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Preface

A v i t a l  element of  managerial a c t i v i t y  i s  leadersh ip ,  but 

management i s  not synonymous with leadersh ip .  The process of  manage­

ment i s  most commonly defined in terms of the funct ions :  planning,

organizing,  s t a f f i n g ,  influencing and c o n t ro l l in g .  B as ica l ly ,  lead e r ­

ship may be defined as a process of d i re c t in g  and coordinat ing a 

group's  a c t i v i t i e s  toward some c o l l e c t iv e  task  accomplishment and is  

charac ter ized  by the wil l ingness  of  others  to follow.  Thus lead e r ­

ship has a much narrower focus than does management; the prime 

funct ion of  leadership  i s  to  id e n t i fy ,  formulate and a r t i c u l a t e  goals 

for  the group.
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CHAPTER ONE

O verview  o f  L e a d e r s h ip  Theory

According to BcCall (1977) "The l a s t  decade has seen the 
appearance of  a t  l e a s t  four d i f f e r e n t  'contingency ' models, 
as well as open system and path-goal models, not to mention 
v e r t i c a l  dyad and t ransac t iona l  approaches, in teg ra t iv e  and 
normative models, and behavior and fo u r - fa c to r  th eo r ie s .
Moreover, the 'growing mountain' of  research data  has pro­
duced an impressive mass of  co n t rad ic t io n s ."

"While numerous models, th e o r ie s ,  and approaches e x i s t ,  
the accumulated research has not ye t  produced a unif ied  and 
general ly  accepted paradigm for  research on the to p ic ,  much 
le ss  a c le a r  understanding of the phenomenon." (BcCall, 1977, 
p. 8) .

Natural ly  enough, many of the ea r ly  t h e o r i s t s  attempted to i s o l a t e  

personal c h a r a c t e r i s t i c s / t r a i t s  which would d is t ingu ish  leaders  from 

nonleaders.

More recent  s tud ies  ind ica te  th a t  personal c h a r a c t e r i s t i c s /  

t r a i t s  are r e l a te d  to leadership  outcomes only in the context  of 

spe c i f ic  s i t u a t io n s .  Unfortunately, which aspects  of  the s i tu a t io n  

are most c r i t i c a l  i s  not  ye t  c l e a r .

Another major approach to leadership  involves the ' s t y l e '  a 

leader  employs in dealing with subordinates .  A major problem inherent 

in the measurement of leadersh ip  s ty le s  i s  t h a t  " s ty les  are most 

commonly measured by one of  several paper-and-pencil  ques t ionna ires ;  

t h u s ,  they represen t  s e l f  or o th e rs '  perceptions r a th e r  than actual 

behavior."  (BcCall, 1977, p. 8) .

2
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The human re la t io n s  school i n i t i a l l y  maintained th a t  leaders  

should emphasize cons ide ra te ,  p a r t i c ip a t iv e  s ty l e s .  While consider­

a t e ,  p a r t i c ip a t iv e  s ty le s  genera l ly  lead to increased s a t i s f a c t i o n ,  

they did not necessa r i ly  lead to improved performance.

Leaders may choose from numerous s ty le s  of leadersh ip ,  as well 

as face a v a r ie ty  of  s i t u a t i o n s .  A number of  leadersh ip  behaviors may 

be equally  e f f e c t iv e  in the same s i t u a t io n .  In the f in a l  a n a ly s is ,  

only one thing i s  c l e a r —no one leadership  s ty le  i s  e f f e c t iv e  in a l l  • 

s i t u a t io n s .

Early research made an important con tr ibu t ion  to leadership  

theory.  Namely, i t  showed th a t  n e i th e r  personal c h a r a c t e r i s t i c s  nor 

s ty le s  of  leader  behavior could p red ic t  or insure leadersh ip  e f f e c ­

t iveness  across  s i t u a t io n s .

Most of  the cu r ren t  theor ie s  re ta ined  the basic ingredients  of 

e a r l i e r  models while adding s i tu a t io n a l  contingencies .  "The r e ­

l a t ionsh ips  s tudied in contingency frameworks s t i l l  r e f l e c t  lead e r ­

s h ip ' s  research o r ig ins  in individual and group psychology" (BcCall, 

1977, p. 109). Despite t h e i r  i n t u i t i v e  and logical  appeal,  contingency 

models have s t i l l  y ie lded contrad ic tory  research f ind ings .

Over the long run, the t rue  t e s t  of any leadership  theory i s  i t s  

u t i l i t y  fo r  those indiv iduals  who f ind themselves in leadersh ip  r o le s .  

The measure of  leader  e f fec t iveness  i s  not and cannot be a simple 

index of group s a t i s f a c t io n  and/or p roduc t iv i ty .
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"At a minimum, both researchers  and p r a c t i t i o n e r s  must 
r e a l i z e  t h a t  leadership  e f fec t iveness  involves a number of 
areas of f u n c t io n in g - in c lu d in g  how well the leader  deals  
with non-subordinate (and subordinate) r e l a t io n s h ip s ,  how 
s t ru c tu re s  are designed and modified, development of  human 
resources  in the o rgan iza t ion ,  u t i l i z a t i o n  and dissemination 
of  knowledge, c rea t ing  and coping with change, and actual 
task  performance by the leader  over time" (BcCall,  1977, p. 19).

In sum, empirical research to date tends to show th a t  there is

no normative s ty le  of leadership  across s i t u a t io n s .  Rather,  successful

leaders  adapt t h e i r  s ty le  to  meet the needs of  t h e i r  subordinates  and

the pa r t i  cu la r  envi ronment encountered.



CHAPTER TWO

T r a i t  Theory

Development of T ra i t  Theory

One of the e a r l i e s t  approaches to leadersh ip  theory has been ca l led  

t r a i t  theory. T ra i t  theory i s  based on the. assumption that.,_through 

research ,  researchers  can compile a l i s t  o f  measurable persona l i ty  

va r iab les  or t r a i t s  t h a t  w i l l  separate  leaders  from nonleaders.

Early t h e o r i s t s  maintained th a t  leadersh ip  t r a i t s  could be 

acquired through experience,  as well as through education and 

t r a in in g .  These t h e o r i s t s  attempted to  focus on a l l  t r a i t s ,  

whether acquired or i n h e r i t e d ,  t h a t  were commonly id e n t i f i e d  in 

indiv iduals  regarded as l ead e rs .  Such t r a i t s  f requent ly  included 

i n t e l l i g e n c e ,  technical  mastery, teaching a b i l i t y ,  a sense of 

d i re c t io n  and purpose, enthusiasm, d r ive ,  physical and nervous 

energy l e v e l s ,  f r i e n d l in e s s  and a f f e c t io n ,  compassion and empathy, 

and f a i th .  (Haimann, Sco t t ,  and Connor, 1978).

Early Cr i t ic ism of  T r a i t  Theory

The inadequacy of the t r a i t  approach to leadership  quickly be­

came apparent.  L is ts  of c h a r a c t e r i s t i c s  were confusing; they con­

ta ined  d i f f e r e n t  numbers of  t r a i t s  and employed d i f f e r e n t  termi­

nology. Moreover, the in t e n s i ty  and degree of  each c h a r a c t e r i s t i c

5
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often var ied s u b s ta n t i a l ly .

S im ila r ly ,  t h e o r i s t s  did not d is t ingu ish  which t r a i t s  were 

c ruc ia l  and which were l e s s  important.  Furthermore, t h e o r i s t s  f a i l e d  

to  concur on the  number of  t r a i t s  necessary fo r  leadersh ip ,  or 

whether or not an individual  could be lacking some, but not a l l , 

necessary t r a i t s  and s t i l l  be a leader .

Nor were t h e o r i s t s  able to id e n t i fy  and i s o l a t e  a l l  the spe c i f i c  

c h a r a c t e r i s t i c s  common to a l l  those regarded as leaders .  A fu r th e r  

weakness of the t r a i t  approach was t h a t  i t  was unable to d is t ingu ish  

between c h a r a c t e r i s t i c s  necessary to  acquire leadersh ip  and those 

needed to maintain i t .

Current Cri t ic ism of  T ra i t  Theory

In a major review of  leadership  research ,  Gibb (1969) concluded th a t  

researchers  have f a i l e d  to uncover any cons is ten t  l i s t i n g s  of char­

a c t e r i s t i c s  t h a t  c l e a r ly  d i f f e r e n t i a t e  leaders  from nonleaders.

