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Preface



The seventh edition is substantially different from previous editions. We include only five chapters from earlier editions. Two chapters that were original pieces written for the sixth edition have been revised and join the eighteen new chapters for a total of twenty-five chapters. You will find that the materials in this edition come from a variety of academic, professional, and practitioner-oriented publications from North America and abroad. Through electronic and manual searches, we initially identified more than 2,500 articles that dealt with some aspect of leadership and were published after the preparation of the last edition in 2005. We found that the majority of these did not warrant further consideration because they were too technical or narrow in scope or overly simple, “how-to” checklists. The present twenty-five chapters were selected from several hundred publications that crossed cultural, disciplinary, and organizational boundaries. The broad perspective of this edition provides a deeper appreciation and understanding of the ambiguity, dilemmas, and paradox associated with leadership. Some of the authors and the context in which they write provide interesting cultural perspectives on leadership.


Our search of the literature yielded a number of publications that deal with the concept of self-leadership, several of which are included in this book. We are pleased to find that followership continues to gain recognition as a legitimate and necessary component of leadership and that the reciprocal relationship between leader and followers is increasingly becoming the subject of study and research. In many ways, understanding the elements of effective followership provides important insights to leaders and how they lead. These articles should stimulate discussion and insight and for that reason, we have included five chapters on followers and followership in Part II.


We added a third editor for this edition to begin the transition to a new generation, ensuring that the title word, “contemporary,” remains meaningful. Mark Youndt joins us to provide a contemporary perspective. His academic and professional experience yielded a new network for us that links us with current leadership issues, concerns, and perspectives. In addition, his experience working abroad increases our knowledge of international leadership issues and provides us with more breadth.


There are five parts to this edition. Part I focuses on the leader and the process of leadership. Five chapters describe concepts of leadership that range from self-leadership and transactional and transformational leadership to transcendental leadership and the intersection of self, group, and organizational leadership. We examine the heart of leadership. This leads to the realization that leadership development is an important piece in understanding character and context. Finally, we discuss the paradox of the dual role of leader and follower.


Part II extends the examination of the dynamic relationships between the leader and the followers. There are interesting variations to consider, and, as a result, we provide one model of follower styles along with a strategy for developing followers as partners and the implication of leader and follower switching roles.


In Part III we examine the leadership journey that starts with self-awareness and self-knowledge. Barriers to successful leadership development are discussed along with suggestions for avoiding or overcoming them. Two chapters describe the barriers women face on their leadership journey and how they can navigate the labyrinth of leadership and the choices they may have to make.


The hazards facing leaders are presented in Part IV. Success as a leadership trap is discussed along with emphasis on transparency and narcissism. How leaders become “bad” or toxic is discussed along with a description of how they got that way and how to avoid them. We also provide some insight as to how we often inhibit our opportunities to lead effectively.


Finally, in Part V we explore the soul of leadership with discussions of authenticity, morals, values, social responsibility, and organizational culture and the paradox and points of intersection associated with those leadership imperatives. In many ways, we believe this is the one area where we want readers to read, cogitate, and embrace. Leadership is not inherent or mechanical—it is a matter of who we are, what we believe, and the choices we make. We close with a bit of irony. Some seventy years ago, John Gardner wrote an essay called “The Antileadership Vaccine,” which at the time stimulated a great deal of debate. It is a classic and, we believe, as relevant today as it was then. We trust you will appreciate his thoughts as well.


In this edition we recognize the critical need for effective leadership beyond the business environment. We provide leadership contexts in government, not-for-profit organizations, the military, education, and social movements. An exciting discovery was the increased resources from international journals on leadership and the realization that the issues in other places are not very different from the ones we have described in prior editions. We are grateful to the authors and publishers of the readings included in this edition as well as to our students and colleagues, who continue to ask questions about leadership that have no easy answers. We thank our colleagues from around the world who provided suggestions, meaningful feedback, and thoughtful criticism, which resulted in a much better book. Continuing support from our editors, Anthony Wahl and Michelle Welsh-Horst of Westview Press, inspired us to be thoughtful and thorough. Without the caring and professional support of Rosalyn Sterner, the manuscript would not have been completed—she really is the best. Finally, we treasure the support of Colleen, Linda, and Karen, particularly their understanding of our crazy way of working together.


WILLIAM E. ROSENBACH
ROBERT L. TAYLOR
MARK A. YOUNDT





– PART I –



HEART


Leaders are tested, again and again, throughout their careers, and the self-knowledge gained from these tests of character is the heart of leadership.


JOSEPH L. BADARACCO JR.


Leadership is widely discussed and studied but continues to remain an elusive and hazy concept. Although the study of leadership has emerged as a legitimate discipline, there is still little agreement about what leadership really is. Indeed, there are almost as many definitions of leadership as there are people attempting to define it. Yet we know good leadership when we experience it! Today, as in the past, the definitions are very often bounded by the academic discipline or the experience of those attempting definition. In 1978, Pulitzer Prize winner James McGregor Burns wrote that we know a lot about leaders but very little about leadership. However, Walter F. Ulmer Jr., former president and CEO of the Center for Creative Leadership, believes that we know more than we used to about leaders, but that much of our knowledge is superficial and fails to examine the deeper realms of character and motivation that drive leaders, particularly in difficult times.


