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_other approaches, it makes the leader-member relationship the focal point of
the leadership process. Related to this focus, LMX theory is noteworthy be-
cause it directs our attention to the importance of effective communication in
leader-member relationships. Last, LMX theory is supported by a multitude of
- studies that link high-quality Hmmamn.Bon&mn axawmmmom to positive organiza-
tional outcomes.

There are also negative features in LMX Emoww mo:wEoﬁ LMX theory
runs counter. to our principles of fairness and justice in the workplace by sug-
gesting that some members of the work unit receive special attention and oth-
ers do not. The perceived inequalities created by the use of in-groups can have a
devastating impact on the feelings, attitudes, and behavior of out-group mem-
bers. Second, LMX theory emphasizes the importance of leader-member ex-
changes, but fails to explain the intricacies of how one goes about creating
high-quality exchanges. Although the model promotes. cEEEm trust, respect,
and commitment in relationships, it does not fully explicate how this takes
place. Finally, there are questions regarding whether the principal measure of

LMX theory is sufficiently refined to measure the complexities of ._omnm._.mEﬁ.
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One of the current approaches to leadership that has been the focus of muchre-

search mmmnm.ﬂ.ra carly 1980s is the _Hmb.mm.oauaoua approach. In fact, it has

* grown in popularity since the first edition of this book was published. Trans-

formational leadership is part of the “New H\omannme: paradigm (Bryman,
1992). As its name implics, transformational leadership is a process that

..ormpmom and transforms individuals. It is concerned with values, ethics, stan-

dards, and long-term mommm. Transformational leadership involves assessing
followers’ motives, satisfying their needs, and treating them as full human be-
ings. It is 2 process that subsumes charismatic and visionary leadership.

~ Transformational leadership is an encompassing approach that can be used
- todescribe a wide range of leadership, from very specific attempts to influence

momoém.am on aone- -to-one level to very broad attempts to influence wheole orga-

nizations and even entire cultures. Although the transformational leader plays -

a pivotal role in EonG:mcsm charige, followers and leaders are inextricably
bound together in the transformation process.
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“The term Qaa&nowﬁanca& Nmammaxﬁ was first nE:mn_ by Downton (1973);
however, its emergence as an important m@?.omnr to leadership began with a
classic work by the political sociologist Fames MacGregor Burns titled Lead-

~ership (1978). In his work, Burns attempts to link the roles of leadership and
~ followership. He writes of leaders as those individuals who tap the motives of -

followets in order to better reach the goals of leaders and followers (p. 18). For

Burns, leadership is quite Emannnn from cﬁ&&zm power because itis insepara-

ble from followers’ needs. .

. - Burns distinguishes between two types of uommﬂ.mr% n.mzmmnco:m_ mua
" transformational. Transactional leadership refers to the bulk of leadership

models, which focus on the exchanges that occur between leaders and their fol-

lowers. Politicians who win votes by promising no new taxes are demonstrat-

ing a.mammo.moaa leadership. Similarly, managers who offer promotions to em-
" ployees who surpass their goals are exhibiting transactional leadership. In the -

classroom, teachers are being transactional when they give students a grade

- for work completed. The exchange dimension of transactional leadership is

very common mma can be ocmo?da at many | levels "E.oamroﬁ all a%nm oﬁ. orga-
nizations.’

In contrast to transactional _mmmonmg.? transformational leadership refers

to the process whereby an individual engages with others and creates a connec-

tion that raises the level of motivation and morality in both the leader and the

follower. This type of leader is attentive to the needs and motives of followers
and tries to help followers reach. their fullest potential. Burns points to
B .go:msamm Gandhi as a classic example of #m.zmmou.Emmosm_ leadership. Gandhi

~ raised the hopes and demands of millions of his people and in the process was

changed himself. Amore recent nmeEo of transformational leadership can be -

observed in the life of Ryan White. Ryan White raised the American people’s

awareness about AIDS and in the process became a spokesperson for increas-

ing government support of AIDS research. In the organizational world, an ex-

ample of qmammcﬂ:mcon& leadership would be a manager who attempts to
. change his or her company’s corporate values toreflect a more human standard

of fairness and justice. In the process, both the manager msn mo:os_m_.m may
- oEQWa ,SE a stronger and higher mmm Om EoB_ <m_cmm .

PelRICHNdUUNC] LeaUaiynip . R : i33 .