F i l l ey  and House (1969) suggest the re  are  several reasons why 

t r a i t  research has f a i l e d  to  demonstrate conclusive r e s u l t s :  r e ­

search samples were taken from subjec ts  who were in d i f f e r e n t  

h ie ra rch ia l  leadership  p o s i t io n s ;  i f  the s i t u a t io n  requ ires  d i f f e r e n t  

behaviors,  i t  i s  d i f f i c u l t  to  d i s t ingu ish  leaders  from nonleaders 

unless the study i s  r e s t r i c t e d  to a s p ec i f i c  s i t u a t i o n ;  organizat ions  

d i f f e r  as to how persons ge t  in to  managerial p o s i t io n s ;  and d i f ­

f e ren t  phases of the organizat ional  growth may require  d i f f e r e n t
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leadersh ip  a b i l i t i e s .

T r a i t  Theory Today

Although the t r a i t  approach to leadersh ip  has been p a r t i a l l y  

d i sc red i te d  today, research does ind ica te  t h a t  leaders  do share 

some very general c h a r a c t e r i s t i c s —interpersonal  communication s k i l l s ,  

in te l l e g en ce ,  and s e n s i t i v i t y  to the needs of  t h e i r  consti tuency 

(Haimann, Scott  and Connors, 1978). However, the  possession of these 

t r a i t s  does not necessa r i ly  insure t h a t  an individual  wi ll  emerge as 

the leader  of a group. Rather the individual  with the s e t  of t r a i t s  

bes t  su i ted  to  the s i tu a t io n  encountered by the group a t  t h a t  point  in 

time wil l  assume the ro le  of  leadersh ip .

Personal Review of T ra i t  Theory

The t r a i t  approach to leadersh ip  theory possesses  i n t u i t i v e ,  as 

well as logical  appeal in as much th a t  most would agree t h a t  an i n ­

dividual who proscr ibes  to  the t en e t s  of the Boy Scout laws-- 

t rus twor thy ,  lo y a l ,  h e lp fu l ,  f r i e n d ly ,  cour teous,  kind, e t c . - -  

wi11 be a successful  leader  in many s i t u a t i o n s .

Upon c lo se r  examination, however, the i n i t i a l  appeal of the 

t r a i t  approach i s  s u b s ta n t i a l ly  diminished due to such problems as 

defining and measuring any given t r a i t .

For example, what c o n s t i tu t e s  being t rus tworthy? One may con­

s u l t  Webster's d ic t io n a ry ,  but sa id  d e f in i t i o n  i s  not necessa r i ly
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un ive rsa l ly  accepted. Rather the possession of any given a t t r i b u t e  

or t r a i t  i s  a mat ter  of  degree as opposed to being absolu te .

As a case in po in t ,  I would t r u s t  a f r i en d  to repay a loan of 

a hundred d o l l a r s .  However, i f  t h a t  loan were a hundred-thousand 

d o l l a r s ,  I would c e r t a in ly  require  more than j u s t  a handshake as 

bond.

This brings up the issue of  a t  what point  does an individual 

possess a given t r a i t .  Put another way, i s  i t  possib le  to  measure 

a t r a i t  by some ob jec t ive  empirical means, and i f  so how? Research­

ers  have developed instruments to measure such c h a r a c t e r i s t i c s  as 

i n t e l l i g e n c e ,  ( i . e . ,  the in te l l ig e n c e  quo t ien t )  as well as i n s t r u ­

ments of p red ic t io n —persona l i ty  inven to r ie s ,  measures of  sensory 

and psycomotor a b i l i t i e s ,  and measures of motivation v a r ia b le s .  

However, such instruments and the data they provide are of l imited 

value because of t h e i r  l im i ted  scope. The r e s u l t s  of  any b a t te ry  o f  

t e s t s  must be in te rp re te d  in l i g h t  of o ther  av a i lab le  information.

F ina l ly ,  the question of  whether or not some t r a i t s  are  more 

important than others  must be addressed. C lear ly ,  the s i tu a t io n  

encountered will  p a r t i a l l y  d i c t a t e  which t r a i t s  are v i t a l  and which 

are  secondary. Technical exper t i se  may be paramount in s c i e n t i f i c  

endeavors,  while in terpersonal  and communication s k i l l s  may be the 

dominant c r i t e r i a  fo r  a leader  of a program composed exclus ive ly  

of volunteers .
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Conclusion

Despite the i d e n t i f i c a t i o n  of numerous shortcomings of the 

t r a i t  approach to leadersh ip  theory,  t h i s  i s  not to  say the t r a i t  

approach i s  t o t a l l y  without meri t .  On the con t ra ry ,  t r a i t s  are  

an important dimension of whether or not an individual wi l l  prove to 

be a successful leader .  However, j u s t  as t r a i t s  a re  but one dimen­

sion of a l eader ,  the t r a i t  approach i s  but one dimension of  leader ­

ship theory. Therefore , the t r a i t  approach should be used in 

conjunction with important aspects  of the o ther  major theo r ie s  of 

leadersh ip .



CHAPTER THREE 

Leadership Styles

Introduct ion to Leadership Sty le  Research

This chapter  wil l  provide an overview of  the major leadersh ip  

s ty le s  including the following: the continuum approach by

Tannebaum and Schmidt, the Ohio S ta te  studies, the Michigan s tu d ie s ,  

the Managerial Grid by Blake and Mouton, Reddin's 3-D Management 

Style  Theory and L i k e r t ’s System 4 Theory.

Continuum Approach

The continuum approach suggests t h a t  leadership  s ty le s  a re  not 

l imited  to the two extremes, but r a th e r  an i n f i n i t e  number of 

leadersh ip  approaches one might follow depending on the circum­

stances.

Furthermore, the  continuum approach suggests t h a t  leadership  

s ty le s  may be char ted  on a sca le  such as the one developed by 

Tannebaum and Schmidt. "These approaches may vary according to 

d i f f e r e n t  circumstances.  Leadership s ty le s  approaching the l e f t  

s ide of  t h i s  continuum are  r e f l e c te d  by managers who make decis ions  

and then announce them to  the work group." "The r ig h t  s ide of  t h i s  

cha r t  (subordinate-centered leadership)  r e f l e c t s  a high degree of

10
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of p a r t i c ip a t io n  by subordinates" (Mondy and Noe, 1981, pp. 79-80).  

Between these extremes e x i s t  varying degrees of p a r t i c ip a t i v e -  

democratic leadership  s ty l e s .

"The d i f fe rences  in the two s ty le s  of leader  behavior 
are based on the assumptions leaders  make about the source 
of t h e i r  power or  au tho r i ty  and human nature .  The au th o r i ­
t a r ia n  s ty le  of  leader  behavior i s  of ten based on the 
assumption t h a t  the power of  leaders  i s  derived from the 
pos i t ion  they occupy and t h a t  people are inna te ly  lazy and 
u n re l iab le  (Theory X). The democratic s ty l e  assumes th a t  
the power of leaders  i s  granted by the  group they are to 
lead and t h a t  people can be b a s ic a l ly  s e l f - d i r e c t e d  and 
c re a t iv e  a t  work i f  properly  motivated (Theory Y)" (Hersey 
and Blanchard, 1977, p. 91). Between these two extremes 
there  a re ,  o f  course, a wide v a r ie ty  o f  l e a d e r s '  behaviors.

"Leaders whose behavior i s  observed to  be a t  the a u th o r i t a r ian

end of  the continuum tend to  be ta sk -o r ien ted  and use t h e i r  power

to influence t h e i r  followers ; leaders  whose behavior appears to  be

a t  the democratic end tend tp be group-oriented and thus give t h e i r

followers considerable  freedom in t h e i r  work" (Hersey and Blanchard,

1977, p. 92).

Ohio S ta te  Studies

In 1945 the Bureau of  Business Research a t  Ohio Sta te  

Universi ty  attempted to. id en t i fy  various dimensions of  leader  

behavior.  In order  to gather  da ta ,  researchers  a t  Ohio Sta te  

developed the  Leadership Behavior Descript ion Questionnaire (LBDQ), 

an instrument designed to describe how leaders  car ry  out t h e i r  

a c t i v i t i e s .



