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Onr cmplhms s on how theery can inform the practice of leadership.
this hook, we deserihe cach ‘hcnn‘ and then explain how the theory can ha
used 1 real sitnations.

LEADERSHIP DEFINED e

There are many ways to finish the sentence, “Leadership is. . " In fact, ;
Stogdill (15974, p. 71 pointed out in a review of leadership rescarch, there are
almost a5 many (llfh crenl delinitions of leadershio as there are peaple who
have tried to define it 1tis much like the words democracy, fove, and peace,
Although cacl of us intuitivels knows what we mean by such words, the
words can have different meanings for different people. As soon as we trv to
define leadership, we discover Ilul leadership has many different meani ngs.

Ways of Conceptualizing Leadership

[ the past 61 vears, as many as 63 different classification systems have
been develaped te define the dimensions of le adership (Fleishman et .||
19T One such classification system, d: rectly related to onr disenssion,
the scheme proposed by Bass (1990, pp. =200 He s nggested that some
definitions view ludu\lnp as the foeus of group processes. From this per-
spective, the Teader is at the center of group change and activity and
embaedies the will of the group. Another set of definitions conce phml 7es
leadership from & personality perspective, which suggests that leadership is
a combination of special traits or \lur‘.da risties that some individuals pos-
sess, These Inaits enable those mdividuals to induce others o accomplish

tasks, Other approaches to 7\.ldcr~hip define it as an act or behavior —the
tllmr's leaders do to bring about change ina group,

hn addition, some define leadership in terms of the power relaiionship
that exists between leaders and followers, From this viewpoint, leaders
have power that they wicld to offect change in others. Others view leader-
ship as a fransformational process that moves mlllm ery to acenimplish mes
Hun s usually expected of them. Finally, some seholars address leadershi p
from a skills perspective, T his view; pomt stresses the capabilities (ke
edge and skills! that make effective L.ulcnxlnp possible.

Definition and Components

Despite the multitude of wavs inwhich leadership has been conce -
talized, the following components can he identified as central 1o the
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phenomenon: {ai Leadership is a process, (bi leadership involves influ-
ence, (¢} leadership oceurs in gronps, and id) leadership involves com-
men goals. Based on these components, the following defirition of
leadership is used in this text:

Leadership is a process wherebv an individual influences a group of
individuals to achieve a common goal.

Defining leadership as a process means that it is not a trait or character-
istic that resides i the leader. but rather a transactional event that oeenrs
between the leader and the followers. Process implies that a leader affects
and is affected by followers. It cmphasizes that leadership is not a linear,
one-wav event, but rather an interactive event. When leadership is defined
ine this manner, it becomes available to evervone. It is not restricted to the
formally designated leader in a gronp.

Leadership volves inffuence. 1t is concemed with how the leader
affeets followers. Influence is the sine qua non of leadership. Without
ifluence, leadership does not exist.

Leadership ocenrs in groups. Groups are the context in which Jeader-
L] ¥
ship takes place. Leadership invalves influencing « group of individuals
who have a commen purpese This can be a small 1ask STOUP, d Com-
2
ity group. or a large gronp cncompassing an- enkire organization.
Leadership is about one individual influencing a gronp of others o accom-
b= T~ ) t

plish common goals. Others ia group; are reguired for leadership to acenr.
Leadership training programs thal teach people 1o lead themselves are not
considered a part of leadership within the definition that is set forth in this
discussion.

Leadership includes attention to common goals. Leaders direct their
energies toward mdividuals who are tning to achieve seiething together,
By commen, we mean that the leaders and followers have a mutual pur-
pose. Attention to commen goals gives leadership an ethical overtone
because it stresses the need for leaders to work with followers to achieve
selected goals. Stressing mutality lessens the possibility that leaders might
act toward followers in wavs that are forced or unethical. It also inereases
the possibility that leaders and fallowers will wark together toward o comn
mon good (Rost, 19971,

Threnghout this text, the people who engage in leadership will be
called feaders, and these toward whom leadership s directed will be called
folfowers. Both leaders and followers are involved together in the leader
ship process. Leaders need followers, and followers need leaders (Burns,
1978. Heller & Van 'T3l, 1983; Hollander, 1992: lago, 19821 Althouglh



4 LEADERSHIP | THEORY AND PRACTICE

leaders and followers are closely linked, it is the leader who often initiates
the relationship, creates the communication linkages, and carries the hur-
den for maintaning the relationship.

