effect.19

Leaders can learn strategies for everyday change that will have signifi cant 
constructive impact as everyday conversations and small actions spread to oth-
ers throughout the organization. Exhibit 15.3 illustrates a range of incremental 
change strategies that leaders can use. The strategies range from the individual 
leader working alone to effect gradual change to working directly with others in 
a more directed and extensive change effort.20 Each of the strategies is described 
below:

 • Creative self-expression. This is the least conspicuous way to promote 
change and involves a single leader acting in a way that others will notice 
and that reflects the values or behaviors he or she wishes to instill in 
followers. Creative self-expression quietly unsettles others’ expectations 
and routines, whether it be a leader who wears casual pants and sweaters 
in an organization where most people wear suits, or a leader who shifts 
working hours to balance work and family life. One manager, for example, 
shifted his work hours so he could always be home by 6:00 p.m. and 

Action Memo

Answer the questions in Leader’s Self-

Insight 15.2 on page 460 to see if you have 

what it takes to initiate changes and follow 

the 8-stage model of change.



Think specifically of your current or a recent full-time 
job. Please answer the 10 questions below according 
to your perspective and behaviors in that job. Indicate 
whether each item below is Mostly False or Mostly 
True for you. 

Mostly 
False

Mostly 
True

1. I often tried to adopt improved 
procedures for doing my job. _______ _______

2. I often tried to change how my 
job was executed in order to be 
more effective. _______ _______

3. I often tried to bring about 
improved procedures for the 
work unit or department. _______ _______

4. I often tried to institute new 
work methods that were more 
effective for the company _______ _______

5. I often tried to change organi-
zational rules or policies that 
were nonproductive or counter-
productive. _______ _______

6. I often made constructive sug-
gestions for improving how things 
operate within the organization. _______ _______

7. I often tried to correct a faulty 
procedure or practice. _______ _______

Are You a Change Leader?
Leader’s Self-Insight 15.2 

8. I often tried to eliminate redun-
dant or unnecessary procedures. _______ _______

9. I often tried to implement solu-
tions to pressing organizational 
problems. _______ _______

10. I often tried to introduce new 
structures, technologies, or 
approaches to improve efficiency. _______ _______

Scoring and Interpretation
Please add the number of items for which you marked 
Mostly True,which is your score: ______. This instru-
ment measures the extent to which people take charge 
of change in the workplace. Change leaders are seen 
as change initiators. A score of 7 or above indicates a 
strong take-charge attitude toward change. A score of 
3 or below indicates an attitude of letting someone else 
worry about change.

Before change leaders can champion large planned 
change projects via the model in Exhibit 15.2, they often 
begin by taking charge of change in their workplace area 
of responsibility. To what extent do you take charge 
of change in your work or personal life? Compare your 
score with other students’ scores. How do you compare? 
Do you see yourself being a change leader?

Source: Academy of Management Journal by E. W. Morrison and 
C. C. Phelps. Copyright 1999 by Academy of Management. 
Reproduced with permission of Academy of Management in the 
format Textbook via Copyright Clearance Center.
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Exhibit 15.3 A Range of Everyday Change Strategies

Source: Adapted from Debra E. Meyerson, “Radical Change the Quiet Way,” Harvard Business Review (October 2001), pp. 92–100. 
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refused to take calls during the evening between 6:30 and 9:00. In the 
hard-charging, fast-paced organization, his behavior raised eyebrows, but 
gradually, as colleagues saw that he actually became more rather than less 
productive, they also began leading more balanced lives.

 • Right words. With this strategy, a leader turns an opponent’s negative 
attitudes, comments, or behaviors into opportunities for change that others 
will notice. One good example relates to diversity and the challenges that 
minorities face in organizations, as described in Chapter 11. A sales 
executive was disturbed by the fact that the few minority managers in his 
organization had a hard time getting noticed and listened to. At a staff 
meeting, Carol, a new female marketing director, raised several concerns 
and questions, but was routinely ignored. Later in the meeting, a white 
male manager raised similar concerns, and everyone directed their attention 
toward him. The sales executive quickly jumped in, saying, “That’s a really 
important point and I’m glad you picked up on Carol’s comments. Carol, 
did he correctly capture your thinking on this issue?” By casually calling 
attention to the fact that Carol had been ignored and her ideas co-opted, 
the executive made an important point without accusing or embarrassing 
anyone. In addition, he raised Carol’s visibility and drew her directly into 
the discussion.

 • Right opportunities. A more public approach is for leaders to look 
for, create, and capitalize on opportunities for motivating 
others to change. One woman who was hired as a division 
president at a technology company was opposed to the 
company’s prevailing command-and-control leadership style 
but knew she would make enemies by attacking it directly. 
She focused on leading her own division in a participative way 
and sharing as much power and authority with followers as she 
could. Moreover, when she was asked to make presentations 
to the company’s executive staff, she passed the opportunity to 
those who had worked directly on the project. The employees 
gained greater skills and experience and other executives were 
able to see and recognize their abilities and contributions.

 • Alliance building. With strategic alliance building, the leader 
works closely with others to move issues to the forefront more quickly 
and directly than would be possible working alone. This is the most public 
and most political approach to everyday change. Recall the discussion 
of coalitions and allies from Chapter 12. The leader enlists the support 
and assistance of people who agree with his or her ideas for change. In 
addition, smart leaders look at everyone, even those who may be opposed 
to their ideas or projects, as a potential ally, as illustrated by the following 
example.

Paul Wielgus, Allied Domecq

Paul Wielgus doesn’t consider himself a revolutionary, but he sparked a transfor-
mation at the global company Allied Domecq, whose brands include Courvoisier 
and Beefeater, by effectively persuading people who were originally opposed to his 
plans. Wielgus headed a new learning and training department designed to help 
people throughout the company break out of outdated thinking and be more cre-
ative and adaptable. The problem was, even though the department had the support 
of top management, many executives thought it was a waste of time and money.

Action Memo

As a leader, you can model the behaviors 

and values you want others to follow. 

You can use your opponents’ negative 

comments, attitudes, or behaviors as 

opportunities to illustrate the value of a 

different approach. You can make allies and 

work with them to move important change 

issues to the forefront.
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One senior executive from Allied Domecq’s internal audit department took aim 
at the learning and training unit when he was asked to identify areas of unneces-
sary expense. He soundly berated Wielgus and criticized the department’s activi-
ties. However, rather than becoming defensive and treating the audit executive as 
an enemy, Wielgus used the meeting as an opportunity to sell him on the benefi ts 
of the program. His strategy was to treat the opposition as a friend and potential 
ally. Wielgus began excitedly telling him about how the workshops functioned and 
the dramatic changes he had seen in people who’d been through the training pro-
gram. He enthusiastically explained how people left the workshops feeling more 
excited about their work and with a renewed commitment to the organization and 
its goals.

Before long, the senior executive was scheduling training for the internal audit 
department itself, and he became one of Wielgus’s most enthusiastic supporters. 
The image of the Audit Services Department gradually changed from that of a polic-
ing unit to that of a partner helping people do their jobs better.21 

Paul Wielgus understood the importance of building strategic alliances by reaching 
out to the opposition as well as to those who already agreed with and supported 
his ideas.

Leaders use a variety of everyday change strategies depending on the organiza-
tion, the circumstances, and their own personalities. There are many ways to bring 
about change, and one of the most important ways is through individual leaders 
working every day—quietly and alone or publicly in connection with others—to 
effect small changes that ultimately have a powerful impact on the organization 
and its members.

Leading for Innovation 
In response to the question, “What must one do to survive in the twenty-fi rst 
 century?” the top answer among 500 CEOs surveyed by the American Man-
agement Association was “practice creativity and innovation.” However, only 6 
 percent of the respondents felt that their companies were successfully accom-
plishing this goal.22 Similarly, another survey by BusinessWeek and the Boston 
Consulting Group found that 72 percent of top executives said innovation is a 
top priority in their companies, yet almost half said they are dissatisfi ed with their 
results in that area.23

Many organizational leaders in the United States, Europe, and Japan are rec-
ognizing a need for greater innovation to keep pace with technological and societal 
advances and compete with the growing power of companies in China and other 
developing countries. Rather than focusing on ways to improve effi ciency and cut 
costs, today’s leaders are rewiring their organizations for creativity and innovation. 
Some observers of business trends suggest that the knowledge economy of the late 
1990s and early 2000s is rapidly being transformed into the creativity economy. 
As more high-level knowledge work is outsourced to less-developed countries, 
companies in the United States, Europe, and Japan are evolving to the next level—
generating economic value from creativity, imagination, and innovation.24

Today’s leaders are adopting structures and systems that promote rather than 
squelch the creation and implementation of new ideas. Effective leaders fi nd ways 
to promote creativity in the departments where it is most needed. For example, 
some organizations, such as hospitals, government agencies, and non-profi t 
organizations, may need frequent changes in policies and procedures, and leaders 
can promote creativity among administrative workers. For companies that rely on 
new products, leaders need to promote the generation and sharing of ideas across 
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departments. In most successful companies, leaders want everyone to come up 
with new ideas for solving problems and meeting customer needs.

One of the best ways for leaders to facilitate continuous change is to create an 
environment that nourishes creativity. Creativity is the generation of ideas that are 
both novel and useful for improving effi ciency and/or effectiveness of an organi-
zation.25 Creative people come up with ideas that may meet perceived needs, solve 
problems, or respond to opportunities and are therefore adopted by the organi-
zation. However, creativity itself is a process rather than an outcome, a journey 
rather than a destination. One of the most important tasks of leaders today is to 
harness the creative energy of all employees to spur innovation and further the 
interests of the organization.

The Creative Organization 
Leaders can build an environment that encourages creativity and helps the orga-
nization be more innovative. Five elements of innovative organizations are listed 
in the left column of Exhibit 15.4, and each is described below.26 These elements 
correspond to the characteristics of creative individuals, listed in the right column 
of the exhibit.

Alignment For creative acts that benefi t the organization to occur consistently, 
the interests and actions of everyone should be aligned with the organization’s 
purpose, vision, and goals. Leaders make clear what the company stands for, con-
sistently promote the vision, and clarify specifi c goals. In addition, they make 
a commitment of time, energy, and resources to activities that focus people on 
innovation. Many organizations set up separate creative departments or venture 
teams. One increasingly popular approach is the idea incubator, which is being used 
at companies such as Boeing, Ziff-Davis, and UPS. An idea incubator provides a 
safe harbor where ideas from people throughout the organization can be devel-
oped without interference from company bureaucracy or politics.27

Creativity
the generation of ideas that 
are both novel and useful 
for improving effi ciency and 
effectiveness of the organization

Creativity
the generation of ideas that 
are both novel and useful 
for improving effi ciency and 
effectiveness of the organization

Idea incubator
a safe harbor where ideas from 
employees throughout the 
organization can be developed 
without interference from 
company bureaucracy or politics

Idea incubator
a safe harbor where ideas from 
employees throughout the 
organization can be developed 
without interference from 
company bureaucracy or politics

Exhibit 15.4 Characteristics of Innovative Organizations and Creative People

 The Innovative Organization The Creative Individual

 Alignment Commitment
  Focused approach

 Creative Values Interdependence
  Persistence
  Energy

 Unofficial activity Self-confidence
  Nonconformity
  Curiosity

 Diverse stimuli Open-mindedness
  Conceptual fluency
  Enjoys variety

 Within-company Social competence
 communication Emotionally expressive
  Loves people

Source: Based on Alan G. Robinson and Sam Stern, Corporate Creativity: How Innovation and Improvement 
Actually Happen (San Francisco: Berrett-Koehler, 1997); Rosabeth Moss Kanter, “The Middle Manager as 
Innovator,” Harvard Business Review, (July–August 1982), pp. 104–105; and James Brian Quinn, “Managing 
Innovation: Controlled Chaos,” Harvard Business Review, (May–June 1985), pp. 73–84.
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Creative Values Most people have a natural desire to explore and create, which 
leads them to want to initiate creative activity on their own. Unfortunately, this 
desire is sometimes squelched early in life by classroom teachers who insist on 
strict adherence to the rules. Leaders can unleash deep-seated employee motiva-
tion for creativity and innovation. Leaders encourage an entrepreneurial spirit by 
instilling values of risk-taking and exploration and providing the structures and 
systems that encourage people to explore new ideas. This corporate entrepreneurship 
can produce a higher-than-average number of innovations. One important out-
come is to facilitate idea champions. Idea champions are people who passionately 
believe in an idea and fi ght to overcome natural resistance and convince others of 
its value. Change does not happen by itself. Personal energy and effort are needed 
to successfully promote a new idea. Champions make sure valuable ideas get 
accepted and carried forward for implementation.