12

Although the major emphasis of  the Ohio S tate  Leadership Studies
\

was on observable behavior,  the s t a f f  a lso developed the  Leader 

Opinion Questionnaire (LOQ) to  provide in s ig h t  in to  the l e a d e r ' s  own 

s e l f  perception of his  leadersh ip  Style .  The LBDQ was scored by 

the l e a d e r ' s  su b o rd in a te ( s ) , s u p e r io r ( s ) ,  or  a s so c ia te s /p e e rs ,  but 

the LOQ was completed by the leaders  themselves. Numerous s e l f  

assessment instruments ,  including the LOQ have been developed to 

analyze supervisory leadersh ip .

The Ohio S ta te  researchers  concluded th a t  I n i t i a t i n g  Struc ture  

and Consideration were independent and d i s t i n c t  dimensions. A low 

score on one dimension does not n ec e s s i t a te  a high score on the 

o ther .

" I n i t i a t i n g  St ruc ture  r e fe r s  to the l e a d e r ' s  behavior in de­

l in e a t in g  the r e la t io n sh ip  between himself and members of the work 

group and in endeavoring to e s ta b l i s h  methods of  procedure" (Halpin, 

1959, p. 4; Hersey and Blanchard, 1977, p. 94).

"On the other  hand, Consideration r e fe r s  to behavior ind ica t ive  

of  f r iendsh ip ,  mutual t r u s t ,  respect  and warmth in the re la t io n sh ip  

between the leader  and members of  his  s t a f f "  (Halpin, 1959, p. 4; 

Hersey and Blanchard, 1977, p. 94).

Leader behavior was f i r s t  p lo t ted  on two separa te  axes r a th e r  

than on a s ingle  continuum. Later the two axes were combined to
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form the Ohio S ta te  leadersh ip  quadrant.

In my es t im at ion ,  the pr inc ipa l  research f inding is  th a t  the

dimensions of supervisory leadersh ip  are separate  and d i s t i n c t .  This

means t h a t  supervisors  may be low on. both dimensions, high on both, or

low on one and high on the o the r .  The ind ica to rs  are t h a t ,  fo r  the

most p a r t ,  the  LOQ measures something not measured by other  pe rsona l i ty  

q u e s t io n n a i r e s .

Michigan Studies

The ea r ly  leadersh ip  s tud ies  of the Survey Research Center of 

the Universi ty  of  Michigan occurred almost simultaneously with the 

Ohio S ta te  Leadership Studies .  The attempt was to  approach the 

study of leadersh ip  by locat ing c lu s t e r s  of  c h a r a c t e r i s t i c s  which 

seemed to be r e l a te d  to one another and various  ind ica to rs  of 

e f fec t iv en ess .  The s tud ies  i d e n t i f i e d  two major concepts-, namely 

employee o r ie n ta t io n  and production o r ie n ta t io n .

Leaders who are  described as employee-oriented tend to  emphasize 

r e la t io n sh ip  aspects  of the job ,  view employees as important and 

take in to  account in d iv id u a l i ty .  On the o ther  hand, leaders  who 

are described as production-or iented emphasize production and 

technical  aspects  of the job ,  and view employees as merely too ls  to 

accomplish organizat ional  goals .
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"These two o r ie n ta t io n s  p a r a l l e l  the Ohio State Leadership 

dimensions of i n i t i a t i n g  s t ru c tu re  and considera t ion" (Hersey and 

Blanchard, 1977, p. 93). The extensive s tudies  of  the University 

of Michigan's I n s t i t u t e  fo r  Social Research c l e a r ly  advocate 

supportive s ty le s  of  leadersh ip .  Other survey inves t iga t ions  concur 

with the University of  Michigan's f indings .

The Managerial Grid

Blake and Mouton (1964; 1968) rev ised  the continuum approach 

by dividing concern fo r  production and concern fo r  people into two 

axes. These two axes form the Managerial Grid.

The f iv e  d i f f e r e n t  types of leadership  i d e n t i f i e d  in the 

Managerial Grid by Blake and Mouton cons is t  of the following:

"1, 1 Impoverished Management. Exertion of  minimum 
e f f o r t  to get  required work done is  appropria te  to sus ta in  
organizational  membership."

"9, 1 Authority-Obedience. Eff ic iency in operat ion 
r e s u l t s  from arranging condit ions  of  work in such a way 
th a t  human elements i n t e r f e r e  to a minimum degree."

"1, 9 Country Club Management. Thoughtful a t t e n t io n  
to  the needs of people fo r  s a t i s fy in g  r e la t io n sh ip s  leads 
to a comfortable f r i en d ly  organization atmosphere and work 
tempo."

"5, 5 Organization Man Management. Adequate organi­
zation i s  possib le  through balancing the necess i ty  to  get 
out work with maintaining morale of people a t  a s a t i s ­
fac tory  le v e l . "

"9, 9 Team Management. Work accomplishment i s  from 
committed people: interdependence through a 'common
stake '  in organizat ion purpose leads to r e l a t io n sh ip s  of 
t r u s t  and respect"  (Blake, 1964, p. 136).
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"In the Managerial Grid, f ive  d i f f e r e n t  types of leadership 

based on concern fo r  production ( task)  and concern fo r  people ( r e l a t i o n ­

ships) are located in four  quadrants s im i la r  to  those i d e n t i f i e d  by 

the Ohio S ta te  s tudies"  (Hersey and Blanchard, 1977, p. 96).  A leader  

with a r a t in g  of nine on the horizontal axis  has a maximum concern 

fo r  production. S im ila r ly ,  a leader  with a r a t in g  of nine on the 

v e r t ic a l  axis  has maximum concern for  people.

According to  Blake and Mouton the f i r s t  four leadership  s ty le s  

are not the most e f f e c t iv e .  They maintain t h a t  a 9, 9 Team Manage­

ment approach wil l  r e s u l t  in improved performance, lower employee 

turnover and absenteeism and g rea te r  employee s a t i s f a c t io n .

"In essence,  the Managerial Grid has given popular 
terminology to f iv e  points  within the four quadrants of 
the Ohio S tate  s tu d ie s .  However, one s ig n i f i c a n t  d i f ference  
between the two frameworks should be noted. 'Concern f o r 1 
i s  a p red ispos i t ion  about- something or an a t t i t u d u a l  model 
t h a t  measures the p red ispos i t ions  of  a manager, while the 
Ohio S ta te  framework tends to  be a behavioral model t h a t  
examined how leader  ac t ions  are perceived by others"
(Hersey and Blanchard, 1977, p. 97).

3-D Management Style Theory

Reddin's approach to  leadership  i s  based on the assumption th a t  

no one "best" leadership  s ty le  e x i s t s .  Reddin, l i k e  Blake and Mouton, 

begins with the two-dimensional t a sk -o r i e n ta t io n  and r e l a t i o n -  

o r ie n ta t io n  model. But while Blake and Mouton propose t h a t  the 

combination o f  task and employee o r ie n ta t io n  (9, 9) i s  the s ingle
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most e f f e c t iv e  leadership  s t y l e ,  Reddin maintains t h a t  the most 

e f f e c t iv e  s ty le  i s  the one t a i l o r e d  to the s i t u a t io n  encountered.

Thus Reddin i d e n t i f i e s  four bas ic  leadership  s ty l e s ;  namely separa ted ,  

dedicated,  r e la t e d  and in teg ra ted .  Moreover, Reddin s t a t e s  t h a t  i f  

these four s ty le s  are exercised in the  appropria te  s i t u a t i o n s ,  they 

will  be e f f e c t iv e .  I f  no t ,  they will  be i n e f fe c t iv e .

Reddin was the f i r s t  to add an e f fec t iveness  dimension to  the 

t a sk -o r ien ta t io n  and employee-orientation dimensions of  e a r l i e r  

a t t i t u d i n a l  models such as the Managerial Grid.

L i k e r t ' s  System 4 Theory

Like the Michigan and Ohio State  s tu d ie s ,  L ik e r t ' s  System 4 

Theory s t r e s se s  concern fo r  people as well as production. L ik e r t ' s  

System Theory of leadership  s ty le s  e x i s t  on a continuum cons is t ing  

o f  the following: System 1, Exploi t ive Autocrat ic ;  System 2,

Benevolent Autocrat ic ;  System 3, Consultive; and System 4, P a r t i c i ­

pat ive Team. Liker t  contends t h a t  only the System 4 i s  the bes t  

s ty l e  of  leadership  in the long-run.