In our discussion of leaders and followers, attention will be directed
toward follower issues as well as leader issues. Leaders have an ethical
responsibility to attend to the necds and concems of followers. As Burns
9781 pointed out, discussions of leadership sometimes are viewed as elitist
because of the implied power and importance often ascribed to leaders in
the leader-follower relaticnship. Leaders are not above or better than foliow-
ers. Leaders and followers must be understood in relation to each other
iHollander, 19921 and collectively {Burms, 1978, They are in the leadership
relationship together —and are two sides of the same coin iRost, 1591 I

LEADERSHIP DESCRIBED

In additien to definitional issnes, it is also important to discuss several other
questions pertaining to the nature of leadership. In the following section,
we will address questions such as how leadership as a trait differs from
leadership as a process; how appointed leadership differs from cmergenl
leadership: and how the concepts of power, coercion, and manageinent
differ from leadership.

Trait Versus Process Leadership

We have all heard statements such as, “He is born to be a leader” or
“She is a natoral leader.” These statements are commonly expressed by
people wha take a trait perspective toward leadership. The trait perspeclive
snggests that certain individuals have special innate or inbom chuaracteris-
tics or gqualities that make them leaders, and that it is these qualities that
differentiate them from nonleaders. Some of the personal gualities used to
identify leaders include unique physical factors {e.g.. heighti, personality
features {e.e.. extraversion’, and other characteristics le.g., intcllig(:ncc

-

and fluency; Bryman, 19921, In Chapter 2, we will discuss a large body of
vescarch that has examined these personal qualities.

16 describe leadership as a trait is quite different from deseribing il as o
process [Figure 117 The trait viewpoint conceptualizes leadership as a
property or set of properties possessed in varving degrees by different people
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Figure 1.1 The Different Views of Leadership
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tage, 19521 "This suggests that it resides in select people and restricts lead-
ership to those who are believed 1o have special, vsually inborn, talents,

The process viewpoint suggests tha leadership is a phenomenon that
resides in the context of the interactions hetween leaders and followers andl
makes leadership available to evervone, As process, leadership can be
observed in leader behaviors ifago, 19821, and can be leamed. The process
definition of leadership is consistent with the definition of leadership that
we have set forth in this chapter.

Assigned Versus Emergent Leadership

Some people are leaders because of their formal position i an organi-
zation, whercas others are leaders beeause of the way other group mem-
bers respond to them. These two commen forms of leadership are called
assigned leadership and emergent leadershis, Leadership that is based on
oceupying a position in an organization is assigned leadership. Team lead-
ers, plant managers, department heads, direetors, and administrators are all

examples of assigned leadership,

Yet the person assigned to a leadership position does not always become
the real leader i a particular setting. When others perceive an individual
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as the most influential member of & group or organization, regardless of
the individual’s title, the person is exhibiting emergent leadesship. The
mdividual aequires emergent leadership through other peeple i the orga-
nization who support and accept that individual's behavier. This tvpe of
leadership is not assigned by position; rather, it emerges over a penad
throngh commumication. Some of the positive commumication behaviors
that account for suceessful leader emergence include being verbaily
imvalved, betng mjormed, seeking others” opinions, initicting new ideas, and
hetng firm but nof rigid [Fisher, 19741,

In addition to communication behaviors, researchers have also found
that persenality plays a role in leadership emergence. For example, Smith
and Foti i 1998 fonnd that certain personality traits were related to leader-
ship emergence m a sample of 160 male college students. The individuals
who were more dominant, more intelligent, and more confident about
their own performance {general sclf-cfficacyl were more likely to be identi-
ficd as leaders by other members of their task gronp. Although it is uncer-
tam whether these findings apply to women as well, Smith and Foti
suggested that these three trats could be used to identify individuals per-
ceived 1o be emergent Jeaders,

Leadership emergence may also be affected by gender-biased pereep-
tions. I a study of 40 mixed=sex college groups, Watson and Hoffinan
12004 found that wemen who were urged to persuade their task groups to
adopt high-quality decisions succeeded with the same frequeney as men
with identical instractions. Altheugh woemen were equally influential lead-
ers i their groups, they were rated significantly lower than comparable
men were on leadership. Furthermore, these influential women were also
rated as significantly less likable than comparably influential men were.
These resnlts suggest that there continue to be harriers o women’s emer-
genee as leaders in some settings,

A mnique perspeetive on leadership emergence is provided by social
wentity theory {Hogg, 20011 From this perspective, leadership emeragence
ts the degree to which a person fits with the identily of the group as a
whele. As groups develop over time, a group prototvpe also develops.
Individuals emerge as leaders in the group when they become maost like
the group pretolype. Being similar lo the prototype makes leaders altractive
to the group and gives them influence with the group.