TABLE 8.1 vmao:mzq njm_.mnnm_._mznm Behaviors, m:Q Effects on -
mo:os._m_.m of n:m_:uﬂmn_n _.mmnmajﬁ
Personality L o . . Effects on
Characteristics = .~ - Behaviors . Followers.
Dominant - - Sets strong role model - Trust in leader’s ideology .
Desire to influence *~ Shows competence - Belief similarity between
. . o leader and follower
Confident R ‘Articulates goals - C:n:mumc:m:m acceptance
Strongvaiues . Communicates ,:63 . Affection toward leader
. : . expectations . ' :
" Expresses confidence - Obedience
Arouses motives . _ identification with leader
. Emotional involvement
Heightened goais
increased confidence

At mwcﬁ the same time Burns’s book was ws_urmr& House (1976) EEHmrnn a
theory of charismatic _om&oﬁmgw Since its publication, charismatic Ieader-
ship has received a great deal of attention by researchers. It is often described
in ways that make it similar to, if not uwuozw_.:o:m with, QmummoHBm:c;& lead-
ership,

. The concept * nrmnmuum was first Emom to momonvo a mﬁwﬁa gift that select
individuals possess that gives them the capacity. to do extraordinary things.
Weber (1947) provided the most well-known %\.mE:oz of charisma as a spe-
cial personality characteristic that gives a m.m_.mos superhuman or exceptional
powers and is reserved for a few, is of divine origin, and results in the person
being treated as aleader. Despite Weber's oEv&mEm on charisma as a  personal-
ity characteristic, he also recognized the important role Emwom by followers in -
validating charisma in these leaders (Bryman, 1992; House, 1976).

In his theory of charismatic leadership, House suggested that charismatic
leaders act in unique ways that have specific charismatic effects on their fol-
lowers (see Table 8.1). For House, the personal characteristics of a charismatic

ar
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~leader include being dominant, having a strong desire to influence otheis, be-

ing self-confident, and having a strong sense of one’s own moral values.

In addition to displaying certain personality characteristics, charismatic
leaders also demonstrate specific types of behaviors. First, they are strong role
models for the beliefs and values they want their followers to adopt. For exam-

ple, Gandhi advocated nonviolence and was an exemplary role model of civil

disobedience. mmnonn__. charismatic leaders appear competent to followers.
Third, they articulate ideological goals that have moral overtones. Martin Lu-

" ther King, Jr.’s famous “I Have a Dream” mﬁmnnw is an oumEEo of this Qﬁo of

charismatic cmﬁmﬁou

Fourth, charismatic leaders communicate high mxwonﬁmso:m for followers, .

and they exhibit confidence in followers’ abilities to meet these expectations.
The impact of this behavior is to increase followers’ sense of competence and
mn_m.mmmnmo% (Avolio & Gibbons, 1988), which in turn increases their perfor-
mance. Fifth, charismatic leaders arouse task-relevant motives in followers

that may include affiliation, power, or esteem. For example, John F. Kennedy

appealed to the human values of the American people when he stated, “Ask not

what your country can do for you; ask what you can do for your country.”
" According to House’s charismatic theory, there are several effects that are
_* the direct result of charismatic leadership. They include follower trust in the’

leader’s ideology, similarity between the followers’ beliefs and the leader’s be-
liefs, unquestioning acceptance of the leader, expression of warmth toward the
leader, follower obedience, identification with the leader, emotional involve-
ment in the leader’s goals, heightened goals for followers, and follower confi-

~_dence in goal achievement. Consistent with Weber, House contends that these

charismatic omonﬂm are more likely to occur in contexts in which followers feel
distress, because in stressful EEmaomm ?:oéonm lock to leaders to ao_:ﬁ.
them from their difficulties.

House’s charismatic theory has _unmn extended and H.mﬁmma ancmr. the wnﬁm, .

(see Conger & Kanungo, 1998). One major revision to the theory was made by

- Shamir, House, and Arthur (1993), They postulated that charismatic leadership
transforms followers’ self-concepts and tries to link the identity of followers to
 the collective identity of the organization. Charismatic leaders forge this link

by emphasizing the intrinsic rewards of work and de-emphasizing the extrinsic
rewards, The hope is that followers will view work as an expression of them-
selves. Throughout the process, leaders express high expectations for follow-
ers and help them gain a .m@:mm of confidence and self-efficacy. In summary,
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' Transformiational -
: Leadership -

Figure 8.1. Leadership Continuum |

charismatic leadership s.o_,wm because it com followers and their self-concepts
to the oH.mmENmno:m_ identity. .