System 1 managers make a l l  decis ions and announce them; f a i l u r e  

to comply r e s u l t s  in th re a t s  or  punishment. In t h i s  system there 

is  a low level of  confidence and mutual t r u s t  between employees 

and management.
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Under the System 2 approach, managers continue to make a l l  

dec is ions .  However, employees have some degree of f l e x i b i l i t y  and 

freedom in performing t h e i r  jobs so long as they conform to spec i ­

f ied  procedures and ru le s .  Employees are  cautious when dealing 

with management as there  i s  a f a i r l y  low level  of  mutual t r u s t .

System 3 managers consult  with employees p r io r  to making dec i ­

sions about t h e i r  work and e s tab l i sh in g  o b jec t ives .  Employees have 

considerable  freedom in making decis ions  and emphasis i s  placed on 

rewards r a th e r  than punishment. A f a i r l y  high level  of  t r u s t  

e x i s t s  between employees and management.

L i k e r t ' s  System 4 emphasizes group p a r t i c ip a t io n  and f u l l  em­

ployee involvement in s e t t i n g  goals and making dec is ions .  Under 

the System 4 approach, the manager serves as a l i a i s o n  between the 

work group and higher leve ls  in the o rganiza t ion .  Generally the 

influence takes precedence over formal au th o r i ty .

"The leadersh ip  and other  processes of  the organization must 

be such as to  ensure a maximum p ro b ab i l i ty  t h a t  in a l l  in te ra c t io n s  

and in a l l  r e l a t io n sh ip s  within the o rgan iza t ion ,  each member, in 

the l i g h t  of background, va lues ,  des ires  and expec ta t ions ,  wil l  

view the experience as supportive and one which builds  and maintains 

h is  sense of personal worth and importance" (L ik e r t ,  1961, p. 103).
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Conclusion

The s tud ies  a t  Ohio S ta te  Universi ty ,  the University of 

Michigan, and by Robert R. Blake and Jane S. Mouton a l l  employ simi­

l a r  ca tegor ies .  Similar  s ty l e s  involving "concern fo r  product ion,"  

"production-centered,"  and ' i n i t i a t i n g  s t ru c tu re "  are  a l l  t ask -  

or ien ted .  The leader  perceives  her or  his  ro le  as t h a t  of  a 

f a c i l i t a t o r  in achieving the u n i t ' s  production. Work i s  c a re fu l ly

planned and organized to meet production schedules and most formal 

communication i s  work-related.

On the o ther  s id e ,  the employee-centered s ty le  involves 

showing concern fo r  people and emphasizes social (as opposed to 

job) funct ions .  The l e a d e r ' s  ro le  i s  to help the u n i t  operate as 

a group by fo s te r in g  socia l t i e s .  Subordinates are  t r e a te d  as 

indiv iduals  and enjoy considerable  freedom in the workplace. This 

s ty l e  i s  charac ter ized  by mutual t r u s t  and re sp ec t ,  and an em­

phasis on in terpersonal  r e l a t io n s .

Separating leadersh ip  behavior in to two d i s t i n c t  dimensions 

was v i ta l  id iden t i fy ing  the two p r in c ip le  ro les  of the leader .

The f i r s t  ro le  ensures t h a t  the work of the organizat ion i s  accom­

pl ished .  The second ro le  assures  t h a t  the  a c t i v i t i e s  necessary to 

maintain the group are  ca r r ied  out.  However, in the f ina l  a n a ly s is ,  

both ro les  are e s sen t ia l  i f  the goals of the organization are to 

be achieved.
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After  iden t i fy ing  the two central  concerns of leadersh ip ,  task 

and r e l a t io n s h ip s ,  the t h e o r i s t s  discussed e a r l i e r  have recognized 

the poten t ia l  c o n f l i c t  in s a t i s fy in g  both concerns. Consequently, 

an e f f o r t  has been made to  find a middle ground which will  encompass 

both concerns.

Andrew W. Halpin, using the Leader Behavior Description Question­

na ire  in a study of school superin tendents ,  found th a t  adminis t ra­

to r s  he interviewed tended to view considera t ion and i n i t i a t i n g  

s t ru c tu re s  as e i t h e r / o r  forms of leadersh ip .  However, Halpin s t ressed  

th a t  t h i s  apparent c o n f l i c t  between i n i t i a t i n g  s t ru c tu re  and con­

s ide ra t ion  should not necessa r i ly  e x i s t .  Furthermore, he poin ts  out 

th a t  based on h is  f ind ings ,  " e f fec t iv e  or des i rab le  leadersh ip  be­

havior is  charac ter ized  by high scores on both I n i t i a t i n g  Struc ture  

and Consideration. Conversely, i n e f fec t iv e  or undes irable leadership  

behavior is  marked by low scores on both dimensions" (Halpin, 1959,

P- 24).

Thus the Ohio Sta te  Leadership s tud ies  seem to conclude th a t  the

high considerat ion and i n i t i a t i n g  s t ru c tu re  s ty le  i s  th e o r e t i c a l ly  

the "best"  leadership  behavior,  while the s ty le  low on both dimensions

is  t h e o r e t i c a l ly  the "worst."

The Managerial Grid a lso  appears to conclude th a t  the most 

des irab le  leader  behavior i s  "team management" i . e .  maximum concern 

fo r  both production and people. In f a c t ,  Blake and Mouton have
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developed special  t r a in in g  programs to move managers toward the (9, 9) 

team management s ty le .

Using the e a r l i e r  Michigan Studies as a po in t  of o r ig in ,  Rensis 

Liker t  conducted some extens ive  research to  uncover the general 

pa t te rn  of management used by high-producing managers in co n t ra s t  to 

those used by o ther  managers. L iker t  found th a t  " (s )uperv iso rs  with 

the best  records of  performance focus t h e i r  primary a t t e n t io n  on the 

human aspects  of  t h e i r  subordinates '  problems and on endeavoring to  

bui ld  e f f e c t iv e  work groups with high performance goals" (Liker t  and 

Fisher ,  1977, p. 46).

Liker t  a lso  discovered th a t  high-producing managers "make c le a r  

to t h e i r  subordinates  what the objec t ives  are and what needs to be 

accomplished and then give them freedom to  do the job" (Liker t  and 

Fisher ,  1977, p. 46).

Thus the implicat ion throughout L ik e r t ' s  wr i t ings  i s  t h a t  the 

most productive and/or  ideal leader  behavior for  industry i s  employee 

centered .  Yet his  own research f indings  r a i s e  serious doubts as to 

whether there  can be an ideal or s ing le  normative s ty le  of  leader  

behavior which i s  applicable  to  a l l  s i t u a t io n s .  In the study j u s t  

c i t e d ,  almost 35 percent  of  the low-producing sec t ions  were supervised 

by the " ideal"  type of  leader  behavior and almost 15 percent of  the 

high-producing sect ions  were supervised by the suggested "undesirable" 

s ty l e .
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Additional evidence suggesting th a t  a s ing le  or  normative 

leadership  s ty le  i s  u n r e a l i s t i c  was provided when a s im i la r  study was 

completed in an in d u s t r ia l  s e t t i n g  in Nigeria (Liker t  and Fisher ,  

1977). The r e s u l t s  of  t h i s  study were v i r t u a l l y  opposite those of  

L iker t .  In Nigeria the tendency i s  fo r  job-centered supervisors  who 

provide close supervision to have high producing s ec t io n s ,  and the 

low producing sect ions  tend to have employee-centered supervisors  

who provide general supervis ion.  Thus a s ing le  normative s ty le  of 

leadership  behavior f a i l s  to address c u l tu ra l  d i f f e ren ces ,  p a r t i ­

c u la r ly  t rad i t ions /cus tom s ,  educational leve ls  and the basic standard 

of l iv in g .  Therefore , based on the premise th a t  the leadership  

process i s  a function of  the leader ,  the group, ( i . e .  the fo l low ers ) ,  

and various s i tu a t io n a l  f a c to r s ,  the notion of  a s ingle  normative 

s ty le  seems u n r e a l i s t i c .



CHAPTER FOUR.

Leadership Contingency or S i tua t ional  Approach

Introduction to Contingency Theory

The logical  progression of the t r a i t  approach was to  expand the 

parameters to  include more aspects  of the s i t u a t io n .  Empirical 

s tud ies  suggest t h a t  leadership  i s  a dynamic process ,  varying over 

t ime, as well as by s i t u a t i o n .