Unofficial Activity Employees need to be able to experiment and dream outside 
of their regular job description. Leaders can give people free time for activities that 
are not offi cially sanctioned. One study of creativity found that in almost every 
case the essence of the creative act came during the “unoffi cial” time  period.28 
Dream time is what makes it possible for companies to go where they never 
expected to. The best-known example is 3M’s Post-it Notes, one of the fi ve most 
popular 3M products and one that resulted from an engineer’s free-time experi-
ments with another worker’s “failure”—a not-very-sticky glue. 3M lets employees 
spend 15 percent of their time on any project of their own choosing, without man-
agement approval.29 Managers at Google also keep creativity alive by letting people 
spend 20 percent of their time—one day each week—working on any project they 
choose, even if the project doesn’t tie in with the company’s central mission.30

Diverse Stimuli It is impossible to know in advance what stimulus will lead any 
particular person to come up with a creative idea. The seeds of the idea for Post-it 
Notes were planted when an engineer’s bookmarks kept falling out of his church 
hymnal. Leaders can help provide the sparks that set off creative ideas. Compa-
nies such as Hallmark, Nortel Networks’ Broad Band, and Bell Laboratories/ 
Lucent Technologies bring in outside speakers on diverse topics to open people 
up to different ideas. Advertising agency Leo Burnett holds a regular “Inspire Me” 
day, when one team takes the rest of the department out to do something totally 
unrelated to advertising. One team took the group to a Mexican wrestling match, 
where team members showed up in costumes and masks like some of the more 
ardent wrestling fans. One idea that grew out of the experience was a new slogan 
for The Score, a sports network: “The Score: Home for the Hardcore.”31

Leaders can also provide employees with diverse stimuli by rotating people 
into different jobs, allowing them time off to participate in volunteer activities, 
and giving them opportunities to mix with people different from themselves. 
Organizations can give people opportunities to work with customers, suppliers, 
and others outside the industry.

Internal Communication Creativity fl ourishes when there is frequent contact 
with interdisciplinary networks of people at all levels of the organization.32 Without 
 adequate internal communication and coordination, ideas from creative departments 
or idea champions can’t be implemented. Leaders foster an environment that 
encourages people to communicate across boundaries. For example, at appliance 
maker Electrolux, CEO Hans Straberg introduced a new approach to product 
 development that has designers, engineers, marketers, and production people work-
ing side-by-side to come up with hot new products such as the Pronto cordless stick 

Corporate entrepreneurship
internal entrepreneurial 
spirit that includes values of 
exploration, experimentation, 
and risk taking

Corporate entrepreneurship
internal entrepreneurial 
spirit that includes values of 
exploration, experimentation, 
and risk taking

Idea champions
people who passionately believe 
in a new idea and actively work 
to overcome obstacles and 
resistance

Idea champions
people who passionately believe 
in a new idea and actively work 
to overcome obstacles and 
resistance
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Action Memo

Complete the exercise in Leader’s Self-

Insight 15.3 on page 466 to see if you have 

a creative personality.

Action Memo

As a leader, you can help the organization be 

more innovative. You can encourage curiosity, 

playfulness, and exploration and provide 

people with diverse stimuli to open their 

minds to new ideas. You can also build in 

mechanisms for cross-functional collaboration 

and information sharing.

vacuum, which gained a 50 percent market share in Europe within two years. “We 
never used to create new products together,” says engineer Giuseppe Frucco. “The 
designers would come up with something and then tell us to build it.” The new 
cooperative approach enhances creativity and saves both time and 
money at Electrolux by avoiding the technical glitches that crop up 
as a new design moves through the development process.33

Leaders can use the characteristics of innovative organi-
zations to ignite creativity in specifi c departments or the entire 
organization. Consider how leaders at Samsung Electronics have 
applied these ideas to encourage creativity and get designers and 
engineers to come up with innovative products rather than crank 
out cheap imitations.

Kun-Hee Lee, Samsung Electronics

When Kun-Hee Lee, chairman of Samsung Electronics, realized that 
consumers had come to regard Samsung products as cheap, low-quality knockoffs 
suitable only for the bargain bin, he vowed that the company would become a world-
class innovator. “We must change no matter what,” the chairman proclaimed.

One step executives took to create a new mindset that values creativity, 
cooperation, and innovation was to set up the Innovative Design Lab (IDS), where 
designers, engineers, marketers, and managers from various disciplines took a year-
long series of courses aimed at fostering a creative, collaborative environment. The 
courses gave people the skills and confi dence to risk thinking differently.  Ongoing 
programs at the IDS help designers learn how to better champion their ideas, 
and cross-discipline teams study consumers and create what-if scenarios about 
the world’s future buying patterns. Samsung further stimulates creativity with the 
Global Design Workshop, which sends employees to the world’s great art and de-
sign centers. Designers get Wednesday afternoons off to explore for ideas outside 
the offi ce. To put cutting edge ideas into action, people from different functional 
areas work side-by-side in the Value Innovation Program (VIP) Center. At the VIP, 
there are no interrupting phone calls, no annoying administrative tasks or other day-
to-day matters to distract people from the project.

Today, Samsung is the global leader in 8 consumer electronics categories, and 
the consulting fi rm Interbrand calculates it is the world’s most valuable electronics 
brand, outstripping previous leader Sony. Between the years of 2000 and 2005, the 
company won more awards from the Industrial Design Society of America than any 
other fi rm on the planet.34 

By encouraging entrepreneurship, allowing for unoffi cial activity, providing employ-
ees with diverse stimuli, and encouraging internal communication and collaboration, 
leaders have transformed Samsung Electronics into a hotbed of creativity and 
innovation.

Many organizations that want to encourage innovation also strive to 
hire people who display the characteristics of creative individuals, as listed 
in the right hand column of Exhibit 15.4. Creative people are often known 
for open-mindedness, curiosity, independence, self-confi dence, per-
sistence, and a focused approach to problem-solving. Clearly, 
these characteristics are stronger in some people than in others. 
However, recent research on creativity suggests that everyone 
has roughly equal creative potential. The problem is that many 
people don’t use that potential. Leaders can help both individuals 
and organizations be more creative.
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Leading Creative People 
Leaders of today’s organizations have powerful reasons to encourage creativity. 
As we discussed in Chapter 1, many organizations are undergoing fundamental 
transformations to respond to new challenges. They need employees to contribute 
new ideas. In addition, people can be more creative when they are helped to be 
open-minded, curious, and willing to take risks. Leaders can increase individual 
creativity by facilitating brainstorming, lateral thinking, and creative intuition.

Brainstorming One good way leaders encourage creativity is to set up brain-
storming sessions. Assume your organization faces a problem such as how to 
reduce losses from shoplifting, speed up checkout, reduce food waste, or lessen 
noise from a machine room. Brainstorming uses a face-to-face interactive group to 
spontaneously suggest a wide range of creative ideas to solve the problem. The 
keys to effective brainstorming are:

 1. No Criticism. Group members should not criticize or evaluate ideas in any 
way during the spontaneous generation of ideas. All ideas are considered 
valuable.

Brainstorming
a technique that uses a face-
to-face group to spontaneously 
suggest a broad range of ideas 
to solve a problem

Brainstorming
a technique that uses a face-
to-face group to spontaneously 
suggest a broad range of ideas 
to solve a problem

466

In the list below, check each adjective that you believe 
accurately describes your personality. Be very honest. 
Check all the words that fit your personality.

 1. affected ___ 16. intelligent ___

 2. capable ___ 17. narrow interests ___

 3. cautious ___ 18. wide interests___

 4. clever ___ 19. inventive ___

 5. commonplace ___ 20. mannerly ___

 6. confident ___ 21. original ___

 7. conservative ___ 22. reflective ___

 8. conventional ___ 23. resourceful ___

 9. egotistical ___ 24. self-confident ___

 10. dissatisfied ___ 25. sexy ___

 11. honest ___ 26. snobbish ___

 12. humorous ___ 27. sincere ___

 13. individualistic ___ 28. submissive ___

 14. informal ___ 29. suspicious ___

 15. insightful ___ 30. unconventional ___

Scoring and Interpretation
Add one point for checking each of the following words: 
2, 4, 6, 9, 12, 13, 14, 15, 16, 18, 19, 21, 22, 23, 24, 25, 
26, and 30. Subtract one point for checking each of the 
following words: 1, 3, 5, 7, 8, 10, 11, 17, 20, 27, 28, and 
29. The highest possible score is �18 and the lowest 
possible score is �12.

Do You Have a Creative Personality?
Leader’s Self-Insight 15.3 

The average score for a set of 256 assessed 
males on this creativity scale was 3.57, and for 
126 females was 4.4. A group of 45 male research 
scientists and a group of 530 male psychology gradu-
ate students both had average scores of 6.0, and 124 
male architects received an average score of 5.3. A 
group of 335 female psychology students had an aver-
age score of 3.34. If you received a score above 6.0, 
your personality would be considered above average 
in creativity.

The adjective checklist above was validated by 
comparing the respondents’ scores to scores on other 
creativity tests and to creativity assessments of respon-
dents provided by expert judges of creativity. This scale 
does not provide perfect prediction of creativity, but it is 
reliable and has moderate validity. Your score probably 
indicates something about your creative personality com-
pared to other people.

To what extent do you think your score reflects 
your true creativity? Compare your score to others in 
your class. What is the range of scores among other 
students? Which adjectives were most important for 
your score compared to other students? Can you think 
of types of creativity this test might not measure? How 
about situations where the creativity reflected on this 
test might not be very important?

Source: Harrison G. Gough, “A Creative Personality Scale for the 
Adjective Check List,” Journal of Personality and Social Psychology 
37, no. 8 (1979), pp. 1398–1405.
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 2. Freewheeling is welcome. People should express any idea that comes to 
mind no matter how weird or fanciful. Brainstormers should not be timid 
about expressing creative thinking. As a full-time developer of ideas at 
Intuit said, “It’s more important to get the stupidest idea out there and 
build on it than not to have it in the first place.”35

 3. Quantity desired. The goal is to generate as many ideas as possible. The 
more ideas the better. A large quantity of ideas increases the likelihood 
of finding excellent solutions. Combining ideas is also encouraged. All 
ideas belong to the group and members should modify and extend ideas 
whenever possible.36

Brainstorming has been found to be highly effective for quickly generating a wide 
range of creative alternatives. After all the ideas are expressed and recorded, the 
group can have another session to discuss and evaluate which ideas or combi-
nation will best solve the problem. Marissa Mayer, Director of Consumer Web 
Products at Google, has eight hour-long brainstorming sessions each year. At each 
session, six concepts are pitched to 100 engineers and discussed for 10 minutes 
each. The goal is to build on and modify each concept.37

Recent improvements in the brainstorming process are to have people write 
down their ideas before coming to the brainstorming session, and to go back and 
write down ideas immediately after the session. Taking advantage of each person’s 
before and after thinking will increase creative output.38 Another recent approach, 
called electronic brainstorming, or brainwriting, brings people together in an interac-
tive group over a computer network.39 One member writes an idea, another reads 
it and adds other ideas, and so on. Studies show that electronic brainstorming 
generates about 40 percent more ideas than individuals brainstorming alone, and 
25 percent to 200 percent more ideas than regular brainstorming groups, depend-
ing on group size.40 Why? Because each person is anonymous, and the sky’s the 
limit in terms of what people feel free to say. Creativity also in-
creases because people can write down their ideas immediately, 
avoiding the possibility that a good idea might slip away while 
the person is waiting for a chance to speak in a face-to-face group. 
Social inhibitions and concerns are avoided, which typically  allows 
for a broader range of participation. Another advantage is that 
electronic brainstorming can potentially be done with groups made 
up of employees from around the world, further increasing the diver-
sity of ideas.