If we are to begin to understand what leadership is, it is worthwhile to examine what leadership is not. Leadership is not hierarchical, top down, or based on positional power and authority. Although effective managers must practice good leadership and effective leaders must possess managerial skills, leadership is not management or some part or principle of it. To understand leadership, we must understand its essential nature, that is, the process of the leader and followers engaging in reciprocal influence to achieve a shared purpose. Leadership is all about getting people to work together to make things happen that might not otherwise occur or to prevent things from happening that would ordinarily take place.


Looking through the history of the study of leadership, we find that the earliest coherent thrust centered on an approach now referred to as the Great Man or Great Person theory. For a full generation, leadership scholars concentrated on identifying the traits associated with great leadership. At first it seemed obvious: are not great leaders exceptionally intelligent, unusually energetic, far above the norm in their ability to speak to followers, and so on? However, when these “obvious” propositions were subjected to test, they all proved false. Yes, leaders were found to be a bit more intelligent than the average, but not much more. And yes, they were more energetic and dynamic, but not significantly so. True, they were better-than-average public speakers with some charm, but again their overall advantage was not very great. And so it went: each of these and other leadership myths evaporated under the glare of scientific scrutiny.


What followed was a focus on the behavior of leaders. If the key was not who they were, perhaps the crux of leadership could be found in what they did. In fact, researchers were able to identify two crucial types of leader behavior: behavior centered on task accomplishments and behavior directed toward interpersonal relations. Their peers typically reported individuals who consistently exhibited high levels of both of these types of behavior as leaders. Those who engaged in a high level of task-related activity but only an average level of relationship-centered behavior were sometimes still designated leaders. But those who engaged only in a high level of relationship behavior were rarely designated leaders by their peers. And those who did little in the way of either task- or relationship-centered activity were never seen as leaders.


Perhaps, then, the essence of effective leadership was engaging in high levels of both task-oriented and relationship-centered activity. To test this possibility, researchers trained factory foremen in the two types of behavior and put them back on the job. For a while things did seem to improve, but the effects were short-lived. After only a few weeks the foremen went back to their old behaviors; performance and productivity also returned to their prior levels. Although further research showed that even sustained high levels of the new behaviors had limited long-term effects on employees’ performance, productivity, or satisfaction, the task-oriented and relationship-centered leadership-training programs developed in the early 1960s were still popular. Serious students of leadership, however, soon recognized the need to look further for answers to the riddle of effective leadership.


Some took a new path, suggesting that leadership effectiveness might require different combinations of task and relationship behavior in different situations. Theoretically, the most effective combination would depend upon certain situational factors, such as the nature of the task or the ability level of employees reporting to a certain supervisor. Another somewhat different path was to combine the situational hypothesis with some variations of the personal characteristics approach. Like earlier attempts, however, these efforts to explain effective leadership met with limited results.


Interestingly, this focus on relationship and task behaviors was common to the many theories developed over the past decades. The attempts to develop predictive and prescriptive models led to serious research and popular fads as scholars worked to solve the leadership puzzle. As popular literature focused on leadership tools and techniques, most people remained skeptical about leaders and leadership. Thus, we must ask, what have we really learned?


In this book we distinguish between two basic types of leadership. Transactional leadership clarifies the role followers must play both to attain the organization’s desired outcomes and to receive valued personal rewards for satisfactory performance, giving them the confidence necessary to achieve those outcomes and rewards. Transactional leadership is the equitable transaction or exchange between the leader and followers whereby the leader influences the followers by focusing on the self-interests of both. The self-interest of the leader is satisfactory performance, and the self-interests of the followers are the valued rewards gained in return for good performance. Used well, and in appropriate situations, transactional leadership will result in good performance. Transactional leadership is simply good management and might be considered managerial leadership.


Transformational or transforming leadership involves strong personal identification of followers with the leader. The transformational leader motivates followers to perform beyond expectations by creating an awareness of the importance of an organization’s mission and vision in such a way that followers share beliefs and values and are able to transcend self-interests and tie the vision to the higher-order needs of self-esteem and self-actualization. Transformational leaders create a mental picture of the shared vision in the minds of the followers through the use of language that has deep meaning from shared experiences. In addition, they are role models: in their daily actions they set an example and give meaning to shared assumptions, beliefs, and values. Transformational leaders empower or, better yet, enable the followers to perform beyond expectations by sharing power and authority and ensuring that followers understand how to use them. These leaders are committed to developing the followers into partners. In the end, what transformational leaders do is to enable followers to transform purpose into action.


What we have learned from recent leadership research is that there is no one best way to lead—the most effective leadership style is dependent upon the organization’s culture, the characteristics of the followers, the external environment, and the personal traits of the leader. Leadership is all about character, integrity, and competence. Effective leaders are confident, adaptable, and collaborative, and they take the initiative for their own self-development. They have a high degree of self-awareness resulting from introspection and proactive reflection, which leads to self-regulation and the ability to align their values with their intentions and behaviors.


Ultimately, leadership is always a personal choice.


LEADERSHIP PERSPECTIVES


In “Leadership” (Chapter 1), Marshall Sashkin proposes that there has been a paradigm shift in leadership theory and practice. He reviews the evolution of the concepts of transactional and transformational leadership and describes transformational leadership behaviors and characteristics as well as the social context of leadership. Sashkin also explains how The Leadership Profile (TLP) measures leadership effectiveness. Leadership matters, he writes, because it makes a difference.