The s i tu a t io n a l  approach to  leadership  focuses on observable 

behavior ,  r a th e r  than on hypo the t ica l ,  innate or acquired a b i l i t y  

and/or po ten t ia l  for  leadersh ip .  The emphasis of  the s i tu a t io n a l  

approach i s  on the behavior of both leaders  and group members across 

various s i t u a t io n s .  With t h i s  emphasis upon behavior and environment, 

the p o s s i b i l i t y  of t r a in in g  indiv iduals  to  adapt t h e i r  leadership  

s ty le  according to the s i tu a t io n  encountered appears promising.

In t h e i r  quest fo r  understanding of  leadersh ip ,  t h e o r i s t s  d i s ­

covered the importance of s i tu a t io n a l  f ac to rs  t h a t  predispose ce r ta in  

indiv iduals  to pos i t ions  of  leadersh ip .  This is  not to say th a t  

proponents of  contingency theory have completely discarded the work 

th a t  preceded them. On the con tra ry ,  proponents of  contingency theory 

r ead i ly  acknowledge the f a c t  t h a t  c h a r a c t e r i s t i c s  and/or  t r a i t s  of  

ind iv iduals  a lso  play a v i t a l  ro le  in leadership .

22
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F ie d le r ' s  Contingency Model

"The concept of  adapt ive leader  behavior" or  the s i tu a t io n a l  

approach "questions the exis tence of  a ' b e s t '  s ty l e  of  leadership ;  

i t  i s  not a mat ter  of the best  s t y l e ,  but of  the most e f fe c t iv e  

s ty le  fo r  a p a r t i c u la r  s i tu a t io n "  (F ied le r ,  1967; Hersey, 1967; Athos 

and Coffee, 1968; Reddin, 1970; Hersey and Blanchard, 1977, p. 101).

The Leadership Contingency Model developed by Fred E. Fiedler  

cons is ts  of th ree  major s i tu a t io n a l  va r iab les  which may determine 

whether a given s i t u a t io n  i s  favorable  to leaders :  "(1) the

l e a d e r ' s  personal r e l a t io n s  with the members of the  group ( leader-  

member r e l a t i o n s ) ;  (2) the degree of  s t r u c tu re  in the task  t h e i r  

group has been assigned to perform ( task s t r u c t u r e ) ;  and (3) the 

power and au tho r i ty  t h a t  t h e i r  pos it ion  provides (pos i t ion  power)" 

(F ied le r ,  1967; Hersey and Blanchard, 1977, p. 101). The favorable­

ness of a s i tu a t io n  i s  defined as "the degree to  which the s i t u a t io n  

enables the leader  to exe r t  his  influence over his group" (F ied le r ,  

1967, p. 13).

Leadership i s  measured by asking each respondent to  r eca l l  a l l  

his or her previous coworkers and, to describe a " l e a s t  preferred 

coworker" (LPC) on the q u es t io n n a i re ' s  b ipo la r  s ca le s .  An unfavor­

able  descr ip t ion  (low LPC) i s  assumed to ind ica te  a task -o r ien ted  

leadership  s ty l e ;  a favorable  descr ip t ion  (high LPC) i s  assumed to 

ind ica te  a r e l a t io n sh ip -o r ien te d  s ty l e .
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The favorableness  of  s i tu a t io n  i s  measured along th ree dimen­

sions : "(a) the degree to which the leader  f e e l s  accepted by his  

group . • . ;  .(b) the degree to which the task  i s  s t ru c tu red ;  and 

(c) the degree to which the leader  pos i t ion  has power and inf luence"  

(F ied le r ,  1971, pp. 4-6) .

"In a re-examination of old leadersh ip  s tud ies  and an analys is  

of new s tu d ie s ,  F iedler  has concluded th a t :  1. TaSk-oriented

leaders  tend to perform bes t  in group s i tu a t io n s  t h a t  are e i t h e r  

very favorable  or very unfavorable to  the leader .  2. Relationship-  

o re in ted  leaders  tend to  perform bes t  in s i tu a t io n s  t h a t  are  

in termediate  in favorableness" (Hersey and Blanchard, 1977, p. 102).

Cri t ique of F i e d l e r ' s  Contingency Model

Wendell L. French (1964- ; 1970) points  out t h a t  while Fiedler  

draws some t e n t a t i v e  conclusions as to the implicat ions  of personnel 

management s t r a t e g y ,  the l inkage between LPC scores and actual 

leader  behavior are  too tenuous and organizat ional  dynamics too 

v o la t i le ,  fo r  F i e d l e r ' s  measurement techniques to be t r a n s la t e d  

d i r e c t ly  in to  personnel p rac t ice .

F i e d l e r ' s  a r t i c l e ,  "New Concepts fo r  the Management of Managers," 

s t a t e s :

"While we do not have, a t  t h i s  t ime, a cookbook or 
a b luepr in t  which can guide the top manager on how to 
manage his  leadersh ip  cadre to the o rg an iza t io n 's  and
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to his  own best  advantage, we do have rudimentary theo­
r e t i c a l  framework which permits us to p red ic t  the e f f e c t s  
which var ious events in the o rg an iza t io n 's  l i f e  have on 
leaders with p a r t i c u la r  motivational s t ruc tu res"  (F ied le r ,
1975, p.  219).

Although F i e d l e r ' s  model is  useful to a leader  in terms of 

s e lec t ing  a s i tu a t io n  which f i t s  his s t y l e ,  he seems to be rever t ing  to 

a s ingle  dichotomy of leader  behavior,  suggesting th a t  there  are only 

two basic leader  behavior s ty le s :  task -o r ien ted  and r e l a t io n sh ip -

o r ien ted .  This is  contrary  to most evidence which indica tes  tha t  

leader  behavior should be p lo t ted  on two separa te  axes r a th e r  than as a 

s ing le  dichotomy.

"The concept of 'adapt ive  leader '  behavior might be s ta ted  as 

follows: 'The more managers adapt t h e i r  s ty l e  of leader  behavior to

meet the p a r t i c u la r  s i tu a t io n  and the needs of t h e i r  fo l lowers ,  the 

more e f f e c t iv e  they will tend to be in reaching personal and 

organizat ional  goa ls ' "  (Hersey, 1967, p. 15; Hersey and Blanchard,

1977, p. 101).

Harvard Contingency Studies

A number of s tud ies  at Harvard Universi ty  have examined the 

r e l a t io n s h ip  between leadership s ty l e ( s )  and organizat ional  s t r u c tu r e ,  

as well as o ther  v a r ia b le s ,  in r e l a t io n  to other  organizational  

e f fe c t iv e n e s s .  In s tud ies  of s ix  research lab o ra to r ie s  and four 

manufacturing p la n t s ,  Lorsch and Morse found th a t  the more e f fe c t iv e  

lab o ra to r ie s  had less  s t ru c tu re  and more p a r t i c ip a t io n  in comparison
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s i tu a t io n  was reversed ,  with more e f f e c t iv e  p lan ts  having more 

s t ru c tu re  and le ss  p a r t i c ip a t io n  than the l e s s  e f f e c t iv e  p lan ts .

Thus, i t  would seem th a t  leadership,  s ty le  should be adapted to 

the p a r t i c u la r  technological and task  demands of the  organizat ion .

I t  should be pointed out ,  however, t h a t  these  were r e l a t i v e  measures 

there  was some modicrum of s t ru c tu re  and p a r t i c ip a t io n  in a l l  the 

organizations  s tudied.  Moreover, in the manufacturing plants  where 

p a r t i c ip a t io n  was g r e a t e s t ,  subordinates  expressed t h a t  they were 

p a r t i c ip a t in g  in many matters  t h a t  were more e a s i ly  determined 

" to p s id e . "

Personal Analysis of Harvard Contingency Theory

In my es t im at ion ,  the concerns expressed about the Harvard 

contingency s tud ies  merely re in fo rc e ,  r a th e r  than d e t r a c t  from, the 

theory t h a t  the leader  should adapt his  or  her s ty le  to  the p a r t i ­

c u la r  environment and s i t u a t io n  encountered. The f a c t  t h a t  subor­

d inates  f e l t  they were involved in decis ions  t h a t  could have more 

e a s i ly  handled " top-s ide" ind ica tes  t h a t  the manufacturing p l a n t ' s  

management must adapt t h e i r  leadersh ip  s ty le  s t i l l  f u r th e r .  Thus, 

o rg an iza t io n 's  leadersh ip  must discern  what matters  are appropria te  

for  p a r t i c ip a t io n  and to  what ex ten t .
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Contingency theory of leadersh ip  may be viewed as a hybrid of  

previous works in the  area of  leadersh ip  theory.  However as 

F ied ler  points  ou t ,  i t  i s  simply a foundat ion, r a th e r  than a cook­

book or  blueprin t ; ,  as to how to be an e f fec t iv e  leader .