Lateral Thinking Most of a person’s thinking follows a regular groove and 
somewhat linear pattern from one thought to the next. But linear thinking does 
not often provide a creative breakthrough. Linear thinking is when people take 
a problem or idea and then build sequentially from that point. A more creative 
approach is to use lateral thinking. Lateral thinking can be defi ned as a set of system-
atic techniques used for changing mental concepts and perceptions and generating 
new ones.41 With lateral thinking, people move “sideways” to try different percep-
tions, different concepts, and different points of entry to gain a novel solution. 
Lateral thinking appears to solve a problem by an unorthodox or apparently 
illogical method. Lateral thinking makes an unusual mental connection that is 
concerned with possibilities and “what might be.”

To stimulate lateral thinking, leaders provide people with opportunities to use 
different parts of their brain and thus to make novel, creative connections. When 
people take time off from working on a problem and change what they are doing, 

Electronic brainstorming
bringing people together in 
an interactive group over a 
computer network sometimes 
called brainwriting

Electronic brainstorming
bringing people together in 
an interactive group over a 
computer network sometimes 
called brainwriting

Lateral thinking
a set of systematic techniques 
for changing mental concepts 
and generating new ones

Lateral thinking
a set of systematic techniques 
for changing mental concepts 
and generating new ones

Action Memo

As a leader, you can expand the creative 

potential of yourself and others by using 

the techniques of brainstorming, lateral 

thinking, and creative intuition.
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it is possible to activate different areas of the brain. If the answer isn’t in the part 
of the brain being used, it might be in another that can be stimulated by a new 
experience. For example, a NASA scientist was taking a shower in a German hotel 
while pondering how to fi x the distorted lenses in the Hubble telescope in 1990. 
Nobody could fi gure out how to fi t a corrective mirror into the hard-to-reach 
space inside the orbiting telescope. The engineer noticed the European-style show-
erhead mounted on adjustable rods. This perception connected with the Hubble 
problem as he realized that corrective mirrors could be extended into the tele-
scope on similar folding arms. Lateral thinking came to the rescue.42

To facilitate the creative fl ash from people, some managers reorganize fre-
quently to mix people into different jobs and responsibilities, or they hire people 
with diverse experiences. Frequent change can be traumatic but it keeps people’s 
minds fresh and innovative. Having someone with a real estate background run 
a bank branch brings a fresh perspective to problems. People with diverse skills 
challenge the status quo when developing strategies or responses to customers.43

Personal approaches to stretch your mind when solving problems could in-
clude behaviors such as changing your sleeping hours, taking a different route 
to work, reading a different newspaper or listening to a different radio station, 
meeting new people, trying new recipes, or changing your restaurant, recreation 
or reading habits, all of which might stimulate a new part of the brain and trigger 
a lateral response. Unilever Best Foods asks 1500 managers to leave their offi ces, 
laboratories, or factories for three days, twice a year, to visit customers and learn 
more about them. Card designers at American Greetings are free to change their 
work location, enjoy a library of hundreds of magazines and thousands of books, 
and confer with counterparts in other industries, such as automotive and appli-
ance manufactures. Nike designers got the idea for the high gloss fi nish on the Air 
Jordan XIX at the Detroit auto show.44

Alex Osborn, the originator of brainstorming, developed many creative tech-
niques. One effective technique that is widely used to stimulate lateral thinking 
is the checklist in Exhibit 15.5. The checklist seems to work best when there is a 
current product or service for sale that needs to be improved. If the problem is to 
modify a cell phone design to increase its sales, for example, the checklist verbs in 

Exhibit 15.5 Lateral Thinking Checklist

Source: Alex Osborn, Applied Imagination, New York: Charles Scribner’s Sons, 1963.

Verb Description

Put to other uses? New ways to use as is? Other uses if modified?

Adapt? What else is like this? What other idea does this suggest?

Modify? Change meaning, color, motion, sound, odor, form, shape? Other changes?

Magnify? What to add: Greater frequency? Stronger? Larger? Plus ingredient? Exaggerate?

Minify? What to subtract: Eliminate? Smaller? Slower? Lower? Shorter? Lighter? Split up? Less 
frequent?

Substitute? Who else instead? What else instead? Other place? Other time?

Rearrange? Other layout? Other sequence? Change pace?

Reverse? Transpose positive and negative? How about opposites? Turn it backward? Turn it upside 
down? Reverse role?

Combine? How about a blend, an alloy, an assortment, an ensemble? Combine units? Combine 
purposes? Combine appeals? Combine ideas?



CHAPTER 15: LEADING CHANGE 469

Exhibit 15.5 can stimulate an array of different perceptions about the item being 
analyzed.

An exercise of considering opposites will also stretch the mind in a lateral 
direction. Physical opposites include back/front, big/small, hard/soft, 
and slow/fast. Biological opposites include young/old, sick/healthy, 
male/female, and tortoise/hare. Management opposites would 
be bureaucratic/entrepreneurial, or top-down/bottom-up. Business 
opposites are buy/sell, profi t/loss, and hire/fi re.45

Creative Intuition The creative fl ash of insight leaders want to 
awaken is actually the second stage of creativity. The fi rst stage is 
data gathering. The mind is gathering data constantly, especially when 
you are studying background material on a problem to be solved. 
Then the creative insight bubbles up as an intuition from the deeper 
subconscious. It may be hard to trust that intuitive process  because it 
seems “soft” to many business executives. The subconscious mind remembers all 
experiences that the conscious mind has forgotten. Intuition has a broader reach 
than any analytical process focused solely on the problem at hand.

Where or when do you get your best ideas? The most popular response is “in 
the shower.” One man got good ideas so consistently in the shower that he regularly 
experienced a 20-minute mental core dump of ideas. He purchased a piece of clear 
plastic and a grease pencil to write down the creative ideas while in his “think tank.” 
Creativity often occurs during a mental pause, a period of mixed tension and relax-
ation. In the shower, or while exercising, driving, walking, or meditating, the mind 
reverts to a neutral, somewhat unfocused state in which it is receptive to issues or 
themes that have not been resolved. A temporary activity that is relatively simple and 
mindless can provide the moment for a creative fl ash from deep in the subconscious. 
If the analytical part of the mind is too focused and active, it shuts down the spon-
taneous part. Thus, the semi-relaxed mental “pause” is like putting the analytical left 
brain on hold and giving room for the intuitive right brain to fi nd the solution in the 
subconscious mind.46 C. S. Lewis, author of The Chronicles of Narnia, was fond of 
long, contemplative walks to facilitate his creative juices. Novelist Stephen King runs 
several miles most mornings. One study suggested that a single aerobic workout is 
enough to kick the brains of college students into high gear for a couple of hours. 
Thus, physical exercise may be as effective as the shower for triggering the appropri-
ate relaxed state that enables creative intuition to break through.47

To understand your own creative intuition, consider the problems below. 
Each set of three words has something in common.48 Do not over-analyze. Instead 
just relax and see if the common element pops up from your intuition.

 1. April locker room bride-to-be

 2. curtain fisherman nuclear reactor

 3. catcher dinner table armadillo

 4. watermelon tennis tournament idea

 5. bowling alley tailor wrestling match

Don’t rush to fi nd the answers. Give your intuitive subconscious time to work. 
After it’s fi nished working on these problems, consider the following question you 
might be asked if you interview for a job at Microsoft: How would you weigh 
a large jet aircraft without a scale? This question combines logical thinking and 
intuition. Before reading on, how might you compute the airplane’s weight doing 
something that is technologically feasible even if not realistic?49

Action Memo

Right now, see if you can think of 

three additional opposites in each of 

the categories of physical, biological, 

management, and business. Look at 

opposites to stretch your thinking for a 

problem you face.
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The next challenge may appear to have no solution until your intuition shows 
you the obvious answer. In the illustration below, remove three matches to leave 
four.50

Here is another problem that may force your mind to respond from a different 
place to get the answer. The matches are an equation of Roman numerals made 
from ten matches. The equation is incorrect. Can you correct the equation with-
out touching the matches, adding new matches, or taking away any matches?

Have you given adequate time to your creative intuition? The answers to these 
creative challenges follow:

For the word sets, the correct answers are: (1) shower, (2) rods, (3) plates, (4) 
seeds, and (5) pins.

One answer to weighing the jet aircraft would be to taxi the jet onto a ship 
big enough to hold it. You could put a mark on the hull at the water line and then 
remove the jet and reload the ship with items of known weight until it sinks to the 
same mark on the hull. The weight of the items will equal the weight of the jet.

The answer to the fi rst match puzzle depends on how you interpret the 
word “four.” Rather than counting four matches, remove the matches at the top, 
 bottom, and right and the answer is obvious—the Roman numeral IV. For the 
second match puzzle, you can solve this problem by looking at it from a different 
perspective—turn the page upside down. Did your creative intuition come up 
with good answers?

Implementing Change
Leaders frequently see innovation, change, and creativity as a way to strengthen 
the organization, but many people view change only as painful and disruptive. A 
critical aspect of leading people through change is understanding that resistance 
to change is natural—and that there are often legitimate reasons for it. This chap-
ter’s Consider This box takes a lighthearted look at why employees may resist 
changes in some overly bureaucratic organizations.

The underlying reason why employees resist change is that it violates the 
personal compact between workers and the organization.51 Personal compacts 
are the reciprocal obligations and commitments that define the relationship 
between employees and organizations. They include such things as job tasks, 
performance requirements, evaluation procedures, and compensation pack-
ages. These aspects of the compact are generally clearly defined and may 
be in written form. Other aspects are less clear-cut. The personal compact 
incorporates elements such as mutual trust and dependence, as well as shared 
values. When employees perceive that change violates the personal compact, 
they are likely to resist. For example, a new general manager at the Dallas-
Fort Worth Marriott wanted to change the incentive system to offer bonuses 
tied to the hotel’s financial performance, but employees balked. “They were 
thinking, ‘Here comes the Wicked Witch of the West taking my stuff away,’” 

Personal compact
the reciprocal obligations and 
commitments that defi ne the 
relationship between employees 
and the organization

Personal compact
the reciprocal obligations and 
commitments that defi ne the 
relationship between employees 
and the organization



the manager said. There are management tools available to help implement 
innovation and change.