In “What Makes a Leader?” (Chapter 2), Daniel Goleman, the premier expert on emotional intelligence, describes why emotional intelligence is the crucial component of leadership and how it is displayed in leaders. Superb leaders have very different ways of leading, and different situations call for different styles of leadership. Goleman has found, however, that effective leaders are alike in one crucial way: they all have a high degree of what has come to be known as emotional intelligence. He discusses each component of emotional intelligence and shows how to recognize it in potential leaders and how it can be learned.


Robert J. Allio, in “Leadership: The Five Big Ideas” (Chapter 3), argues that what we need to know about leadership springs from just five important research hypotheses. Those who aspire to become leaders or improve their performance as leaders must understand and incorporate these ideas into their personal leadership style.


In Chapter 4, “Transcendent Leadership,” Mary Crossan and Daina Mazutis describe the key leadership challenges of leading across the levels of self, others, organizations, and society. They argue that most of the leadership discourse has focused almost exclusively on leadership of others and occasionally on the leadership of the organization as a whole, yet little has focused on the integral component of leadership of self. They provide evidence of the necessity of multiple levels of leadership, as well as some practical guidance, by drawing from in-depth interviews of six leaders in various contexts.


“Summit Leadership: Learn from Sir Edmund Hillary,” by David Parmenter (Chapter 5), describes eleven lessons to be drawn from Sir Edmund Hillary’s experience of climbing Mount Everest as a team member and later of working as a CEO.
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Leadership


Marshall Sashkin


THE PUZZLE OF LEADERSHIP


There have been almost as many leadership theories and models as authors who have written on the subject. This chapter is aimed at integrating as much as possible that is of value into an overall leadership approach.


The history of leadership thought and research is generally recognized as having followed a sequence of three primary areas of study. The first was the study of leadership traits. When this seemed to have been relatively unprofitable, as summarized in Ralph Stogdill’s (1948) classic research review, the second area, the study of leader behavior, dominated research and theory for about twenty years. However, when this area, too, proved to provide a less comprehensive explanation to the puzzle of leadership than had been hoped, the third area of study came to the fore. This was, and is, the examination of leadership in the context of its setting. Even this approach failed to offer as powerful an answer to the question “What is leadership?” as had been hoped.


One way to resolve the puzzle of leadership is to simply insist that the way one has defined and measured leadership is the correct and only way to do so. Many writers on leadership have taken this approach and many continue to use simple, unsubstantiated assertion as their answer to the question of the nature of leadership. Some take a different approach and suggest that all three of the leadership aspects we have mentioned—personality, behavior, and the situational context—must be taken into consideration if we are to fully understand leadership. Although this makes sense, it still fails to provide a coherent answer.


We propose a somewhat different approach. Although accepting the premise that personality, behavior, and situation are all important, we take a step back. We start with a reexamination of the personal nature of leadership, not in terms of simple traits but in the sense of the basic element of human nature. This provides us with a central organizing framework for our concept of leadership.


LEADERSHIP CHARACTER


What is the nature of the leader’s character? Is it simply a new set of traits? Though some had long dismissed traits as an adequate explanation for leadership, it is quite common for leadership scholars and practitioners to use trait-like models to assess individuals’ “leadership competencies.” Yet the approach we present here is as old as Stogdill and as current as the most recent “five-factor” personality theory (Costa and McCrae, 1992; Digman, 1990; McCrae and Costa, 1997; Wiggins, 1996).


Stogdill observed that although no single trait or set of independent traits seemed to be strongly associated with leadership, there were five clusters of traits that when taken together seemed to be linked to leadership. Taken together, Stogdill’s cluster list and the five factors fit rather well with what we see as three elementary aspects of leader character.


Although these three basic aspects of leadership all concern the leader personally, it would be overly simplistic to call them personality characteristics. The three aspects we refer to are, nonetheless, the fundamental building blocks of personality. None are newly discovered; in fact, all have been recognized for several thousand years as aspects of human nature. Plato, for example, considered human nature as having three aspects. The first (and “highest” in his view) was reason. The second was courage—the potential for action consistent with what is “good” or “right.” The third element Plato defined as “appetite,” that is, emotional desire. A few thousand years later, the psychologist Ernest Hilgard (1980) spoke of cognition (thought), emotion (feeling), and conation (action) as the three basic elements of the human psyche—thinking, feeling, and behaving.


Thus, ancient philosophy and modern psychology seem to agree on certain fundamental facts of human nature. However, unlike Plato or Hilgard, we see emotion as the centerpiece element, the lynchpin that ties thought to action. We believe that Freud, too, saw things this way. That is, it is the feelings of the infant that are at the core of early human awareness. Thought and action come to be enlisted in the service of satisfying emotional needs or what Plato dismissively called “appetites.” What makes the difference in terms of what one might consider a “higher order” of functioning is, first, the way the relationships among the three elements actually play out. That is, the term courage links emotion to action in a positive sense and facilitates one’s use of reason—thought—to act effectively. Second, the purpose or meaning of this process of emotion as guiding positive action through reason is, in the context of leadership, the achievement of common aims and mutual moral development. It is difficult not to see this as a “higher order” of things. We will briefly give our interpretation of the three basic elements of leadership character. We use the term will to introduce each, because we want to emphasize that these are not necessarily inborn or genetic traits. Rather, each can be—at least to some degree—developed and increased by almost anyone.