In the mid-1980s, Bass (1985) provided a more expanded and refined version
of transformational leadership that was based on, but not fully consistent with,
the prior Eoﬁ% of Burns (1978) and House (1976). In his mEHomoF Bass ex-
tended Burns’s work by giving more attention to followers’ rather than leaders’
needs, by suggesting that transformational leadership could apply to situations
in which the outcomes were not positive, and by describing transactional and
transformational leadership as a single continuum (see Figure 8.1) rather than
mutually independent continua (Yammarino, 1993). Bass extended House's Ecuw
by giving more attention to the emotional elements and origins of charisma and
by suggesting that charisma is a Ewnmmmma, but not sufficient oonm:mou for
transformational leadership (Yammarino, 1993},

Bass (1985) argues that transformational leadership motivates followers to
do more than the expected by doing the following: (a) raising followers’ levels
of consciousness about the importance and value of specified and idealized
goals, (b) getting followers to transcend their own self-interest for the sake of
the team or organization, and (c) moving followers to address higher-level -
needs (p. 20). An elaboration of the dynamics of the transformation process is
provided in his “model of Qmummogmnom& and transactional leadership”
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Figure 8.2. Leadership Factors

(Bass, 1985, 1990; Bass & Avolio, 1993, 1994). Additional clarification of the

model is provided by Avolio in his recent book titled Full Leadership Develop-
ment: Building the Vital Forces in Organizations (1999). ) o
As can be seen in Figure 8.2, the model of transformational and transactional

leadership incorporates seven different factors. These factors are also illustrated -

in the “full range of leadership model,” which is provided in Figure 8.3. A dis-
cussion of each of these seven factors will help to clarify Bass’

qmnmwnmo.:m_ factors (2), and the 1cinm&n&§ﬁ?cinmzmwomonm_ factor (1). -

Transformational Leadership Factors

Transformational Mamamnmiu.mm concerned with the performance of follow-

" ers and also with developing followers to their fullest potential (Avolio, 1999; -

Bass & Avolio, 1990a). Individuals who exhibit transformational leadership

often have a strong set of internal values and ideals, and they are effective at_

motivating followers to act in ways that support the greater good rather than
their own mm_ﬁ.’?ﬁﬂmﬁ (Kuhnert, 1994), IR E

. . w.Bomnr This
" discussion will be divided into three parts: transformational factors . (4), -
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‘Figure 8.3. Full Range of Leadership Model .
SOURCE; mq M. Bass m.n._”_ B. L-Avolio .ﬁmm&. Used with ._uﬂ,ammﬂm: of the author.

Idealized Influence
Factor I is called charisma or idealized H.aﬁzmz.nm. It Momon.com leaders who

act as strong role models for followers; followers identify with these leaders
and want very much to emulate them, These leaders usually have very high

-standards of moral and ethical conduct and can be counted on to do the right
- thing. They“are deeply respected by followers, who usually place a great deal

of trust in them. They provide followers with a vision and a sense of mission
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In essence, the charisma factor describes individuals who are special and
‘who make others want to follow the vision they put forward. A person whose
leadership exemplifies the charisma factor is Nelson Mandela, the first non-
-white president of South Africa. Mandela is viewed as a leader with high moral
standards and a vision for South Africa that resulted in monumental change in
how the people of South Africa would be governed. His charismatic qualities
and the people’s response to them transformed an entire nation.

Inspirational Motivation

Factor 2 is labeled inspiration or inspirational motivation. This factor is de-
scriptive of leaders who communicate high expectations to followers, inspir-
ing them through motivation to become committed to and a part of the shared
vision in the OnmeNm:oz In practice, leaders use symbols and emotional ap-
mm&m to focus group members’ efforts to achieve more than they would in their

" own self-interest. Team spirit is obrmzona by this type of leadership. An exam-
. ple of this factor would be a sales manager who motivates his or her sales force

to excel in their work through encouraging words and pep talks that clearly

communicate the integral Ho_o they play in En_mﬁﬁn growth of the company. -

_:Hmzmnﬂ:m_ m::..:_mn_o:

Fan

mnnchw H.mmonm to intellectial umﬁianaa. It E&:&nm leadership Ewﬂ stimu-

lates followers to be creative and i innovative, and to challenge their own beliefs

and values as well as those of the leader and the organization. This type of lead-
ership supports followers as they try new approaches and develop innovative
ways of dealing with organizational issues. It promotes followers’ thinking
 things out on their own and en gaging in careful caozﬂu solving. An example
of this type of leadership is a plant manager who promotes workers’ individual

- efforts to develop unigue ways to mo?n ?.o_u_oBm that have omcmnn slowdowns .

E Eo@:nmon.