Tools for Implementation 
Leaders can improve the chances for a successful outcome by fol-
lowing the eight-stage model discussed earlier in this chapter and 
using the strategies we discussed for incremental everyday change. 
In addition, leaders mobilize people for change by engaging their 
hearts as well as their minds. Effective leaders use elements such 
as storytelling, metaphor, humor, symbolism, and a personal touch 
to reach people on an emotional level and sell them on proposed 
changes.52 As discussed in Chapter 9, emotional elements are essential 
for persuading and infl uencing others; thus, leaders should not over-
look the importance of emotional elements to overcome resistance to 
change.53 The Leader’s Bookshelf further describes how leaders can use emotion 
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Ancient wisdom says that when you discover you are 
astride a dead horse, the best strategy is to dismount. In 
government and other overly bureaucratic organizations, 
many different approaches are tried. Here are some of 

our favorite strategies for dealing with the “dead horse” scenario:

 1. Change the rider.
 2. Buy a stronger whip.
 3. Beat the horse harder.
 4. Shout at and threaten the horse.
 5. Appoint a committee to study the horse.
 6. Arrange a visit to other sites to see how they ride dead horses.
 7. Increase the standards for riding dead horses.
 8. Appoint a committee to revive the dead horse.
 9. Create a training session to improve riding skills.
 10. Explore the state of dead horses in today’s environment.
 11. Change the requirements so that the horse no longer meets the standards of death.
 12.  Hire an external consultant to show how a dead horse can be ridden.
 13. Harness several dead horses together to increase speed.
 14. Increase funding to improve the horse’s performance.
 15. Declare that no horse is too dead to ride.
 16. Fund a study to determine if outsourcing will reduce the cost of riding a dead horse.
 17. Buy a computer program to enhance the dead horse’s performance.
 18. Declare a dead horse less costly to maintain than a live one.
 19. Form a work group to find uses for dead horses.
  And . . . if all else fails . . .
 20. Promote the dead horse to a supervisory position. Or, in a large corporation, make it 

a Vice President.

Source: Author unknown. Another version of this story may be found at http://www.abcsmallbiz.com/
funny/deadhorse.html

Dealing with a Dead Horse
Consider This!

Action Memo

As a leader, you can understand the reasons 

for resistance to change and use tools such 

as communication, training, and follower 

participation to overcome resistance. Use 

coercion only as a last resort and when the 

change is urgent.
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In his 1996 book, Leading Change, John Kotter, professor 
emeritus at Harvard Business School, outlined an eight-
stage process that leaders should follow in leading major 
change. With this book, The Heart of Change, Kotter 
teamed up with consultant Dan Cohen to look at the typi-
cal problems leaders face at each of the eight stages. 
The authors’ main finding is that the biggest barriers to 
change involve people’s attitudes and behaviors.

HOW PEOPLE CHANGE
Change comes easier, the authors argue, when people 
see potent reasons for change that touch their emotions 
rather than being presented with rational analysis that 
attempts to change their thinking. Consider these exam-
ples connected to three of the eight change stages:

 • Stage 1: Establish a sense of urgency. One leader at 
a company struggling to cut costs was curious about 
what his company was spending on gloves in its 
manufacturing plants. His summer intern found that 
the plants purchased 424 different types of gloves 
that were roughly equal in quality but varied widely 
in cost. The two gathered a sample of each type of 
glove, tagged it with a price on it, and made a pile in 
the executive boardroom. When division managers 
saw the display, they were astounded. The gloves 
became a traveling road show that managers used to 
show people how bad things had gotten.

 • Stage 4: Widely communicate the vision and strat-
egy. At a company in the United Kingdom, leaders 
personally communicated a new vision with people 
all around the company, but they wanted to keep 
the vision fresh in everyone’s mind. One morning, 
when employees turned on their computers, the first 
thing they saw was a multicolored map of the United 
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by John P. Kotter and Dan S. Cohen

Kingdom surrounded by a bright blue circle. As the 
image moved around the screen, the words “We 
will be #1 in the UK market by 2001” appeared. The 
screen saver technique took everyone by surprise 
and got people talking about the vision.

 • Stage 5: Empowering employees. One manufacturing 
plant’s early efforts at empowerment were total chaos. 
Employee involvement meetings deteriorated into gripe 
sessions, and morale declined rather than improved. 
Leaders decided to try a different approach. With the 
approval of some of their best teams, they began 
 videotaping what they did on the factory floor—
everything from grabbing the raw material off the 
shelf to taking the finished product off the line. When 
people later viewed the tape, ideas for improvement 
started flowing immediately—such as reorganizing the 
machines to cut down on how far people had to walk 
or setting up a rack with all the tools needed for a pro-
cess right at hand. Teams now have “before and after” 
tapes and feel a sense of pride as they show the quality, 
safety, and cost improvements they have made.

REAL-LIFE STORIES; PRACTICAL GUIDELINES
The Heart of Change is based on interviews with about 
400 leaders at 130 organizations in the midst of major 
changes. The numerous personal anecdotes include both 
successes and fumbles, and each chapter ends with 
a “What Works/What Does Not Work” guide for each 
of the eight change stages. With The Heart of Change, 
Kotter and Cohen have combined a lively, highly read-
able story with a practical, no-nonsense guide to leading 
 successful change.

Source: The Heart of Change, by John P. Kotter and Dan S. Cohen, is 
published by Harvard Business School Press.

in following the eight-stage change process discussed earlier. Leaders also use a 
number of specifi c implementation techniques to smooth the change process.

 • Communication and training. Open and honest communication is perhaps 
the single most effective way to overcome resistance to change because it 
reduces uncertainty, gives people a sense of control, clarifies the benefits of the 
change, and builds trust. In one study of change efforts, the most commonly 
cited reason for failure was that employees learned of the change from 
outsiders.54 Top leaders concentrated on communicating with the public and 
shareholders, but failed to communicate with the people who would be most 
intimately affected by the changes—their own employees. It is important that 
leaders communicate with people face-to-face rather than relying solely on 
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newsletters, memos, or electronic communication. For example, the CEO of 
one information technology company embarking on a major restructuring 
held a meeting with all employees to explain the changes, answer questions, 
and reassure people that the changes were not going to result in job losses.55

   Employees frequently also need training to acquire skills for their role 
in the change process or their new responsibilities. Good change leaders 
make sure  people get the training they need to feel comfortable with new 
tasks, such as when Canadian Airlines International spent a year and 
a half training employees in new procedures before changing its entire 
reservations, airport, cargo, and financial  systems.56

 • Participation and involvement. Participation involves followers in helping 
to design the change. Although this approach is time-consuming, it pays 
off by giving people a sense of control over the change activity. They come 
to understand the change better and become committed to its successful 
implementation. A study of the implementation and adoption of new 
computer technology at two companies, for example, showed a much 
smoother implementation process at the company that introduced the 
change using a participatory approach.57

 • Coercion. As a last resort, leaders overcome resistance by threatening 
employees with the loss of jobs or promotions or by firing or transferring 
them. Coercion may be necessary in crisis situations when a rapid response 
is needed. For example, a number of top managers at Coca-Cola had to 
be reassigned or let go after they refused to go along with a new CEO’s 
changes for revitalizing the sluggish corporation.58 Coercion may also be 
needed for administrative changes that flow from the top down, such as 
downsizing the workforce. However, as a general rule, this approach to 
change is not advisable because it leaves people angry at leaders, and the 
change may be sabotaged. Leaders at Raytheon Missile Systems faced an 
urgent need for change, but they wisely realized that participation and 
involvement, communication, and training would lead to far better results 
than trying to force the changes on employees.

Raytheon Missile Systems

In the early 2000s, leaders at Raytheon Missile Systems (RMS) were reeling from 
the challenges brought about by the merger of four different companies into one. 
Employees were from different geographical areas; used different processes, meth-
ods, and tools; held different corporate cultural values and norms; and even used 
different words for the same products or technologies.

Top leaders put together a core change team to write a clear vision for change 
that would align the entire organization into one smoothly functioning manufacturing 
operation. The team also created a powerful tool that provided bite-sized action steps 
the factories could take to achieve manufacturing improvement goals. However, lead-
ers realized that imposing these changes from above might provoke strong resistance. 
Instead, they set up three off-site workshops that involved people from all parts of the 
organization and assigned subgroups to tackle the issue of describing steps needed 
to achieve manufacturing excellence. With facilitation from core team members, the 
employee groups developed descriptions that were parallel to those originally devel-
oped by the change team but which were also richer and more detailed.

Next, leaders actively involved factory managers in the changes by assigning 
them to assess one another’s operations. Careful thought went into the assign-
ments so that managers who were particularly good in one area were assigned to 
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factories that were weak in that area, which led to learning and cross-pollination of 
ideas. In short order, factory mangers were helping one another implement the best 
manufacturing methods of the entire organization across boundaries.

Leaders set broad improvement goals for each factory, but allowed the factory 
manager to determine the specifi c elements to improve during each year of the 
fi ve-year improvement plan. They reasoned that, even if some managers chose only 
easy improvements, at least everyone’s efforts were focused in the same direc-
tion. Training was provided to help managers and improvement teams accomplish 
results faster.59 

The change journey at Raytheon Missile Systems was not without challenges, but 
by communicating with employees, allowing people to participate in the change, 
actively involving factory managers, and providing training, leaders overcame most 
of the resistance and facilitated a smoother implementation. After two years, they 
decided to apply for the Shingo Prize for Excellence in Manufacturing as a way to 
gauge the organization’s progress. Surprisingly, RMS won the award on its fi rst at-
tempt, which served both as a reminder of how far the organization had come and 
a way to celebrate and reward factory managers for all their hard work.

The Two Faces of Change 
Effectively and humanely leading change is one of the greatest challenges for lead-
ers. The nature and pace of change in today’s environment can be exhilarating 
and even fun. But it can also be inconvenient, painful, and downright scary. Even 
when a change appears to be good for individual employees as well as the organi-
zation, it can lead to decreased morale, lower commitment, and diminished trust 
if not handled carefully.

In addition, some changes that may be necessary for the good of the orga-
nization can cause real, negative consequences for individual employees, who 
may experience high levels of stress, be compelled to quickly learn entirely new 
tasks and ways of working, or possibly lose their jobs. Consider what’s happen-
ing at Hewlett-Packard Co., where new CIO Randy Mott is leading a $1 billion 
makeover of HP’s internal IT systems, which will cut the company’s IT costs 
in half and increase sales by enabling managers to analyze buying trends and 
other data. The transformation calls for slashing thousands of small IT projects 
and replacing 85 loosely-connected data centers with six cutting edge facilities. 
Tearing up the entire IT infrastructure is causing tremendous stress for many 
employees. In addition, the new centralized approach means some people have 
had their projects terminated, and thousands of employees may lose their jobs. 
Referring to the stress level at HP, one veteran manager said, “At some point, you 
hit a breaking point.”60

Some of the most diffi cult changes are those related to structure, such as 
redefi ning positions and responsibilities, re-engineering the company, redesigning 
jobs, departments, or divisions, or downsizing the organization. In many cases, 
these types of changes mean that some people will be seriously hurt because they 
will lose their jobs. Downsizing is one of the most diffi cult situations leaders face; 
they have to handle the layoffs in a way that eases the pain and tension for depart-
ing employees and maintains the trust, morale, and performance of employees 
who remain with the organization.

Leadership and Downsizing 
Downsizing refers to intentionally reducing the size of a company’s workforce. 
 During the boom years of the 1990s, few leaders had to be concerned with the 
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need for laying off employees, but the economic downturn of the early 2000s made 
massive downsizing a common practice in American corporations. In addition, 
downsizing is a part of many change initiatives in today’s organizations.61 Re-
 engineering projects, mergers and acquisitions, global competition, the 
trend toward outsourcing, and the transition from an industrial to 
an information economy have all led to job reductions.62

Some researchers have found that massive downsizing has 
often not achieved the intended benefi ts, and in some cases has sig-
nifi cantly harmed the organization.63 Nevertheless, there are times 
when downsizing is a necessary part of a thoughtful restructuring of 
assets or other important change initiatives.

When job cuts are necessary, leaders should be prepared for in-
creased confl ict and stress, even greater resistance to change, and a 
decrease in morale, trust, and employee commitment.64 A number of 
techniques can help leaders smooth the downsizing process and ease 
tensions for employees who leave as well as those who remain.65 Some 
leaders seem to think that the less said about a pending layoff, the better. Not so. 
Leaders should provide advance notice with as much information as possible. 
Even when they’re not certain about exactly what is going to happen, leaders 
should be as open and honest with employees as possible. Leaders can also 
involve employees in shaping the criteria for which jobs will be cut or which 
employees will leave the company. Another option is to offer incentive packages 
for employees to leave voluntarily and offer alternative work arrangements such 
as job-sharing and part-time work.