The Will to Act: Confident Leadership


One central element of human nature is the orientation toward action. Psychologist Julian Rotter (1966) observed that some people act as though what happens to them is a matter of chance or, at least, beyond their control. Such individuals are, he said, “externally controlled.” Others appear to act in ways that show they personally feel in control of their lives—their actions and the consequences. These individuals are, Rotter says, “internally controlled.” Stanford social psychologist Albert Bandura (1982) referred to the same dimension as “efficacy.” He went beyond Rotter by pointing out that efficacy is learned through actions and outcomes in social contexts. Former president of the American Psychological Association Martin Seligman built his long research career around what he now calls “learned optimism.” We prefer a label more simple than any of these: self-confidence, that is, the confidence to act.


This characteristic is also similar to the “big five” factor of conscientiousness. But however labeled or measured, this personal characteristic comes into operation by the will of the individual leader, who elects to act and to engage in goal-directed behavior, rather than to sit back and observe.


The Will to Use Power: Follower-Centered Leadership


This second element centers on feeling or affect. In our view it is power or control that is at the core of human affect. Harvard social psychologist David McClelland (1987) detailed how this central emotion and need develops over time, from birth and infancy through adulthood. Although the issue of using power to gain control over one’s life is, then, a primary concern for all of us, it is also the foundation of leaders’ development of the power need. That is, our instinctual need for power centers on personal survival, but for leaders a higher stage of development of this power need involves the ability to use power in positive, or what McClelland called “prosocial,” ways. This benefits groups of others, not just oneself. Thus, what might otherwise be simple narcissism, or what former CIA personality analyst Jerald Post (1986) has, in referring to Saddam Hussein and some other leaders, called “malignant narcissism,” can be turned into a more healthy orientation to the need for power.


The Will to Think Critically About Cause and Effect over Time: Visionary Leadership


The third and final element concerns cognition. Plato called it “reason,” and learning theorist Hilgard labeled it “conation,” but they were referring to the same thing. Reason is not simply intelligence. Our way of looking at reason is based on the work of Elliott Jaques (1986). In this view, reason, or what Jaques called (at different times) “cognitive complexity” and “cognitive capability,” has three important aspects beyond generalized intelligence. First is the ability to think in terms of cause and effect, that is, to understand the “levers” that, by one’s actions, determine whether or not one’s goals are attained. Second is the ability to extend such thinking over time, into the relatively distant and not just the immediate future. Third is the ability to think critically, to make meaningful judgments about actions that involve use of power and influence in ways that produce positive outcomes.


CHARACTER DRIVES BEHAVIOR


Our earliest efforts to develop our approach to understanding leadership centered on the behaviors of leaders. The actions of effective leaders, who as Burns (1978) said transform followers into more self-directed leaders and transform social organizations into more productive and meaningful institutions, do seem to involve certain sorts of behaviors. These behaviors are more subtle than those that are at the center of older leadership behavior theories. Although there is no definitive list of the specific behaviors, it is still possible to identify some that are especially useful. Among the most important of the behaviors that transformational leaders rely on in order that their leadership might matter are the following four.


Communication Leadership


This first category of transformational leadership behavior involves focusing the attention of others on key ideas, the most important aspects of the leader’s vision. In practice, this means using metaphors and analogies that make clear and vivid what might otherwise be abstract ideas. Of course, communication leadership does not neglect the basics of effective communication practices, skills such as active listening and giving and receiving feedback effectively. These actions contribute to effective communication between leaders and followers.


Credible Leadership


Leaders establish trust by taking actions that are consistent both over time and with what the leader has said. Leaders must also be sure to follow through on commitments, to do what they say they will do. Trust, of course, exists in the minds and hearts of followers and is not a directly observable leader behavior. But it is consistency over time and between words and actions and credibility in terms of fulfilling commitments that produce feelings of trust in followers.


Caring Leadership


This behavior involves showing respect and concern for people. Psychologist Carl Rogers called this behavior “unconditional positive regard.” By this he meant caring about and respecting another person despite one’s feelings or judgments about that person’s actions. As religious leaders have said, one may hate the sin yet still love the sinner. Visionary leaders show that they care not just by “big” actions, such as ensuring employees’ job security. They show it through everyday actions, such as remembering people’s birthdays or even something as basic as learning and using their names.


Enabling Leadership


Transformational leaders enable followers by allowing them to accept challenges, such as taking on and “owning” a new project. But transformational leaders also are careful to plan for success. This means that leaders don’t ask more of followers than they know the followers can accomplish. Followers might still feel a sense of risk in accepting what they see as a challenge. However, a transformational leader does what is necessary to ensure that real risk is low. The leader makes certain that empowered followers have the resources, skills, and knowledge they need to succeed.


Note that, unlike older behavioral theories of leadership, effective transformational leadership does not simply mean doing a lot of each of these four behaviors. It may be that one or another of them is most needed at a particular time or with regard to particular followers or groups of followers. Neither can the transformational leader simply follow some standard rule or prescription that calls for certain actions under certain conditions. Transformational leaders aim to define and construct those conditions by their actions. We can briefly consider just what organizational conditions—the organizational culture—transformational leaders want to create.