Thus the centra l  premises of both F i e d l e r ' s  model and the 

Harvard s tud ies  meri t  review here. Bas ica l ly ,  F i e d l e r ' s  model pro­

poses t h a t  organizat ional e f fec t iveness  i s  cont ingent  upon the 

match between the l e a d e r ' s  s ty l e  and the ex ten t  to which the group 

s i t u a t io n  i s  favorable  to  the l e a d e r ' s  exerc ise  of influence and 

c o n t r o l .

Organizational e f f e c t iv e n e s s ,  based on Lorsch and Morse work, 

i s  contingent  upon ad jus t ing  one 's  leadership  s ty l e  to the  p a r t i c u l a r  

task  and technological  demands of the o rganiza t ion .

I t  i s  imperative t h a t  leaders  look beyond the s p e c i f i c s  of 

these  two contingency s tud ies  and examine the s i m i l a r i t i e s  between 

t h e i r  own s i t u a t io n  and those of the s tu d ie s .  Every leader  would 

be well advised to examine the reasons which underl ie  t h e i r  r e l a t i o n ­

ship with t h e i r  own l e a s t  prefer red  coworker (LPC), in order  to gain 

valuable  in s ig h t  as to how they might ad jus t  t h e i r  own leadership  

s ty le  to  improve t h e i r  organizational  e f fec t iv en e s s .  In the case of 

Lorsch and Morse's work, the individual  leader  should determine
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whether his  or  her  organizat ional  s e t t i n g  most c lo se ly  p a r a l l e l s  

the s t ruc tu red  environment of  the manufacturing p lan t  or the more 

independent s e t t i n g  of  the labo ra to ry ,  and adapt his  or  her leader ­

ship s ty le  accordingly.



CHAPTER FIVE 

Mintzberg: The Manager's Job

Introduct ion

The e n t i r e  f i e l d  of  management i s  devoted to answering one, 

basic  ques tion;  namely, what do managers do. Since 1916, the domi­

nant response by prac t ioners  and t h e o r i s t  a l ik e  has been four simple 

words propounded by the  French i n d u s t r i a l i s t  Henri Fayol--planning, 

organizing,  coordinat ing and co n t ro l l in g .  These four words are 

f irmly entrenched in the  mind of anyone who has ever picked up a 

management t e x t .

Despite the auspiciousness these four words enjoy in the 

l i t e r a t u r e ,  they o f fe r  very l imited in s ig h t  in to  what managers 

a c tu a l ly  do in t h e i r  da i ly  performance.

Henry Mintzberg in his  a r t i c l e  in the July-August 1975 Harvard 

Business Review, "The Manager's Job: Folklore and Fact" takes  the

revolutionary  pos i t ion  of challenging Fayol 's  c l a s s i c a l  view of 

management.

Mintzberg f i r s t  co n t ra s t s  four myths about the nature of  

managerial work with some empirical evidence of how managers spend 

t h e i r  t ime. Next, the hard f a c t s  of t h i s  systematic  research are  

synthesized into ten ro les  which depic t  the e s sen t ia l  content  of

29
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a l l  managerial t a sk s .  F ina l ly ,  Mintzberg d iscusses  a number of 

implications of  t h i s  synthesis  fo r  both the  t h e o r i s t  and p r a c t i ­

t ioners  who are  s truggl ing  to achieve more e f f e c t iv e  management.

Since the primary focus of t h i s  t r e a t i s e  i s  on the ro le  of the 

leader  as opposed to the ro le  of the manager, Mintzberg1s treatment on

some fo lk lo re  and f a c t s  about managerial work wil l  not be reviewed 

here. Rather the ten ro les  i d e n t i f i e d  by Mintzberg and the impli­

cat ions  of those ro les  will  be examined in the paragraphs which 

immediately follow.

Origin of Mintzberg'S Ten Roles

Mintzberg def ines  the manager as any individual  who i s  in 

charge of an organizat ion or  any subunit of t h a t  o rganizat ion .  This 

broad d e f in i t io n  of  manager i s  an important premise, fo r  a l l  are 

vested with formal au th o r i ty  over some u n i t ( s )  of  the o rganizat ion .

The s ta tu s  which accompanies formal au th o r i ty  leads to in terpersonal  

r e l a t io n s h ip s ,  and in turn  access to information.  Information, then 

in tu rn ,  enables the manager to make decis ions  and s e t  policy fo r  

h i s /h e r  u n i t ( s ) .

Moreover, Mintzberg s t a t e s  th a t  the manager 's job may be 

described in terms of  ten "roles"; i . e . ,  organized se ts  of  behaviors 

id e n t i f i e d  with a p o s i t io n .  The manager 's formal au th o r i ty  gives 

r i s e  to the three  in terpersonal  r o le s ,  which in turn  leads to the
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th ree  informational ro les  and together  these  two se ts  of  ro les  enable 

the manager to ac t  out the four decis ional  ro le s .

Interpersonal  Roles

Three of the ten managerial ro les  i d e n t i f i e d  by Mintzberg i n ­

volve basic  in terpersonal  r e la t io n sh ip s  and a r i s e  d i r e c t ly  from the 

manager's formal au th o r i ty .

The f i r s t  of the ro les  i s  the "figurehead" ro le .  By v i r tu e  

of h is  or her pos i t ion  as head of  an organizat ional  u n i t ,  every 

manager is  obliged to perform some ceremonial ta sks .  Such things 

as public speaking engagements, responding to requests  fo r  dona­

t ions  and presenting awards a t  company functions  are examples of 

ceremonial du t ie s .

Duties t h a t  involve, t h i s  figurehead ro le  may a t  times be con­

sidered rou t ine ,  involving very l i t t l e ,  i f  any, serious  communication 

and/or decis ion making. Never theless ,  such tasks  are e s sen t ia l  to 

the cont inuat ion of the organization and cannot be ignored by the 

manager.

By d e f in i t io n  the manager is  in charge of h e r /h is  organiza­

t ional  u n i t  and the  work of  his subordinates .  His/her  act ions  in 

t h i s  regard c o n s t i t u t e  what Mintzberg terms the "leader" ro le .

The leader  ro le  involves d i r e c t  ac t ions  such as the h i r ing  and 

t ra in in g  of  the u n i t ' s  s t a f f ,  as well as in d i r e c t  ac t ions  such as 

motivating employees and reconci l ing t h e i r  individual goals with
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those of the organizational  u n i t .

The counterpart  to the manager's leader  ro le  i s  the " l ia ison"  

r o le ,  which involves the manager's contacts  with indiv iduals  outside 

the organizat ional  u n i t ' s  v e r t i c a l  chain of command. Numerous 

managerial s tu d ie s ,  including those by Rosemary Stewart;  Robert H. 

Guest; and Mintzberg, have a l l  found th a t  managers spend as much 

time with peers and indiv iduals  outs ide  t h e i r  own organizat ional  

un i t  as they do with t h e i r  own subordinates .  The manager c u l t iv a te s  

such contacts  predominantly fo r  purposes of  information.

Informational Roles

As head of  the organizat ional  u n i t ,  the manager has formal and 

easy access to every member of  h i s /h e r  s t a f f .  Thus, the manager 

emerges as a nerve cen te r  because she or he knows more about her or 

his  own organizat ional  u n i t  than anyone e l se  does. Moreover, the 

manager 's l i a i so n  contacts  expose him/her to  external and/or  con­

f id e n t i a l  information to which subordinates  are not privy to .  In 

t h i s  way, the manager develops a r a th e r  extensive network of i n fo r ­

mation.

The processing of information, i s  an in tegra l  pa r t  of  any 

manager's day. To a g rea t  ex ten t ,  communication " is"  the manager's 

job.  Mintzberg describes  the informational aspects  of the mana­

ger ia l  work in terms of th ree  r o le s ,  i . e .  monitor,  d isseminator,  

and spokesman.
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As "monitor," the manager must deem what information i s  useful 

and what i s  simply gossip ,  hearsay and specula t ion .  The manager's 

subordinates  and l i a i so n  contacts  provide him/her with a natural 

advantage in co l le c t in g  information fo r  h i s /h e r  organizat ional 

un i t .