Providing assistance to displaced workers, such as through training programs, 
severance packages, extended benefi ts, outplacement assistance, and counseling 
services for both employees and their families can ease the trauma associated 
with a job loss. In addition, this shows remaining workers that leaders care about 
people, which can help to ease their own feelings of confusion, guilt, anger, and 
sadness over the loss of colleagues. Many companies provide counseling to help 
remaining employees handle the emotional diffi culties associated with the down-
sizing, as well.

Even the best-led organizations may sometimes need to lay off employees in 
a turbulent environment. Leaders can attain positive results if they handle down-
sizing in a way that enables remaining organization members to be motivated, 
productive, and committed to a better future.

Summary and Interpretation
The important point of this chapter is that tools and approaches are available to 
help leaders facilitate creativity and innovation and manage change. Change is 
inevitable, and the increased pace of change in today’s global environment has led 
to even greater problems for leaders struggling to help their organizations adapt. A 
major factor in the failure of organizations to adapt to changes in the global en-
vironment is the lack of effective change leadership. Leaders who can successfully 
accomplish change typically defi ne themselves as change leaders, describe a vision 
for the future in vivid terms, and articulate values that promote change and adapt-
ability. Change leaders are courageous, are capable of managing complexity and 
uncertainty, believe in followers’ capacity to assume responsibility for change, 
and learn from their own mistakes.

Action Memo

As a leader, you can be compassionate when 

making changes such as downsizing that will 

hurt some people in the organization. You 

can provide assistance to displaced workers, 

and remember to address the emotional 

needs of remaining employees to help them 

stay motivated and productive.
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Major changes can be particularly diffi cult to implement, but leaders can 
help to ensure a successful change effort by following the eight-stage model 
of planned change—establish a sense of urgency; create a powerful coalition; 
develop a compelling vision and strategy; communicate the vision; empower 
employees to act; generate short-term wins; keep up the energy and commitment 
to tackle bigger problems; and institutionalize the change in the organizational 
culture. Leaders also facilitate change on a daily basis by using several everyday 
change strategies, including creative self-expression, right words, right opportu-
nities, and alliance building.

Leading for innovation is a signifi cant challenge for today’s leaders. One way 
is by creating an environment that nourishes creativity in particular departments 
or the entire organization. Five elements of innovative organizations are align-
ment, creative values, unoffi cial activity, diverse stimuli, and within-company com-
munication. These correspond to characteristics of creative individuals. Creative 
people are less resistant to change. Although some people demonstrate more cre-
ativity than others, research suggests that everyone has roughly equal creative 
potential. Leaders can increase individual creativity by facilitating brainstorming, 
lateral thinking, and creative intuition.

Implementation is a critical aspect of any change initiative. Leaders can 
understand why people resist change and how to overcome resistance. Leaders 
use communication and training, participation and involvement, and—as a last 
resort—coercion to overcome resistance. Leaders should recognize that change 
can have negative as well as positive consequences. One of the most diffi cult situ-
ations leaders may face is downsizing. They can use techniques to help ease the 
stress and hardship for employees who leave as well as maintain the morale and 
trust of those who remain.

Discussion Questions
 1. Of the eight stages of planned change, which one do you think leaders are most 

likely to skip? Why?

 2. Which of the everyday change strategies (Exhibit 15.3) would you be most comfort-
able using and why? What are some situations when a passive, private strategy such 
as creative self-expression might be more effective than an active, public strategy 
such as alliance building?

 3. Do you think creative individuals and creative organizations have characteristics in 
common? Discuss.

 4. How could you increase the number of novel and useful solutions you can come up 
with to solve a problem?

 5. What advice would you give a leader who wants to increase innovation in her 
department?

 6. What are some ways leaders can overcome resistance to change?

 7. Why are idea champions considered to be essential to innovation? Do you think 
these people would be more important in a large organization or a small one? 
Discuss.

 8. Planned change is often considered ideal. Do you think unplanned change could be 
effective? Discuss. Can you think of an example?

 9. Is the world really changing faster today, or do people just assume so?
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Leadership at Work

Organizational Change Role Play
You are the new director of the Harpeth Gardens not-for-profit nursing home. 
Harpeth Gardens is one of 20 elder care centers managed by Franklin Resident 
Care Centers. Harpeth Gardens has 56 patients and is completely responsible for 
their proper hygiene, nutrition, and daily recreation. Many of the patients can move 
about by themselves, but several require physical assistance for eating, dressing, and 
moving about the nursing home. During daytime hours, the head of nursing is in 
charge of the four certified nursing assistants (CNAs) who work on the floors. During 
the night shift, a registered nurse is on duty, along with three CNAs. The same number 
of CNAs are on duty over the weekend, and either the head of nursing or the registered 
nurse is on call.

Several other staff also report to you, including the heads of maintenance, bookkeeping/
MIS, and the cafeteria. The on-call physician stops by Harpeth Gardens once a week to 
check on the residents. You have 26 full- and part-time employees who cover the different 
tasks and shifts.

During your interviews for the director’s job, you became aware that the previous 
director ran a very tight ship, insisting that the best way to care for nursing home patients 
was though strict rules and procedures. He personally approved almost every decision, 
including decisions for patient care, despite not having a medical degree. Turnover has 
been rather high and several beds are empty because of the time required to hire and train 
new staff. Other elder care facilities in the area have a waiting list of people wanting to 
be admitted.

At Harpeth Gardens, the non-nursing offices have little interaction with nurses or 
each other. Back office staff people seem to do their work and go home. Overall, Harpeth 
Gardens seems to you like a dreary place to work. People seem to have forgotten the 
compassion that is essential for patients and each other working in a health care environ-
ment. You believe that a new strategy and culture are needed to give more responsibility 
to employees, improve morale, reduce turnover, and fill the empty beds. You have read 
about the concept of a learning organization (Chapter 15), and would like to implement 
some of those ideas at Harpeth Gardens. You decide to start with the ideas of increasing 
empowered roles and personal networks and see how it goes. If those two ideas work, then 
you will implement other changes.

During your first week as the director, you have met all the employees, and you have 
confirmed your understanding of the previous director’s rigid approach. You call a meet-
ing of all employees for next Friday afternoon.

Your assignment for this exercise is to decide how you will implement the desired 
changes and what you will tell employees at the employee meeting. Start by deciding how 
you will accomplish each of the first three steps in the model in Exhibit 15.2. Write your 
answers to these three questions:

 1. How will you get employees to feel a sense of urgency?

 2. How will you form a guiding coalition, and who will be in it?
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 3. What is your compelling vision?

Your next task is to prepare a vision speech to employees for the changes you are 
about to implement. In this speech, explain your dream for Harpeth Gardens and the 
urgency of this change. Explain exactly what you believe the changes will involve and why 
the employees should agree to the changes and help implement them. Sketch out the points 
you will include in your speech:

In Class: The instructor can divide the class into small groups to discuss the answers 
to questions 1 to 3 above and to brainstorm the key points to cover in the vision speech to 
employees. After student groups have decided what the director will say, the instructor can 
ask for volunteers from a few groups to actually give the speech to employees that will start 
the Harpeth Gardens transition toward a learning organization. The key questions are: Did 
the speech touch on the key points that inspire employees to help implement changes? Did the 
speech convey a high purpose and a sense of urgency? Did the speech connect with employees 
in a personal way, and did it lay out the reality facing Harpeth Gardens?

Text not available due to copyright restrictions
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Applegate Farms, 44–46
Aramark Worldwide 

Corp., 12
Arthur Andersen, 164, 434
Aspen Institute, 430
Association for Quality and 

Participation, 174
ATI Medical, Inc., 276
AT&T, 234
Averitt Express, 432

B

Barr Devlin, 203
Baxter Healthcare Corp., 346
Baxter International Inc., 437
Becton Dickinson & Co., 328
Bell Atlantic, 336
Bell Laboratories, 464
Best Buy, 249
Bestfoods, 340
BHP Copper Metals, 244, 250
BioGenex, 443

Index of Organization
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Blackmer/Dover Resources 
Inc., 242

Blue Bell Creameries, 
297–298

Boeing Corp., 153, 164, 168, 
422, 453, 463

Boeing Integrated Defense 
Systems, 265

Bonnie CLAC, 6
Booz Allen Hamilton, 430
Borden, 436
Boston Consulting Group, 

462
BP, 305, 328, 342, 390
Broadcom, 12
Business Women’s Network, 

345

C

Cadbury Schweppes, 389
Canadian Airlines 

International, 473
CARE, 335
Carrefour, 332
Catalyst, 330, 338
Center for Creative 

Leadership, 23–24
Charles Schwab, 98, 181, 298
Chatsworth Products 

Inc., 245
Chautauqua Institution, 101
Cheesecake Factory, 55
Chrysler, 13
Cingular, 410
Cirque du Soleil, 293
Citigroup, 287
Citizens Bank, 185
City Bank, 287
Coca-Cola, 332, 389, 473
Colgate-Palmolive, 14, 345
Columbia Sportswear, 17
Comcast, 13
Commerce Bank, 421, 430
Computer Associates, 168
Compuware, 366
Consolidated Diesel, 299
Container Store, 424
Converge, 271
Corrugated Replacements 

Inc., 100

D

Damark International, 48
DaVita, 259
Dean Witter, 375–376
Dell Computer Corp., 

212, 215
Deloitte & Touche, 328
Denny’s Restaurants, 325, 

346–347

Detroit Public Schools, 74–75
Disneyland, 395–396
D.L. Rogers Corp., 44
DMC, 244
Dollar General, 403
Dreamworks SKG, 203
Duke University Hospital, 282
DuPont, 393, 400–401

E

Eastern Mountain Sports, 408
Eaton Corporation, 432
eBay, 13
Edy’s Grand Ice Cream, 299
Egon Zehnder, 390
Electrolux, 464
Eli Lilly and Company, 432
Emerald Packaging, 113–114
Emery University, 24
Empire Blue Cross and Blue 

Shield, 205
Energy Conversion Devices, 

389
Enron Corporation, 8, 12, 40, 

164, 182, 426, 434
Ernst & Young LLP, 332, 345

F

Federal Aviation 
Administration (FAA), 
371

FedEx, 229, 291, 425, 431
FEMA (Federal Emergency 

Management Agency), 453
Focus: HOPE, 185
Ford Motor Company, 134, 

302, 338, 394, 397, 
422, 437

Forrester Research, 410
Frederick Douglass Academy, 

387
FSBOMadison, 100–101

G

Gallup Organization, 226, 
247–249, 399

Gambro Healthcare, 259
Gemmy Industries, 453
Genentech, 400–401, 432
General Electric, 42–43, 79, 

153, 403, 453
General Motors, 8
Girl Scouts, 18–19
GlaxoSmithKline, 280
Global Crossing, 12
GMAC Home Services, 119
Goizueta Business School, 24
Google, 17, 133–134, 402, 

464, 467

Governance Metrics 
International, 170

Greater Chicago Food 
Depository, 391

Griffin Hospital, 268
Growing Green, 291

H

Hallmark, 464
Harmon Auto Parts, 88
Harvard Business School, 

164–165, 307
Harvard University, 87–88
Hay Group, 43, 121
HCA, 370
HealthSouth, 164
Herman Miller, 335–336
Hewitt Associates, 345
Hewlett-Packard (HP), 