THE LEADER’S ROLE IN SHAPING THE ORGANIZATION’S CULTURE


Edgar H. Schein (1993) has said that the only important thing leaders do may well be constructing culture. They somehow help define and inculcate certain shared values and beliefs among organizational members. Values define what is right or wrong, good or bad; beliefs define what people expect to happen as a consequence of their actions. The values and beliefs shared by people in an organization are the essence of that organization’s culture.


The elements of organizational culture are not a matter of random chance. They concern the most important and fundamental issues faced by people in organizations. These issues are adaptation, how people deal with external forces and the need to change; goal achievement, the nature of organizational goals, how they are defined, and their importance; coordination, how people work together to get the job done; and the strength of shared values and beliefs, that is, the degree to which people in the organization generally agree that these values and beliefs are important and should guide their actions. We will briefly consider each issue and the values and beliefs relevant to it.


Adaptation


Consider two specific beliefs about change and adaptation. The first goes like this: “We really just have to go along with outside forces; what we do can’t make much of a difference.” Such a belief has some clear implications for action—or inaction. After all, why bother? Contrast this outlook with the belief, “We can control our own destiny.” The former belief may be more accurate in an objective sense. However, it also pretty much ensures that nothing will be done and that what is done will not make a difference. After all, no one expects it to. Even if the second belief is not as accurate, it makes it more likely that people will take actions to affect short-range outcomes as well as their long-range destiny. Perhaps their actions will have positive effects. What people expect becomes more likely. This is called a self-fulfilling prophecy.


Beliefs concerning change and adaptation are the organizational analog of self-confidence, the belief that one’s destiny is a matter of internal control. It is especially important that leaders teach followers self-confidence, since only then is it likely that the organization will develop the sort of culture that results in successful adaptation to change.


Goal Achievement


“Every person, every department, has its own goals; the organization is best served by competition among them.” Does that sound like a typical organizational value? Unfortunately it is; it’s unfortunate because such values don’t serve the organization well. Contrast it with this one: “We are all here to serve our customer by identifying and meeting the customer’s needs, whatever they may be.” That value says a lot about how goals are defined and what goal achievement is all about. And unlike the first value, this one does benefit the organization.


The issue of goals relates to the leader’s need for power and what attempts are made to satisfy that need. The leader may benefit the organization by empowering others. Or the leader may benefit only himself or herself, through narcissistic self-aggrandizement. Leaders’ empowerment of others is important because it places the value of goal achievement in a larger, organizational context. Achievement of goals becomes important not just in a personal, or even a group, sense, but as an organizational value.


Coordinated Teamwork


Many organizations seem to operate on the maxim “Every person for himself or herself; we all compete to be best.” But this is not a very functional value when the very essence of organization is to perform tasks that require the coordinated work of several individuals and groups. In contrast, the value “We all must work together” is a much better expression of the reality of organization. Only when people work together effectively can an organization prosper.


We spoke of vision or cognitive power as the means by which leaders think through complicated chains of cause and effect and decide how to create desirable outcomes. This means looking at the organization as a system and thinking about how it fits together, which happens, of course, through the coordinated efforts of organization members. This is one reason leaders must help followers develop their cognitive power, their own vision. Then followers will be better able to coordinate their efforts effectively.


Shared Values and Beliefs


In some organizations one hears people say, “Everyone has the right to his or her own philosophy.” Although that might seem to be a sound democratic ideal, it makes poor organizational sense. Such a value destroys the potentially positive effect of the three beliefs and values just identified. If everyone can buy into or reject them at will, how can these values and beliefs have a consistent impact on people’s behavior?


Contrast this with a very different value: “Everyone here is expected to adhere to a common core of values and beliefs.” This value supports and strengthens positive values related to adapting (“We can control our world”), achieving goals (“Results for our customers are what counts”), and coordinating efforts through teamwork (“Cooperative teamwork is what counts around here”). Of course, such a value would make values and beliefs that lead to ineffective adaptation, goal achievement, or teamwork even more dysfunctional. That’s why cultural strength alone, the degree to which the members of the organization share a common set of values and beliefs, is a poor predictor of organizational effectiveness. Shared values and beliefs can support increased organizational effectiveness. They can also impair effectiveness. When all hold to the same flawed beliefs, their combined efforts may lead to total disaster! Thus, the results of a strong organizational culture depend on the specific values and beliefs that culture is built on.


HOW LEADERS CONSTRUCT CULTURE


It is relatively easy to see how the personal characteristics required for transformational leadership relate to the fundamental aspects of organizational culture. It is another thing, however, to ask how leaders actually construct cultures. How do they go about defining and inculcating values and beliefs? There are three general approaches that are especially important.


First, leaders develop a clear, value-based philosophy, a statement of organizational purpose or mission that everyone understands. This task is anything but simple. A philosophy does not spring fully formed from the brow of the leader. Leaders must use their cognitive power to assess the organization’s context, its environment, and the key factors in that environment. Then, they must solicit and incorporate into the vision the thoughts, values, and beliefs of others: executives, managers, and front-line employees.