Having planned what information i s  useful the manager must share 

and disseminate much of  t h i s  information. The manager, in he r /h is  

"dissemination" ro le ,  passes on sane of h e r /h i s  p r iv i leged  information 

d i r e c t ly  to h e r /h is  subordinates ,  who would otherwise lack access to 

i t .

In his  or her "spokesman" r o le ,  the manager provides information 

to indiv iduals  outs ide  h i s /h e r  organizat ional  u n i t .  The manager may 

provide such information in the form of  a formal presenta t ion  a t  a 

public event,  a speech a t  a local business or f r a t e rn a l  organiza­

t ion  luncheon or simply through everyday conversation.

Decisional Roles

Information i s  not an end in i t s e l f ,  r a th e r  i t  i s  a bas ic  and 

v i ta l  input in the decision-making process.  The manager by d e f i n i ­

t ion  of his  or her job plays the leading ro le  in his  or her organi­

zational  u n i t ' s  decision-making system. As the  u n i t ' s  formal 

a u th o r i ty ,  only the manager can commit the u n i t ' s  organizat ional  

resources to new courses of ac t ion ;  the u n i t ' s  nerve ce n te r ,  only 

the manager has access to information necessary to determine



34

s t ra teg y .  Mintzberg i d e n t i f i e s  four ro les  which dep ic t  the manager 

as the organizat ional u n i t ' s  dec is ion maker.

As "en trepreneur ,"  the manager s t r i v e s  to improve her or his  

organizational  u n i t ,  as well as adapt the u n i t  to  changing environ­

mental condi t ions .  In essence,  the entrepreneur ro le  i s  f u l f i l l e d  

by the o rg an iza t io n 's  ch ie f  executive o f f i c e r  (CEO). The CEO, in 

his  or her monitor r o le ,  i s  cons tantly  on surviel lance fo r  a new 

idea. When a good idea appears,  the CEO general ly  i n i t i a t e s  an ad 

hoc developmental project /committee.

The CEO may serve as the  cha i r  fo r  t h i s  committee or  appoint 

someone to  head the p ro je c t ,  who would repor t  d i r e c t l y  to him/her.

In e i t h e r  case,  the CEO must c a re fu l ly  monitor each development 

p ro jec t  and i t s  respec t ive  progress in order  to j u s t i f y  the organi­

zat ional resources  such p ro jec ts  command.

While the entrepreneur ro le  dep ic ts  the manager as the voluntary 

i n i t i a t o r  of change, the "disturbance handler" ro le  describes  the 

manager in vo lun ta r i ly  responding to pressures  which are  beyond h i s /  

her con tro l .  In e f f e c t ,  every manager must devote a s ig n i f i c a n t  

portion of her or  his  time responding to  h igh-pressure d is turbances .  

Disturbances occur in every organizat ion because i t  i s  impossible 

to a n t i c ip a t e  every contingency no matter  how well run the organi­

zation might be.

In the ro le  of "resource a l lo ca to r "  the manager decides who
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will  receive what in his  or  her organizat ional u n i t .  Perhaps the 

most important resource the manager a l lo c a te s  i s  h e r /h is  own time, 

i . e .  access to the organizat ional  u n i t ' s  nerve cen ter  and decis ion 

maker. Furthermore the manager i s  charged with the delegation of  

power and r e s p o n s i b i l i t i e s  within his or her organizat ional  u n i t .

The f ina l  decis ional  ro le  i s  t h a t  of "nego t ia to r ."  Negotiations 

are an in tegra l  par t  of  any manager's job ,  fo r  only he/she has the 

formal au th o r i ty  to commit organizat ional  resources and the nerve 

cen te r  information th a t  major and/or  important negot ia t ions  requ ire .

Conclusion

The ten ro les  are  obviously interdependent and not e a s i ly  

separable .  Employing the  terminology of the psyco log is t ,  the ten 

ro le s  form a g e s t a l t ,  i . e .  an in t e rg ra ted  whole. Every ro le  i s  a 

necessary and v i t a l  component of the framework and must be present  

i f  the job i s  to remain in t a c t .

This i s  not to say t h a t  the g e s t a l t  formed by the ten ro les  

means t h a t  every manager gives equal a t t e n t io n  to each ro le .  In 

f a c t ,  Mintzberg points  out t h a t  his  research ind ica tes  the following: 

sa les  managers give r e l a t i v e ly  more a t ten t ion ,  to in terpersonal  ro le s ;  

production managers devote r e l a t i v e l y  more time to decis ional  ro le s ;  

and s t a f f  managers emphasize informational ro le s .  However, in the 

f in a l  a n a ly s i s ,  the in te rp e rso n a l ,  informational and decis ional 

ro les  remain interdependent and inseparable  in every case.
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Mintzberg's primary message to management i s  simply th a t  his 

descr ip t ion  of managerial work should prove more important to managers 

than any p re sc r ip t io n  they might der ive from i t .  "That i s  to say,

’the manager 's e f fec t iv en ess  is  s ig n i f i c a n t ly  influenced by his 

(her) own w o r k . T h u s  managers who are  able  to  be in t ro spec t ive  

about the nature of  t h e i r  work are apt to be e f f e c t iv e  in t h e i r  jobs.

Personal Analysis of Mintzberg

While I b a s ic a l ly  concur with the th ree  functional areas  

( in te rp e r so n a l ,  informational and dec is iona l )  i d e n t i f i e d  by 

Mintzberg, I do not e n t i r e ly  agree with his  development and analys is  

of the ten r o l e s .  At the o u t s e t ,  I f a i l  to comprehend what is  gained 

by separat ing the th ree  functional areas in to  ten separa te  and d i s t i n c t  

r o le s .  The ro le s  within each of the three  ca tegor ies  are so i n t e r r e ­

la ted  th a t  the d i s t i n c t io n  is  more semantic than real in my es timat ion .

Furthermore, I c a n ' t  help but wonder how Mintzberg ar r ived  a t  

"ten" ro le s ;  why not a g rea te r  or fewer number of  ro les?

Is the decis ional category paramount, s ince  i t  has four  ro les  

and the in terpersonal  and informational areas each have only three 

ro les?  Moreover, Mintzberg depic ts  the development of the ten 

ro les  as l i n e a r ,  each category of  ro les  building on the one which 

preceded i t .  My concern here i s  t h a t  Mintzberg appears to be 

developing a h ierarchy of both ca tegor ies  and r o le s .  However, I
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bel ieve t h a t  t h i s  h ie ra rch ia l  por trayal is  r e f le c te d  more in Mintzberg's 

l i t e r a r y  s ty l e ,  r a th e r  than in his  theory. Therefore , t h i s  c r i t i ­

cism can be dismissed a t  t h i s  point .

In a l l  f a i r n e s s ,  as t h i s  chapter  draws to  c lo se ,  I must compli­

ment Mintzberg fo r  depic ting the manager 's job as an in te rg ra te d  

whole (i .e.  g e s ta l t ) ,  r a th e r  than focusing in on one aspect  of  the 

job a t  the expense of  a l l  o the rs .

Relevance of  Mintzberg's Work

In reviewing Mintzberg's work the key to  t h i s  nouvel le approach

to organizat ional leadership  theory i s  t h a t  while Mintzberg begins

his study by focusing on var ious dimensions of  the manager 's job;  

i . e .  ro les ,  in much the same fashion th a t  his  predecessors focused 

on various aspects  of  l e a d e r s h i p ^ . e .  personal t r a i t s ,  the s i t u a t io n  

or contingency encountered, Mintzberg reaches s t a r t l i n g  d i f f e r e n t  

conclusions . I f  I may borrow the phraseology from the f i e l d  of  

mathematics,  the sum of the par ts  i s  g rea te r - than  the whole or  what 

Mintzberg has termed a g e s t a l t .