_:n:Sn_:m:N.mQ..noiE.mEmo:

Factor 4 of the transformational factors is called individualized consider-
ation. This factor is representative of leaders who provide a supportive climate

in which they listen carefully to the individual needs of mo_ﬂoio_.m..homama act

- .as oomnrom and .maﬁmﬂ.m EE_m trying to assist E&ﬁac&m n cmnoEEm fully ac-
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Figure 8.4. The Additive Effect of Transformational Leadership
SQURCE: >mm_unnn_ from B. M. Bass and B, J. Avolio, “The Im

. plications of Transactional a
Transformational Leadership for Individual, Team, and Organizational Uné_ouaaun : waw.

} w&%«% in Qﬁn:ﬁa__an& Qﬁamm ER G@&%Emi 4, N:-mqm

Emruma .Eﬁmm leaders Emw use Q&nmmﬁo: asa means to help followers grow .
Ewozmr personal owmzanmam. An example of this type of Ieadership is a man-
ager who spends time treating each employee in a caring and unique way. For
some employees, the leader may give strong affiliation; for others, the leader
may give specific directives with a high degree of structure.

In essence, transformational leadership produces greater effects Emn trans-
actional _nmn_mamr% {see Figure 8.4). While transactional leadership results in ex-
pected outcomes, transformational leadership results in performance that goes

- well beyond what is expected. In a meta-analysis-of 39 studies in the transfor-

mational literature, for example, Lowe, Kroeck, and mEmmacnmEmeE (1996)
found that E&Snﬁ&m who exhibited :mmmon.Emaonm_ leadership were per-
ceived to bet more effective leaders with better work outcomes than were indi-
viduals who exhibited only transactional leadership. These findings were true
for higher- and lower-level leaders as well as for leaders in public and private
settings. Transformational leadership moves followers to accomplish more
than what is usually expected of them. They become motivated to Rmumnoza

‘their own self-interests for the good of the mnocw or o_.mmEchc: (Bass &

><oro Gwo&
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o

Transactional _mmmowmaﬁ &4&@3 from transformational leadership in that
the transactional leader does not individualize the needs of subordinates nor

- focus on their personal development. Transactional leaders exchange things of

value with subordinates to advance their own as well as their subordinates’

‘agenda (Kuhnert, 1994). Transactional leaders are influential because it is in

the best i interest om mz_uo&Emam todo what the leader wants (Kuhnert & Lewis,
Emd .

no:::mm:n Reward

“ Factor 5, labeled n@;:.;m.man wméaﬁ is the first of two transactional Hounﬂr .
‘ship factors (see Figure 8.2). It refers to an exchange process _.umgamu leaders
_and followers in which effort by followers is exchanged for specified rewards. .

With this kind of leadership, the leader tries to obtain agreement from follow- -

ers on what needs to be done and what the payoffs will be for the people doing
it. Anexample of this type of transaction is mwﬁoi who negotiates with a child
how much television she or he can watch after practicing on the piano. Another
example often occurs in the academic mn:Em..lm dean negotiates withhacoliege

‘professor about the number and ncm:@ of v:v__omcoum he or she needs in order
. to receive tenure and promotion. : S

._Sm:mmmim:..n.uux.mxgvmo: .

- Factor 6 is labeled in the model as Saanw..mﬁm:?g;manmv:.o;. and refers to

. _mmﬁ_mnmr_ﬁ that involves corrective criticism, negative feedback, and negative

reinforcement. Zmammﬂsaﬂ -by-exception takes two forms: active and pas-

- .sive. A leader using the active form of anmmoaomn._uw-mxnowcon éﬁo.rmm fol-
lowers closely for mistakes or rule violations and then takes corrective action.,

An omeEo of active management-by-exception can be illustrated in the lead-
“ership of a sales supervisor who daily monitors how mEEowonm approach cus-
tomers; she quickly corrects those salespeople who are slow to approach cus-
tomers in the prescribed manner. A leader using the passive form Eﬁﬂsw:nm
o:@ after standards have not been met or problems have arisen. An example of

~ passive Emzmmmao.:?ww-mxnnmnos is illustrated in the leadership of a supervi-

.._.B:umoqgmao:m_ _.mm.ama_..:v : P o4

sor who gives an employee a poor performance evaluation without ever tatking -
with the employee about her or his prior work performance. In mmmnuom.. both
the active and passive management types use more negative reinforcement pat-
terns than the positive reinforcement pattern nmmou_uoa in Pactor 5 under con-
Q:mnuﬁ reward. .

Zo:_mmnm..u:mu Factor

In the model, En uos_omaoamgv ?oﬂoﬂ diverges mE.EmH from transactional
_mmnmnmgu and represents vmumﬁoa that are nontransactional.