Second, leaders empower others to define organizational policies and develop programs based on the values and beliefs contained in the philosophy. It is programs and policies that put values and beliefs into organizational action. For example, hiring and promotion policies should take into account values consistent with those in the organization’s philosophy, as well as applicants’ knowledge and skill. Reward systems and bonus programs should be based on the values of cooperation and innovative action, not on competition over a limited pool of resources.


Finally, leaders inculcate values and beliefs through their own individual behaviors, their personal practices. Leaders model organizational values and beliefs by living them constantly and consistently. This is why the leadership behaviors we described earlier are so important. Many people think of these behaviors as tools with which leaders explain their vision to followers and convince them to carry out that vision. There is some truth to this. However, these behaviors are most important because leaders use them to demonstrate and illustrate the values and beliefs on which organizational visions are founded. That’s why transformational leadership takes so much time and effort—and why transformational leaders must be good managers with strong management skills.


Leaders use everyday managerial activities—a committee meeting, for example—as opportunities to inculcate values. In such a meeting the leader may guide a decision making process while making it clear that final authority and responsibility rest with the group. By doing this a leader takes what might otherwise be a bureaucratic process and instills the value of empowerment into that process. Whenever possible, leaders overlay value-inculcating actions on ordinary bureaucratic management activities. It’s now clear why, without a sound base of management skills on the part of leaders, transformational leadership is not possible.


We have also, now, come full circle in that we can see how culture is constructed by the behavioral actions of transformational leaders. We see how the leader’s character drives those behaviors. Character also enables transformational leaders to see what actions are needed to establish within an organization’s culture the values and beliefs that transform followers into self-directed leaders and create high-performing transformational cultures.


SOUNDS GOOD: DOES IT REALLY WORK?


The test of any theory is, of course, the degree to which it helps one predict future results on the basis of current information and the extent to which it proves useful for designing actions that produce desired results. A great social scientist said, “There is nothing as practical as a good theory!” From the initial development of transformational leadership we have placed a strong emphasis on measuring the concepts being defined and linking those measures to practical outcomes.


The most current version of these measures is called The Leadership Profile (TLP). It is a fifty-item assessment questionnaire completed by a leader and by several of the leader’s associates, to give a comprehensive measure of the leader’s behavior, character, and culture-building actions. The TLP consists of ten “scales,” each one measuring a specific aspect of leadership behavior or character. The scales are briefly defined in Table 1.1. Note that the first two scales measure the essence of good management. That’s because good management is an important foundation for effective leadership. Repeated refinement of the TLP has produced an assessment tool that has been demonstrated to yield a reliable and valid measure of leadership that matters.


Dozens of research studies have been conducted since the early 1980s to test the theory described in this chapter. Details of some of these studies can be found in the book Leadership That Matters (2003), by Marshall and Molly Sashkin. Overall, it has been demonstrated that leadership that matters is strongly and consistently associated with sound measures of effective organizational culture. Most important of all, it has been repeatedly shown that in banks, schools, manufacturing facilities, and a wide range of other organizations there is a strong and significant relationship between leaders’ TLP assessments, which measure the degree to which a leader exhibits leadership that matters, and measures of organizational performance.


IN SUM


Leadership involves the will to act, to use power in a positive or prosocial manner, and to think through the consequences of actions, over time. Leaders who possess these characteristics are able to determine and to carry out the specific actions needed to transform followers into more capable self-leaders and to construct the sort of transformational organizational culture we have described.


TABLE 1.1—THE LEADERSHIP PROFILE






	Scale
	What Scale Measures






	I: Capable Management

	Measures how well a leader accomplishes day-to-day basic administrative or managerial tasks. Capable managers make sure that people have the knowledge, skills and resources they need to get the job done right and know what is expected of them.






	II: Reward Equity

	Effective leaders promise followers what followers value in exchange for good performance, and they deliver on their promises.






	III: Communication Leadership

	Assesses the ability to manage and direct the attention of others through especially clear and focused interpersonal communication, by using metaphors and analogies that make abstract ideas clear and vivid.






	IV: Credible Leadership

	Measures whether a leader “walks the talk” by engaging in behavior that is consistent both over time and with what the leader has said.






	v: Caring Leadership

	Measures the degree to which a leader demonstrates respect and concern for others.






	VI: Enabling Leadership

	Effective leaders create opportunities for followers to be empowered, to “own” the actions that yield successful results.






	VII: Confident Leadership

	Effective leaders believe they control their own fate. This scale measures the extent to which the leader possesses and displays this sort of self-confidence.






	VIII: Follower-Centered Leadership

	Measures the degree to which a leader sees followers as empowered partners rather than as subordinates to be manipulated.






	IX: Visionary Leadership

	Assesses the extent to which a leader sees and takes actions that will produce successful outcomes over the long term.






	X: Culture-Building Leadership

	Measures the extent to which a leader builds a culture based on shared values and beliefs that facilitate effective performance.







Simple as this prescription may sound, it is far from simple in action. Understanding of the real, underlying nature of leadership, as described here, is sorely lacking both in organizations and among leadership experts. And the development of leaders who are capable of leadership that will truly make a difference and matter to people and organizations remains an abiding challenge.