4, 104–105, 372, 
456, 474

Home Depot, 78–79, 345
Hospital Corporation of 

America (HCA), 248
Hot Dog on a Stick, 250

I

IBM, 200, 203, 298, 310, 
340, 431

IKEA, 17
ImClone, 185
Imperial Oil, 200
Industrial Design Society of 

America, 465
Industrial Light and 

Magic, 299
Institute for Global Ethics, 172
International Bridges to 

Justice, 273
International Data Group, 63
International House of 

Pancakes (IHOP), 37–38

J

JC Penney, 114, 422, 
427, 432

John Lewis, 424
Johnson & Johnson, 399
Johnson Controls Inc., 390

K

KI, 244
Kimberly-Clark, 14, 269
Kinko’s, 86
Kmart, 269–270
Komatsu, 389
Korn Ferry International, 327
KPMG, 168

Kraft Foods, 436
Kwik-Fit Financial Services, 225

L

LDF Sales and Distributing, 235
Leader to Leader Institute, 18
Leo Burnett, 464
Les Schwab Tire Centers, 228
L.L. Bean, 404
Lorraine Monroe Leadership 

Institute, 287
Louisiana State University, 281
Lucent Technologies, 345, 464

M

Manchester Bidwell, 355
Marriott, 403, 433, 470
Marsh McLennan, 168
Marvin Windows and 

Doors, 184
Mary Kay, 400
Massachusetts General 

Hospital, 293
MasterBrand Industries, 457
Mattel, 372
Mayo Clinic, 298
McCain and Associates, 277
McDevitt Street Bovis, 297
McKinsey & Co., 139, 210
Medical Center of Plano, 

248–249
Medtronic, 138
Merck, 86
Meritor, 250
Merrill Lynch, 326, 328–329
MetLife, 146
Microsoft, 392, 403, 410
Mississippi Power, 243
Mitchell & Titus, 332
Mojave Aerospace Ventures, 

387
Molly Maid International, 

178
Monsanto, 86, 137
Morgan Stanley, 24, 135, 

166, 375–376
Motorola, 17, 305, 325, 390, 

399–400
Mott, Randy, 474
MTV Networks, 69–70, 332
MySQL, 311–312

N

NAACP, 180
NASA, 282, 397
National Association Council 

for Minorities in 
Engineering, 331

National Grange Mutual, 279
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National Parenting 
Association, 331

NECX, 271
Nelson Motivation Inc., 234
Nestlé, 332
New York City Transit, 390
New York Stock Exchange, 376
Nike, 468
Nissan Design International, 

117–118
Nordstrom’s, 432
Nortel Networks, 464
North General Hospital, 404
North Jackson Elementary 

School, 50
Northern Telecom, 332
Nucor, 231–233, 433

O

Oakland A’s, 405
Office Depot, 101
Optimus Corporation, 331
Oracle, 176

P

Parkland Memorial Hospital, 
291

Pathmark, 193
Payless ShoeSource, 407
PeopleSoft, 176
PepsiCo, 325, 330, 372
Pets.com, 134
Philips Electronics NV, 453
Pixar Animation Studios, 147
Pottery Barn, 404
Procter & Gamble, 269, 330
Progressive Insurance, 404
Project Match, 237
PSS World Medical, 432

Q

Quality Suites, 186
Qwest Communications, 12, 

131, 434

R

Ralcorp, 250
Ralston Foods, 293
Raytheon Missile Systems, 

473–474
Reflexite, 244–245
Renaissance Ramada, 186
Rensselaer Polytechnic 

Institute, 144
Ritz-Carlton, 390
Roadtrip Productions, 

397–398
Royal Philips Electronics, 264
RubiconSoft, 365–366
Rubric, 366
Ryder System, Inc., 275

S

Safeco Insurance, 437
Samsung Electronics, 402, 465
Sargento Foods Inc., 436
Scaled Composites, 387
Seagate Technology, 291
Sears Holdings Corp., 269–270
Sears Roebuck & Co., 269
SEI Investments, 168
Semco, 245, 250–251
ServiceMaster Co., 178–179, 

394, 403
Shell Oil, 342
Siemens, 453
Sigmet, 317
Simmons Research Group, 334
Society for Human Resource 

Management, 239
Sonic, 44
Sony Corporation, 389
South Asian Coalition on 

Child Servitude, 182
Southwest Airlines, 155, 403, 

422, 432
Sovereign Bancorp, 369
Spartan Motors, 203
Stanford Business School, 

280

Starbucks, 13, 332, 422, 433
SVS Inc., 153–154
Synapse, 435–436

T

Tandem Services Corporation, 
311

Texas Commerce Bank, 390
Timberland Co., 169–170
Time Inc., 436
Time Warner, 345
Time Warner Cable, 105
Times Mirror Company, 429
Tom’s of Maine, 443
Touche Ross, 328
Towers Perrin, 248
Toyota Motor Company, 249, 

340
Trane, 184
Trans World Entertainment, 

168
Transocean Sedco Forex, 97
Tribune Company, 429
True Value, 49
TruServ, 49
Tyco, 12, 164

U

Unilever Best Foods, 468
Unilever PLC, 342
United Health Group, 164
United Scrap Metal, 227
University of Alabama, 169
University Public 

Schools, 56
UPS, 358–359, 364, 463
US Air Force, 164
US Army, 164, 200, 214, 277, 

360, 454
US Bureau of Labor Statistics, 

332
US Marines, 3, 46–47
US Mint, 458
US Navy, 3, 150, 158–159
US Olympic Committee, 359

V

Valero, 282, 439–441
Vanguard, 17
Viacom, Inc., 69–70
Virgin Atlantic, 387
Volkswagen, 63, 181, 457

W

Wal-Mart, 298, 400, 453
Walt Disney Company, 

147, 433
WD-40 Company, 235
West Point, 131, 148, 

214, 360
Westinghouse, 183
WestJet Airlines, 430–431
Weyerhaeuser Company, 345
Wharton School, 208
Whitlock Manufacturing, 

84–85
Whole Foods Markets, 

107–108, 439
W.L. Gore & Associates, 

245, 338
Wm. R. Wrigley Jr. Company, 

389, 392
WorkWellTogether, 317
WorldCom, 12, 164, 434

X

Xerox, 283, 291
Xerox Canada, 141

Y

Yahoo Inc., 134–135
Yellow Freight System, 458

Z

Zenith, 399
Ziff-Davis, 463

One Thing You Need to 
Know . . . About Great 
Managing, Great 
Leading, and Sustained 
Individual Success 
(Buckingham), 249

Fifth Discipline (Senge), 
141–142

Five Dysfunctions of a Team 
(Lencioni), 292

7 Habits of Highly Effective 
People (Covey), 200–203

8 Skills That Separate People 
Who Perform From Those 
Who Don’t (Charan), 40

9/11 World Trade Center 
attacks, 8

“30 Ways to Annoy Your Boss” 
(Weed, Lash, Loizos), 205

60 Minutes, 282

“100 Best Companies to 
Work For,” 17, 228, 
240, 332, 400

A

“A Skipper’s Chance to 
Run a Trident Sub Hits 
Stormy Waters” (Ricks), 
158–159

Abilene Paradox, 182
Abu Ghraib prison, 164
accommodating style of 

handling conflicts, 315
achievement and acquired 

needs theory, 233
achievement culture, 435–436
acquired needs theory, 

233–234
acquisitions, failures, 429

Subject Index
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action and vision
employees and change, 458
in leadership, 408–410

actions and corporate 
culture, 433

adaptability, 146
adaptability culture, 434

adaptive cultures, 427–430
advisory leadership role, 

120–121
affiliation and acquired needs 

theory, 233
agreeableness, 99–100
alienated followers, 195
alignment and creative 

organization, 463
allies and alliances, building, 

375, 461–462
altruism as noble purpose, 

402–403
analysis for decision 

making, 411
anger, harnessing, 186
annoyance, “30 Ways to 

Annoy Your Boss” 
(Weed, Lash, Loizos), 205

Ansari-X prize, 387
Applied Imagination 

(Osborn), 468
“Are You Hiding From Your 

Boss?” (Moss, Valenzi, 
Taggart), 211

armed forces, Reserve Officers’ 
Training Corps, 77

asserting leadership influence, 
374–377

assessments and feedback, 210
assumptions, 134–135

changing mental models, 
135–136

Theory X and Theory Y, 
110–111

attitudes, 108–111
definition, 108
self-concept, 108

attribution
attribution theory, 112–114
consistency, 113
fundamental attribution 

error, 113
self-serving bias, 113

authoritarianism and 
authoritarian management, 
103–105, 174–175

authority-compliance 
management, 49

autocratic leadership, 44–46
avoidance learning, 234
avoiding style of handling 

conflicts, 315
awareness, social and 

organizational, 147

B

behavior approaches to 
leadership, 20–21, 43–51

behavior modification, 234
“Best Companies to Work 

For,” 17, 228, 240, 
332, 400

biculturalism, 328–329
Big Five personality 

dimensions, 98–102
definition, 98

Black Collegian, 332
Black Enterprise, 346
Blue Devils, Duke University, 

147–148
bosses

“30 Ways to Annoy Your 
Boss” (Weed, Lash, 
Loizos), 205

“Are You Hiding From 
Your Boss?” (Moss, 
Valenzi, Taggart), 211

Leading Up: How to Lead 
Your Boss So You Both 
Win (Useem), 208

brain dominance, 114–118
brainstorming, 466–467

electronic brainstorming, 
467

See also creativity; ideas; 
innovation

brainwriting, 467
building alliances, 461–462
building relationships, 18
bureaucratic culture, 436–437
Business Week, 462

C

capacity, 132
carrot-and-stick motivation, 

239–242
causality, circles of, 141–142
CBS’s 60 Minutes, 282
ceremonies and corporate 

culture, 431
change

characteristics of change 
leaders, 454–456

difficulties, 474
everyday changes, 459–462
implementing, 470–475
leadership, 4–5
modern world, 7–8
resistance, 453
stages of implementation, 

456–459
Changing Minds: The Art and 

Science of Changing Our 
Own and Other People’s 
Minds (Gardner), 137

channel, 274
channel richness, 275–277
“Chaos By Design” 

(Lashinsky), 133
charismatic leadership, 

359–361
characteristics, 360
definition, 359
negative use, 361

Chicago Tribune, 429
China and global economy, 8
CIO, 63, 102
circles of causality, 141–142
clan culture, 436
coaching, executive, 24
coalition for change, 457
coercion and coercive power, 

364, 473
cognitive style, 114
cohesiveness, team, 303–305
collaboration

collaborative leadership 
role, 120

and competition, 10
conflicts, collaborating style 

of handling, 315
collectivism, 240
command teams, 297
commitment, 365
communication

apprehension, 274
change, 458, 472–473
communication champion, 

263, 272–274
crisis, 281–283
definition, 260
dialogue, 270–272
discernment, 269–270
electronic, 277–278
facilitating, 317
informal, 280–281
listening. See listening
nonverbal, 281
open communication 

climate, 264–265
questions, 266
strategic conversations, 

263–272
communities of practice, 

215–216
community of followers, 

214–216
company purposes, 402–403
comparison of management 

and leadership, 15
competing style of handling 

conflicts, 314
competition and 

collaboration, 10
compliance, 365
components of emotional 

intelligence, 145–148

compromising style of 
handling conflicts, 315

Computerworld, 63
conflicts, team

causes, 314
definition, 313
handling, 314–317

conformists, 195
conscientiousness, 100–101, 

146
consensus and attribution, 113
consequences and feedback, 

210
consideration and leader 

behavior, 46–48
consistency and attribution, 

113
contingency approaches

definition, 66
Fiedler’s contingency model, 

66–71
Hersey and Blanchard’s 

situational theory, 
71–75

path-goal theory, 75–79
strategic contingencies 

theory, 368
theories of leadership, 21
Vroom-Jago contingency 

model, 79–85
continuous reinforcement, 235
control over information, 369
conventional level of moral 

development, 172–173
conversations, strategic, 

263–272
See also communication

coping with uncertainty, 
370–371

core competence, 404
core purpose, 399–400
core values, 399
corporate culture, 434–437
Corporate Culture and 