The Teadership approaches we discuss in the subsequent chapters of
)

this book apply equally to assigned leadership and emergent leadership.,
When a persen is engaged in leadership, that person is a leader, whether
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Teadership was assig
process that ocenrs when any individiual is engaged i influencin

ned or emerged. This book facuses on the leadership
other

grovp members in their efforts (o reach 2 goal,

Leadership and Power

The concept of power is related 1o leadership becanse it s part of the

miluence process. Power s the capacile or potential to inflience. People
have power when they have the absility to affeet athers belies, atlituees, and
conrses of action. Ministers, doctors, coaches, and teachers are all examples
of people who have the potential 1o influence us. When thev do. the are
using their pewer, the resonree they draw on o eficct change i s,

The most widely eited research on poveer s French and Raven's 11934
work on the bases of social power. o their work, thev concephialized power
from the frmework of a dvadic relationshop that inchuded both the person
influencing and the person bemg influenced. Freneh and Raver: identified
five common and impaortant bases of power: relerent, expert, legilimate,
revard, and coercive (Table 111 Fach of these bases of POWECT INCTEASCS o)
leader’s capacity to infloenee the allitudes, values, or behaviors of otlers.

MVe Bases of Power

Referent Power  Based on followers' identification and liking for the leader,
A teacher who is adored by scudents has referent power.

Expert Power Based on followers' perceprions of the leader’s
competence. A tour guide who is knowledgeable 2bout 2
foreign country has expert power.

Legitimate Power Associated with having status or formal jeb authority.
A judge who administers sentences in the courtreem
exhibits legitimate power.

Reward Power Derived from having the capacity to provide rewards te
others. A supervisor who gives rewards to employees who
work hard is using reward power.

Coercive Power  Derived from having the capacity to penalize or punish
others. A coach who sits players on the bench for being
late to practice is using coercive power.

SOURCE: Adapted from “The Bases of Social Power™ by |. R. French |r.and B, Raven, 1567,
in D. Carcwright (Ed.), Graup Dynamics: Ressarch and Theory {pp. 259-269), New Yoric: Haroer
& Row.
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In erganizations, there are two major kinds of power: position power and
pcnond] power. Position power is the power a person derives from a particu-
lar office or rank in a formal organizational system. Itis the influence capac-
ity a leader derives from lmxmc higher status than the followers have. Vice
pwx:{k nls and department heads have more power than staff personne! do
because of the positions they hold in the organization. Position power

includes legitimate, reward, and coercive power i'lable 1.2

Personal power is the influence capacity a leader derives from being
seen by followers as likable and know ]Ld"LdI]I(' When leaders act in ways
that are important to followers, it gives ]cad 15 power. For example, some
managers have power because l]lur suberdinates consider them to be good
role models. Others have power hecause their subordinates view them as
highly competent or considerate. In boll cases, these managers’ power is
ds(.rll)ul to them by others, based on how thev are seen in their relation-
ships with others. Personal power includes referent and expert power [see
Table 1.23.

Types and Bases of Power

Position Power Personal Power
Legitimate Referent

Reward Expert

Coercive

In discussions of leadership, it is not unusual for leaders to be deseribed
as wielders of power, as individuals whe dominate others. In these
mstances, power is conceptualized as a tool that leaders use to achicve
their own ends. Contrary ta this view of power, Burns {1975 emphasized
power from a relationship standpoint. For Bumns, power is nol an entity
that leaders use over others to achieve their own ends: instead. power
accurs i rel: mnmlnps It shonld be used by leaders and followers to pro-
mote their collective goals.

In this text, our discussions of leadership treat power as a relational
concern for both leaders and followers. We pav attention to how leaders
work with followers to reach common goals.
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Leadership and Coercion

Coercive power is one of the specific kinds of power available 1o leaders.
Coercion mvolves the use of force 1o effect change. “Coerce” means influ-
encing others to do something against their will and may include manipu-
lating penalties and rewards in their work envirenment. Coercion often
mvolves the use of threats, punishment, and negative reward schedules.
Classic examples of leaders who used coercion are: Adolf Hitler in
Germany, Jim Jones in Guyana, and David Koresh in Waco, Texas, each
of whom used power and restraint to force followers o Cngage in extreme
Behaviors,

[tis important to distingnish between coercion and leadership because
it allows us to separate out from our examples of leadership the belaviors
of individuals such as Hitler, Jones, and Koresh. In our discussions of lead-
ership, coercive people are not used as models of ideal leadership. Our
definition suggests that leadership is reserved for these whe influence 4
group of individuals toward 2 common goul. Leaders who use coercion are
interested in their own goals and seldom are mterested in the wants and
needs of subordinates. Using coereion runs counter to working with follow-
ers o achieve a common goal,