But it is crucial to remember that it is character that is at the heart of transformational leadership, that drives transformational leadership behavior, and that enables such leaders to construct transformational organizational cultures. This is why we close by returning, briefly, to the essential nature of leadership. The three personal characteristics, based in the underlying aspects of human nature, seem to be at the heart of everything we do to develop and improve leadership. They are so important that they deserve a final emphasis, by means of a true anecdote.


Some years ago dancer Ray Bolger, the scarecrow in The Wizard of Oz movie, was asked what he thought was the underlying lesson or theme of the story. He replied that a person who saw The Wizard of Oz should leave with the understanding that every person has a heart, a mind, and the potential for courageous action. These are, of course, the three personal characteristics at the core of this presentation and of our understanding of the nature of leadership. They are, Bolger also observed, the essential gifts that make us human.


Leadership matters because it makes a difference. This difference occurs in the lives of followers, in a group or organization. There’s also a difference in group or organizational performance. And there is an important difference in the organization itself as a result of leadership that matters. Thus, our approach to leadership differs from others most basically in our view of the purpose of leadership. The English author and essayist Samuel Johnson said, “The only aim of writing is to enable the readers better to enjoy life or better to endure it.” This happens, we think, because great authors lead readers to find or make meaning in their own lives. The same can be said of good leaders in general.
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What Makes a Leader?


Daniel Goleman


All businesspeople know a story about a highly intelligent, highly skilled executive who was promoted into a leadership position only to fail at the job. And they also know a story about someone with solid—but not extraordinary—intellectual abilities and technical skills who was promoted into a similar position and then soared.


Such anecdotes support the widespread belief that identifying individuals with the “right stuff” to be leaders is more art than science. After all, the personal styles of superb leaders vary: Some leaders are subdued and analytical; others shout their manifestos from the mountaintops. And just as important, different situations call for different types of leadership. Most mergers need a sensitive negotiator at the helm, whereas many turnarounds require a more forceful authority.


I have found, however, that the most effective leaders are alike in one crucial way: They all have a high degree of what has come to be known as emotional intelligence. It’s not that IQ and technical skills are irrelevant. They do matter, but mainly as “threshold capabilities”; that is, they are the entry-level requirements for executive positions. But my research, along with other recent studies, clearly shows that emotional intelligence is the sine qua non of leadership. Without it, a person can have the best training in the world, an incisive, analytical mind, and an endless supply of smart ideas, but he still won’t make a great leader.


In the course of the past year, my colleagues and I have focused on how emotional intelligence operates at work. We have examined the relationship between emotional intelligence and effective performance, especially in leaders. And we have observed how emotional intelligence shows itself on the job. How can you tell if someone has high emotional intelligence, for example, and how can you recognize it in yourself? In the following pages, we’ll explore these questions, taking each of the components of emotional intelligence—self-awareness, self-regulation, motivation, empathy, and social skill—in turn (see Table 2.1).


EVALUATING EMOTIONAL INTELLIGENCE


Most large companies today have employed trained psychologists to develop what are known as competency models to aid them in identifying, training, and promoting likely stars in the leadership firmament. These psychologists have also developed such models for lower-level positions. And in recent years, I have analyzed competency models from eighty-eight companies, most of which were large and global and included the likes of Lucent Technologies, British Airways, and Credit Suisse.


In carrying out this work, my objective was to determine which personal capabilities drove outstanding performance within these organizations, and to what degree they did so. I grouped capabilities into three categories: purely technical skills like accounting and business planning; cognitive abilities like analytical reasoning; and competencies demonstrating emotional intelligence such as the ability to work with others and effectiveness in leading change.


To create some of the competency models, psychologists asked senior managers at the companies to identify the capabilities that typified the organization’s most outstanding leaders. To create other models, the psychologists used objective criteria such as a division’s profitability to differentiate the star performers at senior levels within their organizations from the average ones. Those individuals were then extensively interviewed and tested, and their capabilities were compared. This process resulted in the creation of lists of ingredients for highly effective leaders. The lists ranged in length from seven to fifteen items and included such ingredients as initiative and strategic vision.


When I analyzed all these data, I found dramatic results. To be sure, intellect was a driver of outstanding performance. Cognitive skills such as big-picture thinking and long-term vision were particularly important. But when I calculated the ratio of technical skills, IQ, and emotional intelligence as ingredients of excellent performance, emotional intelligence proved to be twice as important as the others for jobs at all levels.


TABLE 2.1—FIVE COMPONENTS OF EMOTIONAL INTELLIGENCE AT WORK






	 
	Definition
	Hallmarks






	Self-Awareness

	The ability to recognize and understand your moods, emotions and drives, as well as their effect on others

	
• Self-confidence


• Realistic self-assessment


• Self-deprecating sense of humor








	Self-Regulation

	The ability to control or redirect disruptive impulses and moods

	
• The propensity to suspend judgment—to think before acting


• Trustworthiness and integrity


• Comfort with ambiguity


• Openness to change








	Motivation

	A passion to work for reasons that go beyond money or status

	
• A propensity to pursue goals with energy and persistence


• Strong drive to achieve


• Optimism, even in the face of failure


• Organizational commitment








	Empathy

	The ability to understand the emotional makeup of other people

	
• Skill in treating people according to their emotional reactions


• Expertise in building and retaining talent


• Cross-cultural sensitivity


• Service to clients and customers








	Social Skills

	Proficiency in managing relationships and building networks

	
• An ability to find common ground and build rapport


• Effectiveness in leading change


• Persuasiveness


• Expertise in building and leading teams









Moreover, my analysis showed that emotional intelligence played an increasingly important role at the highest levels of the company, where differences in technical skills are of negligible importance. In other words, the higher the rank of a person considered a star performer, the more emotional intelligence capabilities showed up as the reason for his or her effectiveness. When I compared star performers with average ones in senior leadership positions, nearly 90 percent of the difference in their profiles was attributable to emotional intelligence factors rather than cognitive abilities.