Performance (Kotter and 
Heskett), 427, 429

corporate entrepreneurship, 464
country club management, 49
courage

followers, 198–200
leadership, 179–186
moral leadership, 163–164

“cowboy code,” 13
creativity, 463

creative intuition, 469–470
individuals, characteristics, 

463
organization, 462–470
self-expression, 459–461
values, 464
See also brainstorming; 

ideas; innovation
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Credibility: How Leaders 
Gain and Lose It, Why 
People Demand It 
(Kouzes and Posner), 209

crisis communication, 281–283
crisis management, 8
critical thinking, 194
cross-functional teams, 

298–299
Crucial Conversations: Tools 

For Talking When Stakes 
are High (Patterson, 
Grenny, McMillan, 
Switzler), 272

cultural
diversity, 339–340
intelligence, 342–343
leader, 430–433
value systems, 340–342

culture
achievement, 435–436
adaptability, 434
adaptive cultures, 427–430
bureaucratic, 436–437
clan, 436
corporate, 434–437
definition, 422
of efficiency, 20
external adaptation, 425
gap, 428–429
of integrity, 20
internal integration, 424–425
organizational, 422–426
strength, 426–427
values, 340–342, 429–430

D

daily actions and corporate 
culture, 433

Dead Poets Society, 138–139
decisions

by leaders, 411
strategic, 406
styles, 79–84

delegating style, 72
democratic leadership, 44–46
dependency, 365–369

control over resources, 
367–368

interdepartmental, 369
Developing Management 

Skills (Whetten and 
Cameron), 238

development
and feedback, 210
moral, 170–173
training, 472–473

Devil Wears Prada, 338
dialogue

and communication, 
270–272

in community of followers, 
215

compared with discussion, 
271

direction of management and 
leadership, 15–17

discernment and 
communication, 269–270

discovery as noble purpose, 
402

discrimination
glass ceiling, 330–331
racism and sexism, 326–328
See also diversity

distinctiveness and attribution, 
112–113

distributed teams, 309
distributive negotiation, 316
diverse stimuli and creative 

organization, 464
diversity, 326–348

awareness, 344–345
biculturalism, 328–329
challenges minorities face, 

326–332
definition, 333
global diversity, 339–344
global teams, 311–313
leadership, 325–328, 

345–347
organizational, 334–336
racism, 326–328
teams, 300–301
uniformity, 10–12
value, 334–336
wheel, 333
See also minorities; women

Diversity Best Practices, 345
DiversityInc, 332, 334
dominance, 98
downsizing, 474–475
drive, 41–43
Duke University Blue Devils, 

147–148
dyadic theory, 52–56

E

e-mail, 279
effective followers, 197–198
efficiency, culture of, 20
electronic brainstorming, 467
electronic communication, 

277–279
electronic mail dos and 

don’ts, 279
Emotional Competence 

Inventory (Boyatzis and 
Goleman), 146

emotional intelligence, 
143–150

components, 145–148

emotional contagion, 149
emotions, 144–145
teams, 150

emotional stability, 101
See also emotional 

intelligence
emotions, 144–145
empathetic listening, 202
empathy, 147
employee-centered leadership, 

48
employee engagement, 

131, 247
Employee Engagement 

Index, 248
employee ownership, 250
empowerment, 242–246

applications, 245–246
definition, 243
elements, 244–245
employees and change, 458

end values, 105
equity theory and motivation, 

237–239
Esquire, 309
ethics

ethical issues, 12, 40–41, 
164–167

ethical values in 
organizations, 437–439

ethics definition, 437
leadership, 165–173
moral leadership, 163–164, 

170–173
personal, 439–442
power and politics, 377–378
in power and politics, 

377–378
spiritual leadership, 

442–444
values-based leadership, 

439–444
ethnocentrism, 326

See also diversity
everyday changes, 459–462
evolution of leadership, 21–23
excellence as noble 

purpose, 402
exchanges and dyadic 

theory, 52
executive coaching, 24
executive derailment, 23–24
executive presence, 372
expectancy theory of 

motivation, 235–237
expert power, 364
expertise as source of 

power, 203
external adaptation of 

culture, 425
external attribution, 112
external locus of control, 103

extinction and motivation, 
235

extraversion, 98, 102
extrinsic rewards, 227, 

239–240

F

face time, 433
facilitating communication, 

317
failure, 185–186
failures of mergers and 

acquisitions, 429
FDA (Food and Drug 

Administration), 185
fear and love in organizations, 

150–155
fear-based motivation, 154
feedback, 210–213
femininity, 342
Fiedler’s contingency model, 

66–71
Fifth Discipline (Senge), 

141–142
First Break All the Rules 

(Cunningham and 
Coffman), 248

Five Dysfunctions of a Team 
(Lencioni), 292

follower-centered questions, 
266

followers, 5, 65
aligning, 17
community, 214–216
courage, 198–200
desirable characteristics, 

209
develop into leaders, 257
follower-centered questions, 

266
leader-follower relationship, 

204–206, 264
managing leaders, 204–206
The Power of Followership 

(Kelley), 195, 197
readiness levels, 72–74
roles, 194–200
sources of power, 203–204
steward leadership, 173–179
styles, 194–198
what followers want, 

209–214
Food and Drug Administration 

(FDA), 185
forming stage of team 

development, 295
formulation of strategy, 405
Fortune magazine, 17, 43, 

133, 228, 240, 283, 332, 
400, 425

frustration, harnessing, 186
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functional teams, 297–298
fundamental attribution 

error, 113
future, vision, 388–389

G

gainsharing, 250
Gallup Management Journal, 

145
glass ceiling, 330–331
global teams, 311–313

definition, 311
difficulties, 312
and diversity, 332, 339–344
leading, 312–313
virtual teams compared, 309

globalization
China and global economy, 8
and diversity, 332, 339–344
India and global economy, 8
See also global teams

Good to Great: Why Some 
Companies Make the 
Leap . . . and Others 
Don’t (Collins), 13–14

Grasso, Dick, 376
Great Man theory of 

leadership, 20–21, 38
groups

group and team 
comparison, 295

in-group and out-group 
exchanges, 53

H

halo effects, 111
Heart of Change: Real-

Life Stories of How 
People Change Their 
Organizations (Kotter 
and Cohen), 472

Hermann Brain Dominance 
Instrument (HBDI), 116

Heroic Leadership: Best 
Practices From a 
450-Year-Old Company 
That Changed the World 
(Lowney), 443

heroism as noble purpose, 403
Hersey and Blanchard’s 

situational theory, 71–75
Hesselbein on Leadership 

(Hesselbein), 18
hierarchy of needs theory, 

229–230
“high-high” leaders, 50–51
Hispanic Business, 332
honesty, 40–41
Hurricane Katrina, 8, 243, 

281–282, 439

hygiene factors, two-factor 
theory, 231

I

idealized influence, 338
ideas

idea champions, 464
idea incubator, 463
See also brainstorming; 

creativity; innovation
implementation of strategy, 

405–407
implementing change, 470–475
Implementing Diversity 

(Loden), 333
importance of leadership 

teams, 412
importance of resources, 

367–368
impoverished management, 49
impression management, 

371–373
in-group exchange, 53
inclusivity in community of 

followers, 214–215
independent thinking, 137–138
India and global economy, 8
individual consideration, 338
individual rewards, 227
individualism, 240
individualized leadership, 

52–56
influence

definition, 362
leadership, 4–5, 361–368, 

374–377
strategies, 353, 374–377
theories of leadership, 21

informal communication, 
280–281

information, control over, 369
information and the economy, 

9–10
initiating structure and leader 

behavior, 46–48
innovation, 462–470

characteristics of innovative 
organization, 463

creativity, 463
See also brainstorming; 

creativity; ideas
“Ins and Outs of Personality” 

(Wallington), 102
“Inside the New 

Organization” (Minnick 
and Ireland), 327

inspirational motivation, 338
instrumental values, 105
integrative negotiation, 315
integrity, 40–41
integrity, culture of, 20

intellectual stimulation, 
138, 338

interactive leadership, 338
interdepartmental dependency, 

369
interdependence and teams, 

301–303
internal attribution, 112
internal communication, 464
internal integration of culture, 

424–425
internal locus of control, 103
intrinsic rewards, 226–227, 

239
introverts, 98, 102
involvement, 473
iPod, 410
Iraq, 46–47, 163–165, 173, 

200, 376
iTunes, 410

J

Jesuits, 443
job-centered leadership, 48
job enrichment, 250
Journey to the East 

(Hesse), 176

K

Katrina, Hurricane, 8, 243, 
281–282, 439

Know-How: The 8 Skills That 
Separate People Who 
Perform From Those 
Who Don’t (Charan), 40

knowledge
pay for knowledge, 250
as source of power, 203

L

lateral thinking, 467–469
law of effect, 234
layoffs (downsizing), 474–475
Leader Behavior Description 

Questionnaire (LBDQ), 46
leader-centered questions, 266
leader-member exchange 

(LMX), 54
leaders and leadership

affected by attitudes, 
108–111

affected by values, 105–108
asserting influence, 374–377
behavior approaches, 20–21, 

43–51
changes in style, 7–14
charismatic, 359–361
communication champion, 

272–274

comparison with 
management, 15

contingency approaches. 
See contingency 
approaches

courage, 163–164, 179–186
cultural, 430–433
definition, 4–5
desirable characteristics, 209
diversity, 325–328, 345–347
ethical, 165–173, 439–444
evolution, 21–23
followers, 4–5, 17
Great Man theories, 

20–21, 38
“high-high” leaders, 50–51
individualized, 52–56
influence theories, 21
interactive, 338
leader-follower relationship, 

204–206, 264
The Leader-Manager: 

Guidelines for Action 
(Hitt), 228

leadership and 
management, 14–20

leadership vision, 389–399
leading with fear or love, 

150–155
mind, developing, 136–143
moral, 163–164, 170–173
motivation, 226–229
nature of, 4–7
people skills, 23–24
personal characteristics, 41
power in organizations, 

368–371
qualities, 18–19
relational theories, 21
roles, 119–121
servant leadership, 173–179
spiritual, 442–444
stewardship, 175–179
strategic, 388
style, 67–68, 71–75
substitutes and neutralizers, 

85–87
team effectiveness, 303–309, 

412
trait theories, 20, 38–43
transformational and 

transactional, 
356–359

values-based, 439–444
vision and action, 389–399, 

408–410
women, 337–339
See also bosses; management

Leadership and the New 
Science (Wheatley), 65

Leadership (Giuliani), 9
Leadership Grid, 48–50
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Leadership on the Line: 
Staying Alive Through 
the Dangers of Leading 
(Heifetz and Linsky), 373

Leading Change (Kotter), 457
Leading Up: How to Lead 

Your Boss So You Both 
Win (Useem), 208

least preferred coworker 
(LPC) scale, 67–68

legitimate power, 363
likability, 99
listening, 266–269

empathetic, 202
locus of control, 103–104
Los Angeles Times, 429
love and fear in organizations, 

150–155
love-based motivation, 155
Love is the Killer App, 131

M

management
“30 Ways to Annoy Your 

Boss” (Weed, Lash, 
Loizos), 205

“Are You Hiding From 
Your Boss?” (Moss, 
Valenzi, Taggart), 211

authoritarianism and 
authoritarian 
management, 103–105, 
174–175

crisis management, 8
definition, 14
The Leader-Manager: 

Guidelines for Action 
(Hitt), 228

leadership and 
management, 14–20

Leading Up: How to Lead 
Your Boss So You Both 
Win (Useem), 208

MBWA (management by 
wandering around), 281

middle-of-the-road, 49
open book, 250, 265
participative, 174–175
strategic, 403
See also leaders and 

leadership
masculinity, 342
MBTI (Myers-Briggs Type 

Indicator), 118–119
MBWA (management by 

wandering around), 281
“Measurement of Masculine 

and Feminine Sex Role 
Identities as Independent 
Dimensions” (Heilbrun), 
327

mediation, 317
Men’s Health, 309
mental models, 133–136

developing mind of leader, 
136–143

mergers, failures, 429
middle-of-the-road 

management, 49
military, Reserve Officers’ 