Leadership and Management

Leadership is a process that is similar to management in many wavs,
Leadership invelves influence, as does management. Leadership entails
working with people, which management entails as well. Leadership is
concerned with effective goal accomplishment, and so is management. In
general, many of the functions of management are aclivities that are con-
sistenit with the definition ot leadership we set forth at the beginning of this
chapter, - ‘

But leadership is also different from management. Whereas the study of
leadership can be traced back to Aristotle. management emerged aronnd
the turn of the 20th century with the advent of our industrialized society.
Management was created as a wiav o reduce chaos in organizations, to
malke them mn mare effectivelv and efficiently, The privvary Tunelivis of
management, as first identified by Favol {19163, were planning, organiz-
g, staffing, and controlling. These functions are still representative of the
field of management today.,
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I a beok that compared the funclions of management with the fune-
tions of leadership, Kotter {19907 argned that the fanctions of the two are

guite dissimilar (Figure 1.230 The o

verriding function of manzgement is (o

yrovide arder and consistency tn oreanizations, whereas the proimars fune-
P b ) i

tion o

teadership is to produce change and mevement. Management s

abont seeking order and stability; leadership is about secking adaptive and

constructive change.

Figure 1.2 Functions of Management and Leadership

Management

Produces Order and Consistency

Leadership
Produces Change and Movement

Planning and Budgeting
¢ Establish agendas
e Set timetables
e Aliocate resources
Organizing and Staffing
» Provide structure

* Make job placements
e Establish rules and procedures

Controlling and Problem Solving

¢ Develop incentives
* Generate creative solutions
* Take corrective action

Establishing Direction
» Create a vision
» Clarify big picture
* Set strategies

Aligning People

« Communicate goals
s Seek commitment
e Build teams and coalitions

Motivating and Inspiring

® Inspire and energize
* Empower subordinates
* Satisfy unmert needs

SOURCE: Adapred from & Force for Chonge: How Leadership Differs From Management
[pD. 3-8). by ). P Kotter, 1690, New York: Free Press

As illnstrated in Figure 1.2, the major activities of management ar
plaved out differently from the activities of leadership. Although they are
different m scope, Kotter (1990, pp. 7=8 contended that both nunagement
and leadership are essential if an arganization is to prosper. For n,-\;u‘u{;la b
an organization has streng management without leadership, the onteome
can be stifling and bureaneratic. Conversely. if an organization las strong
leadership witheul management, the onteome can be meaningless o
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nusdirecled change for change's sake. "l he effective. organizations need to
nourish hoth competent management and skilled leadership.,

Many scholars, in addition to Kotter {19901, argue that leadership and
management are distinet constructs. For example, Benis and Nanus
19851 mamtained that there is a significant difference between the fwo,
1o manage means to accomplish activities and master routines, whereas to
fead means to inflnence others and creale visions for change. Bennis and
Nanus made the distinetion verv elear in their frequently quoted sentence.
“Managers are people who do things right and leaders are people whe do
the right thing” ip. 2217,

Rost (19971 has also been a propenent of distinguishing between leader-
ship and management. He contended that leadership is a multidirectional
influence relationship and management is 2 unidirectional anthaority rela-
tionship, Whereas leadership is concerned witl the process of developing
imutnal purposes, management is directed toward coordinating activities in
order to get a job done. Leaders and followers work together to create real
change. whereas managers and subordinates join forces to sell goods and
services (Rost, 1G9 pp- 1491521

Approaching the issue from a narrower viewpoinl, Zaleznik {1977 went
so far as lo argue that leaders and managers themselves are distinet, and
that thev are basically different tipes of peaple. He contended that manag-
ers are reactive and prefer to work with people to solve problems but do so
with low emotional involvement. They act to limit choices. Zaleznik sng-
gested that leaders, on the other hand, are emotionally active and involved.
They seek to shape ideas instcad of responding to then: and act to expand
the available options to solve long-standing problems. Leaders change the
way people think about what is possible. ~

Althongh there are clear differences between managenient and leader-
ship. the two constructs overlap. When managers are involved in inflnenc-
ing a group to meet its goals, thev are involved in Jeadership. When leaders
are imvalved in planning, organizing, stalfing, and contrelling. they are
mvolved in management, Both processes imvolve influencing a gronp of
individuals toward goal attainment. For prrposes ol our discussion in this
book, we focus on the leadership process. In onr examples and case stud-
ies, we ltreat the roles of managers wnd leaders similarhy and do not empha-
size the differences between them.