Other researchers have confirmed that emotional intelligence not only distinguishes outstanding leaders but can also be linked to strong performance. The findings of the late David McClelland, the renowned researcher in human and organizational behavior, are a good example. In a 1996 study of a global food and beverage company, McClelland found that when senior managers had a critical mass of emotional intelligence capabilities, their divisions outperformed yearly earnings goals by 20 percent. Meanwhile, division leaders without that critical mass underperformed by almost the same amount. McClelland’s findings, interestingly, held as true in the company’s U.S. divisions as in its divisions in Asia and Europe.


In short, the numbers are beginning to tell us a persuasive story about the link between a company’s success and the emotional intelligence of its leaders. And just as important, research is also demonstrating that people can, if they take the right approach, develop their emotional intelligence (see Exhibit 2.1).


EXHIBIT 2.1—CAN EMOTIONAL INTELLIGENCE BE LEARNED?




For ages, people have debated whether leaders are born or made. So, too, goes the debate about emotional intelligence. Are people born with certain levels of empathy, for example, or do they acquire empathy as a result of life’s experiences? The answer is both. Scientific inquiry strongly suggests that there is a genetic component to emotional intelligence. Psychological and developmental research indicates that nurture plays a role as well. How much of each perhaps will never be known, but research and practice clearly demonstrate that emotional intelligence can be learned.


One thing is certain: Emotional intelligence increases with age. There is an old-fashioned word for the phenomenon: maturity. Yet even with maturity, some people still need training to enhance their emotional intelligence. Unfortunately, far too many training programs that intend to build leadership skills—including emotional intelligence—are a waste of time and money. The problem is simple: They focus on the wrong part of the brain.


Emotional intelligence is born largely in the neurotransmitters of the brain’s limbic system, which governs feelings, impulses and drives. Research indicates that the limbic system learns best through motivation, extended practice and feedback. Compare this with the kind of learning that goes on in the neocortex, which governs analytical and technical ability. The neocortex grasps concepts and logic. It is the part of the brain that figures out how to use a computer or make a sales call by reading a book. Not surprisingly—but mistakenly—it is also the part of the brain targeted by most training programs aimed at enhancing emotional intelligence. When such programs take, in effect, a neocortical approach, my research with the consortium for Research on Emotional Intelligence in Organizations has shown they can even have a negative impact on people’s job performance.


To enhance emotional intelligence, organizations must refocus their training to include the limbic system. They must help people break old behavioral habits and establish new ones. That not only takes much more time than conventional training programs, but it also requires an individualized approach.


Imagine an executive who is thought to be low on empathy by her colleagues. Part of that deficit shows itself as an inability to listen; she interrupts people and doesn’t pay close attention to what they’re saying. To fix the problem, the executive needs to be motivated to change, and then she needs practice and feedback from others in the company. A colleague or coach could be tapped to let the executive know when she has been observed failing to listen. She would then have to replay what others are saying. And the executive could be directed to observe certain executives who listen well and to mimic their behavior.


With persistence and practice, such a process can lead to lasting results. I know one Wall Street executive who sought to improve his empathy—specifically his ability to read people’s reactions and see their perspectives. Before beginning his quest, the executive’s subordinates were terrified of working with him. People even went so far as to hide bad news from him. Naturally, he was shocked when finally confronted with these facts. He went home and told his family—but they only confirmed what he had heard at work. When their opinions on any given subject did not mesh with his, they, too, were frightened of him.


Enlisting the help of a coach, the executive went to work to heighten his empathy through practice and feedback. His first step was to take a vacation to a foreign country where he did not speak the language. While there, he monitored his reactions to the unfamiliar and his openness to people who were different from him. When he returned home, humbled by his week abroad, the executive asked his coach to shadow him for parts of the day, several times a week, in order to critique how he treated people with new or different perspectives. At the same time, he consciously used on-the-job interactions as opportunities to practice “hearing” ideas that differed from his. Finally, the executive had himself videotaped in meetings and asked those who worked for and with him to critique his ability to acknowledge and understand the feelings of others. It took several months, but the executive’s emotional intelligence did ultimately rise, and the improvement was reflected in his overall performance on the job.


It’s important to emphasize that building one’s emotional intelligence cannot—will not—happen without sincere desire and concerted effort. A brief seminar won’t help; nor can one buy a how-to manual. It is much harder to learn to empathize—to internalize empathy as a natural response to people—than it is to become adept at regression analysis. But it can be done. “Nothing great was ever achieved without enthusiasm,” wrote Ralph Waldo Emerson. If your goal is to become a real leader, these words can serve as a guidepost in your efforts to develop high emotional intelligence.
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