Training Corps, 77
mindfulness, 138
minorities

challenges faced, 326–332
glass ceiling, 330–331
opportunity gap, 331–332
racism and sexism, 326–328
See also diversity; women

mission, 399–403
mission statements, 400
types, 402–403

momentum and change, 458
mommy track, 330
Moneyball: The Art of 

Winning an Unfair Game 
(Lewis), 405

Moral Courage: Taking 
Action When Your 
Values are Put to the Test 
(Kidder), 172

moral development, 
conventional level, 
172–173

moral leadership, 163–164, 
170–173

morale and cohesiveness, 304
motivation

carrot-and-stick, 239–242
definition, 226
empowerment, 243
expectancy theory, 235–237
inspirational, 338
leadership and motivation, 

226–229
needs-based theories, 

229–234
organizationwide programs, 

246–251
reinforcement theory, 

234–235
rewards, 226–228
two-factor theory, 231

multiple intelligences, 11
Myers-Briggs Type Indicator 

(MBTI), 118–119

N

National Board of Economic 
Research, 328

needs-based theories of 
motivation, 229–234

negative reinforcement, 234

negative use of charisma, 361
negotiation

distributive, 316
integrative, 315
mediation, 317

neutralizers and leadership, 
85–87

New Orleans, Hurricane 
Katrina, 8, 243, 
281–282, 439

New Rules (Kotter), 455
New York Times, 165, 235
noble purpose, 402–403
nonsubstitutability of 

resources, 368
nonverbal communication, 281
norming stage of team 

development, 296
norms, 422

O

observations and feedback, 210
Ohio State University studies, 

46–48, 276
Olympic teams and 

teamwork, 293
open book management, 

250, 265
open communication climate, 

264–265
open-mindedness, 138–141
openness to experience, 101
operational leadership role, 120
opportunity gap, 331–332
opt-out trend, 330
optimism, 39–40
organizational

awareness, 147
change, stages, 456–459
culture, 422–426
diversity, 334–336
values, 434

organizations
as to specific organizations, 

See separate index of 
organizations’ names

and ethical values, 437–439
innovative organizations, 

characteristics, 463
motivational programs, 

organizationwide, 
246–251

Origin of Species (Darwin), 
180

out-group exchange, 53

P

“Painless Performance 
Evaluations” (Mavis), 
210

paradigm, 7
old and new, 7–8, 12

partial reinforcement, 235
participating style, 72
participation, 473
participative management, 

174–175
partnership building, 54–56
passive bias, 328–329
passive followers, 197
path-goal theory, 75–79

situational contingencies, 77
Pathways to Rewards, 237
patterns of thinking, 114–118
pay for knowledge, 250
pay for performance, 250
PC World, 63
people skills and leadership, 

23–24
perceptions, 111

definition, 111
perceptual distortions, 

111–112
perceptual defense, 112
performance, pay for, 250
performing stage of team 

development, 296
personal compact, 470
personal diversity awareness, 

344–345
personal ethics, 439–442
personal mastery, 142–143
personal potential, developing, 

200–203
personal power, 363
personality

Big Five personality 
dimensions, 98–102

definition, 98
Myers-Briggs Type 

Indicator (MBTI), 
118–119

personalized leaders, 361, 377
persuasion as source of 

power, 203
Pike Syndrome, 139–140
Pittsburgh Post-Gazette, 195
politics

definition, 371
ethical considerations, 

377–378
political activity and power, 

371–373
pooled interdependence, 301
position power, 18, 363
positive reinforcement, 234

feedback, 210–213
potential, personal, 200–203
power

acquired needs theory, 233
coercion and coercive 

power, 364, 473
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coercive, 364
definition, 362
dependency, 365–369
distance, 240
ethical considerations, 

377–378
expert, 364
leader power in 

organizations, 368–371
leadership, 361–368
legitimate, 363
from passion, 355
personal, 363
personal sources, 203–204
political activity, 371–373
position, 18, 363
referent, 364
responses to use, 364–366
reward, 364
See also empowerment

Power of Followership 
(Kelley), 195, 197

Power of Myth (Campbell 
and Moyers), 154

pragmatic survivors, 197
preconventional level of moral 

development, 172
principled level of moral 

development, 173
prison at Abu Ghraib, 164
problem-solving teams, 298
process-improvement 

teams, 298
projection, 112
Proversity: Getting Past Face 

Values and Finding 
the Soul of People 
(Graham), 329

punishment and motivation, 
235

purpose-driven companies, 
228

Q

Q12, 248
Quadrant A, 116
Quadrant B, 116
Quadrant C, 116
Quadrant D, 116
qualities of leadership, 18–19
questions, follower-centered, 

266
questions, leader-centered, 

266
questions and communication, 

266

R

racism, 326–328
rational persuasion, 374

readiness levels, 72–74
Real Pepsi Challenge: The 

Inspirational Story of 
Breaking the Color 
Barrier in American 
Business (Capparell), 335

reciprocal interdependence, 
302

reciprocity, 375
referent power, 364
reinforcement

continuous, 235
definition, 234
reinforcement theory and 

motivation, 234–235
relational theories of 

leadership, 21
relationships, 18

building and managing 
relationships, 18, 147

relationship-oriented leader, 
67–68

Reserve Officers’ Training 
Corps (ROTC), 77

resistance, 365
resources, control, 367–368
responsibility, 198–199
rewards, 77–78, 226–228

reward power, 364
right opportunities, 461
right words, 461
roles, leadership, 119–121
Rolling Stone, 309
ROTC (Reserve Officers’ 

Training Corps), 77

S

Sarbanes-Oxley Act (2002), 
8, 184

scarcity of resources, 368, 
375–376

self-awareness, 145
self-concept, 108
self-confidence, 39–40
self-directed teams, 299
self-efficacy, 243
self-expression, creative, 

459–461
self-management, 145–147
self-management leadership, 

213
self-reliance, 398
self-serving bias, 113
selling style, 72
September 11, 2001, 8–9, 184
sequential interdependence, 

302
servant leadership, 173–179

definition, 176
Servant Leadership 

(Greenleaf), 176

service orientation, 147
sexism, 326–328
sexual harassment, 340, 

377–378
“Shatter the Glass Ceiling: 

Women May Make 
Better Managers” (Bass 
and Avolio), 337

Shingo Prize for Excellence in 
Manufacturing, 474

short-term wins, 458
situational contingencies in 

path-goal theory, 77
situational theory of Hersey 

and Blanchard, 71–75
“Skipper’s Chance to Run a 

Trident Sub Hits Stormy 
Waters” (Ricks), 158–159

social awareness, 147
social value systems, 340–342
socialization and corporate 

culture, 432–433
socialized leaders, 361, 377
Society of Jesus (Jesuits), 443
socioemotional role, 306
SpaceShipOne, 387
spiritual leadership, 442–444
Sports Illustrated, 310
stages of organizational 

change, 456–459
stereotyping, 111

ethnocentrism, 326
stewardship, 175–179
stories and storytelling, 

278–280, 431–432
storming stage of team 

development, 295–296
strategic contingencies 

theory, 368
strategic decisions, 406
strategic leadership, 388
strategic management, 403
strategy

change, 457–458
definition, 403
formulation, 404–405
implementation, 405–407
styles, 409

substitutes for leadership, 
85–87

Survey of Organizations, 48
symbols and corporate 

culture, 432
synergy, 404
systems thinking, 141–142
systemwide rewards, 227

T

Tao of Leadership: Leadership 
Strategies for a New Age 
(Heider), 71, 365

Tao of Pooh (Hoff), 140
task-oriented leader, 67–68
task-specialist role, 306
teams and teamwork

cohesiveness, 303–305
command, 297
conflicts, 313–317
diversity, 300–301
effectiveness, 303
emotional intelligence, 150
facilitating communication, 

317
global teams, 311–313
group and team 

comparison, 295
interdependence, 301–303
leader’s role, 307–309
leadership and effectiveness, 

303–309, 412
management, 49
Olympic teams, 293
size, 300
stages of formation, 

295–297
team definition, 293
traditional types, 297–299
virtual teams, 309–311

technology
electronic communication, 

277–278
electronic mail dos and 

don’ts, 279
virtual teams, 311

telling style, 72
terminal values, 105
The 7 Habits of Highly 

Effective People (Covey), 
200–203

The Devil Wears Prada, 338
The Emotional Competence 

Inventory (Boyatzis and 
Goleman), 146

The Five Dysfunctions of a 
Team (Lencioni), 292

The Heart of Change: Real-
Life Stories of How 
People Change Their 
Organizations (Kotter 
and Cohen), 472

“The Ins and Outs 
of Personality” 
(Wallington), 102

The Leader-Manager: 
Guidelines for Action 
(Hitt), 228

The New Rules (Kotter), 455
The One Thing You Need 

to Know . . . About 
Great Managing, Great 
Leading, and Sustained 
Individual Success 
(Buckingham), 249
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The Power of Followership 
(Kelley), 195, 197

The Power of Myth (Campbell 
and Moyers), 154

The Real Pepsi Challenge: 
The Inspirational Story 
of Breaking the Color 
Barrier in American 
Business (Capparell), 335

The Tao of Pooh (Hoff), 140
The Wall Street Journal, 159
Theory X, 110–111
Theory Y, 110–111
tools for implementing 

change, 471–474
training, 472–473

See also development
trait approaches to leadership, 

20, 38–43
definition, 38

transactional leadership
compared with 

transformational 
leadership, 356–359

definition, 356
“Transformational Leader 

Behaviors and Their 
Effects on Followers” 
(Podsakoff, Mackenzie, 
Moorman, Fetter), 238

transformational leadership
definition, 356
vision, 357

trust and trustworthiness, 
146, 264, 310

two-factor theory, 230–231
Tylenol, 400

U

uncertainty
avoidance, 240
coping, 370–371

unconscious bias theory, 
328–329

uncritical thinking, 194
Understanding and Changing 

Your Management Style 
(Benfari), 106

Understanding Human Values 
(Rokeach), 106

uniformity and diversity, 
10–12

University of Iowa study, 
44–45

University of Michigan 
studies, 48

University of Texas studies, 
48–50

unofficial activity and 
creative organization, 
464

urgency and change, 
457–458

USA Today, 166
Ute tribe, 278

V

value, definition, 404
values, 105–108

adaptive cultures, 429–430
end, 105–106
instrumental, 105–106
organizational, 434
social value systems, 

340–342
terminal, 105

values-based leadership, 
439–444

Vertical Dyad Linkage Model 
(VDL), 53–54

vertical teams, 297
Virgin Galactica, 387
virtual teams

comparison with 
conven tional and 
global, 309

definition, 309
leading, 310–311

vision
action, 408–410
change, 457–458
definition, 17, 389
future, 388–389
leadership, 389–399
sharing, 398–399
statements, 17, 389–390
transformational leadership, 

357

what it does, 392–399
Voyager, 387
Vroom-Jago model, 65, 

79–85

W

Wall Street Journal, 159, 203
What Got You Here 

Won’t Get You There 
(Goldsmith and Reiter), 
109

whistleblowing, 184
whole brain concept, 115–117
women

Business Women’s 
Network, 345

corporate leadership, 
330–331

femininity, 342
glass ceiling, 330–331
as leaders, 337–339
mommy track, 330
sexism, 326–328
sexual harassment, 340, 

377–378
“Shatter the Glass Ceiling: 

Women May Make 
Better Managers” 
(Bass and Avolio), 337

workforce diversity. See 
diversity

World Trade Center attacks, 8
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