Because Mintzberg has gone beyond the scope of  individual 

components of leadersh ip ,  t h e o r i s t s  and p r a c t i t i o n e r s  can f i n a l l y  

end the quest fo r  a magical formula of how one i d e n t i f i e s  and/or 

becomes a successful  leader .  Perhaps i t  i s  in t h i s  f a c t  alone t h a t  

Mintzberg has made his  s ing le  g r e a te s t  con tr ibu t ion  to  the f i e l d
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of leadersh ip  theory.  Theoris t  can now focus t h e i r  e f f o r t s  on the 

leader  as an in te rg ra ted  whole r a th e r  than repeat ing the e r ro rs  of 

the c l a s s ic a l  t h e o r i s t s  who approached the study of  leadership  

through d isec t io n .

I t  i s  e s sen t ia l  to  r e i t e r a t e ,  however, t h a t  Mintzberg 's ten ro les  

are  not the f in a l  word on leadership  theory. Rather I believe 

Mintzberg's ro les  wil l  endure with ce r ta in  modif ications  as t h e o r i s t  

and p r a c t i t i o n e r s  lea rn  more about the f i e l d  of leadersh ip .



CHAPTER SIX 

The Final Anailysis

Summation

As any prudent researcher  begins h i s /h e r  ana lys is  by ca re fu l ly  

sc ru t in iz in g  th e  successive  works of researchers  which preceeded 

him/her, i t  seems appropos t h a t  t h i s  f ina l  chapter  be devoted to 

synthesiz ing the major works from which t h i s  b r i e f  t r e a t i s e  was 

compiled.

Despite the f a c t  t h a t  the t r a i t  approach to  leadership  has 

been p a r t i a l l y  d i s c red i te d ,  cu r ren t  research does ind ica te  t h a t  

some very general c h a r a c t e r i s t i c s  are  common to  a l l  l e a d e r s - - i n t e l -  

l igence ,  conmiunication s k i l l s ,  and s e n s i t i v i t y  to  the needs of t h e i r  

consti tuency (Haimann, Scott  and Connors, 1968). As pointed out 

e a r l i e r ,  those c h a r a c t e r i s t i c s  may prove d i f f i c u l t ,  i f  not impos­

s i b l e ,  to  measure by empirical means. Moreover, the possession of 

these  t r a i t s  by an individual does not n ecessa r i ly  insure  t h a t  he/ 

she wi l l  emerge as the group 's  leader .  Rather the individual  with 

the s e t  of  t r a i t s  bes t  su i ted  to  the s i t u a t io n  facing the group a t  

t h a t  point  in time wi l l  shoulder the burden of  leadersh ip .  Thus 

t r a i t  theory has contr ibuted  a t  l e a s t  one v i t a l  element to  the 

evolving "formula" fo r  becoming a successful leader ;  namely, leaders

39
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share some very general c h a r a c t e r i s t i c s  which vary in terms of 

importance based on the  s i tu a t io n  encountered by the group.

The s tud ies  a t  Ohio Sta te  Univers i ty ,  the Universi ty  of 

Michigan, and by Robert R. Blake and Jane S. Mouton have a l l  c o n t r i ­

buted y e t  another important element to the "formula" fo r  developing 

successful  leadersh ip :  concern fo r  production coupled with concern 

fo r  people.

Separating leadership  behavior in to  d i s t i n c t  dimensions was 

e s sen t ia l  to iden t i fy ing  the two p r in c ip le  ro le s  which the  leader  

must f u l f i l l .  The f i r s t  leadership  ro le  assures  t h a t  the tasks  of 

the organizational  u n i t  are  accomplished; the second ensures t h a t  

the a c t i v i t i e s  necessary to  maintain the group are ca r r ied  out .

Both r o le s ,  however, are e s sen t ia l  i f  the goals of  the organizat ion 

are  to be rea l ized .

Theoris ts  have only recen t ly  recognized the po ten t ia l  c o n f l i c t  

of  f u l f i l l i n g  the two centra l  concerns of  leadersh ip ,  task  and r e ­

l a t io n sh ip s ,  and are cu r ren t ly  s t r i v in g  to f ind  a middle ground 

which wi l l  encompass both concerns. Thus based on empirical evidence 

gathered by Rensis Likert  and a supporting study conducted in Nigeria ,  

the notion of a s ing le  normative s ty l e  seems u n r e a l i s t i c .

Contingency theory may be viewed as a hybrid of the numerous 

works in the area of  leadership  which preceeded i t .  However, i t  i s
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not the e lus ive  f ina l  "formula" on how to  be an e f f e c t iv e  l eader ,  

r a th e r  i t  i s  simply a foundation from which to bu i ld .

The two contingency s tud ies  which were examined e a r l i e r — 

F ie d le r ' s  model and the  Harvard s tud ies  by Lorsch and Morse—will  

serve as a springboard fo r  fu tu re  th eo r ie s .  In essence, F i e d l e r ' s  

model proposes t h a t  organizat ional  e f fec t iveness  i s  contingent  upon 

the match between the l e a d e r ' s  s ty l e  and degree to  which the group 

s i t u a t io n  i s  favorable  to the l e a d e r ' s  exerc ise  of  influence and/or 

con t ro l .  S im i la r ly ,  the  Harvard s tud ies  by Lorsch and Morse propose 

t h a t  organizat ional  e f fec t iveness  i s  contingent  upon adjus t ing  one 's  

leadersh ip  s ty l e  to  the  p a r t i c u l a r  task and technological  demands 

of the o rganiza t ion .

Mintzberg v i r t u a l l y  throws down the g aun t le t  by challenging 

Fayol 's  c l a s s ic a l  view of management-planning, organizing,  coor­

dinating and c o n t ro l l in g .  Mintzberg proposes t h a t  the manager 's 

job may be described in terms of ten "ro les"  i . e .  organized se ts  of  

behaviors i d e n t i f i e d  with a pos i t ion .  The manager's formal 

au th o r i ty  gives r i s e  to  the th ree  in terpersonal  r o l e s ,  which in turn  

leads to the th ree  informational ro les  and together  these  two se ts  of 

ro les  enable the manager to f u l f i l l  the four  decis ional  r o le s .  The 

ten ro les  are  interdependent and not e a s i ly  separable ;  employing the 

terminology of  the psychologis t  the ten ro les  form a g e s t a l t .
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However, the g e s t a l t  formed by the ten ro les  does not mean th a t  

every manager gives equal a t t e n t io n  to each ro le .  Mintzberg 's 

research ind ica tes  t h a t  production managers devote r e l a t i v e l y  more 

a t t e n t io n  to in te rpersonal  ro le s  and s t a f f  managers emphasize 

informational r o le s .  In the f ina l  an a ly s is ,  however, the i n t e r ­

personal,  informational and decis ional ro les  may vary in terms of 

importance depending on th e  circumstances encountered, but remain 

interdependent and inseparable .

Mintzberg's primary message to  management i s  simply t h a t  his  

descr ip t ion  of  managerial work should prove more important to 

managers than any formula they might deduce from i t .

Conclusion

A leader  i s  an individual who i s  perceived by other  group mem­

bers as a responsive proponent of  the prevai l ing  a t t i t u d e s ,  aims 

and idea ls  of  the group. In o ther  words, an individual assumes the 

ro le  of  leadership  by concensus of those which wil l  fo llow, as well 

as by formally vested au th o r i ty .  Thus an individual  who f inds  

he r se l f /h im se l f  in a pos i t ion  of  au tho r i ty  by appointment must earn 

the  confidence and respect  of the group in order  to be even 

margainal ly e f f e c t iv e .  An in d iv id u a l ' s  leadersh ip  s ty l e  wil l  

determine to  a major ex ten t  j u s t  how e f fe c t iv e  he/she wil l  be in 

influencing the members of  h i s /h e r  consti tuency.
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Despite mountainous sums of research ,  t h e o r i s t s  have f a i l e d  to 

develop a "formula" on j u s t  how one becomes an e f f e c t iv e  leader .  At 

b e s t ,  the combined e f f o r t s  of the numerous t h e o r i s t s  have provided some 

ins igh t  on how to  improve one 's  own leadersh ip  performance by comparing 

one 's  actual leadersh ip  performance to the  ideal performance proposed 

by the t h e o r i s t .  In sum, all  leaders may share a common se t  of t r a i t s ,  

concern for  product ion,  and concern for  people, as well as attempt to 

match t h e i r  leadership  s ty l e  with t h e i r  followers  and the s i tu a t io n  

encountered, in addi t ion  to  f u l f i l l i n g  a number of r o le s .  All of which 

indica tes  the evolut ion of leadership  theory to date  r a th e r  than the 

f in a l  word.
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