.Laissez-Faire

Factor 7 describes leadership that falls at the .mﬁ. right side of the trans-
actional-transformational leadership continuum (see Figure 8.1). This factor
represents the absence of leadership. As the French phrase implies, the laissez-

 faire leader takes a “hands-off—let-things-ride” approach. This leader abdi-_

cates responsibility, delays decisions, gives no feedback, and makes little ef-
fort to help followers satisfy their needs. There is no exchange with followers

“or any attempt to help thein grow. An example of a laissez-faire leader is the

president of a small manufacturing firm who calls no meetings with plant su-
pervisors, has no Jong-range plan for her or his company, and makes little con-
tact with oEEownmm S:&E the o_.mmENmEou

In addition to Bass’s work, two other lines of research have contributed .E
unique ways to our understanding of the nature of transformational leadership. -
They are the research of Bennis and Nanus ( 1985) and the work of Tichy and
DeVanna (1986, 1990). The methods used by. these researchers to collect data

_were quite similar. They simply identified a number of CEOs or leaders at large
corporations and then interviewed them, using a relatively unstructured, open-
ended question-and-answer format. .




142 - e T © o LEADERSHIP

i

Bennis and Nanus

Bennis and Nanus asked 90 leaders basic questions such as: What are your

strengths and weaknesses? What past events most influenced your leadership -

approach? What were the critical points in your career? From the answers lead-

ers provided to these a:nm:omm, Bennis and Nanus identified mo:a common .

strategies used by leaders in transforming organizations.
First, transforming leaders had a clear vision of the future state of EEH orga--
E.chonm. It was an image of an attractive, realistic, and believable future
- (Bennis & Nanus, 1985, p. 89). The vision was usually simple, understandable,

beneficial, and energy creating. The compelling nature of the vision touched .

the experiences of followers and pulled them into supporting the organization.
When an organization has a clear vision, it is easier for individuals within the
organization to learn how they fit in with the overall direction of the organiza-
‘tion and even the moo.m.mﬁw in general. It empowers them because they feel they
area mw.mimoma dimension of a worthwhile enterprise (pp. 90-91). Bennis and
. Nanus found that to be mmooomwmc_. the vision needed to grow out of the needs of

the entire organization and be claimed by those within it. Although leaders :
play a large role in articulating the vision, the emergence of the vision origi-

nates from both the leaders and the followers within the organization.

. Second, q@..bmmoHaﬂm leaders were sacial architects for their organizations.
‘This means they created a shape or form for the shared meanings individuals.
maintained within their organizations. These leaders communicated a n:.nn:

- . tion that transformed their organization’s values and porms. In many. ommnm

these leaders were able to mobilize people to -accept a new group aoE:w ora

new philosophy for their organizations.
Third, transforming leaders created trust in their organizations 3 Emwpnm

Eo:., own positions clearly known and then standing by them. Trust has to do -

with cﬂ:m predictable or reliable, even in situations that are uncertain. w.s.oH or-

ganizations, leaders built trust by articulating a direction and then oosmaacaw.

implementing the direction even though the vision may have involved a high
degree of uncertainty. Bennis and Nanus (1985) found that when leaders estab-
lished trust in an organization it gave &n organization a mmuma 0m S_namm_% ms&-
. ogous to a healthy identity (p. 48): -

~ Fourth, transforming leaders used creative %H@maﬁ of selfthrough posi-

tive self-regard. Leaders knew their strengths and weaknesses, and they em-

nrmmmuon their strengths rather than dwelling on their weaknesses. Based onan

ﬂﬁmzmmoqimmodm_. Leadership .. . . 143

awareness of their own nou:uoﬁbon, .wm.nngo leaders were able to immerse
themselves in their tasks and the overarching goals of their organizations. They -

 were able to fuse a sense of self with the work at hand. Bennis and Nanus also
.found that positive self-regard in leaders had a reciprocal impact on followers, -

creating in them feelings of confidence and high expectations. In mnEEoF
leaders in the study were committed to learning and relearning, s0 in their orga-
nizations EQS was ooumﬁmn.ﬁ amﬁrmﬂm on nn_znmcoa

Tichy and DeVanna

Similar to Bennis and Nanus, Tichy and DeVanna studied the transfor-
Em:ozm_ leadership of 12 CEOQs at mostly large corporations. Tichy and
DeVanna were interested in how organizations change—how they are trans-
formed. In particular, :.ﬁw were concerned with :ci leaders carried out the
nrmmmm process.

- Tichy and DeVanna wanted 8 find out uoi leaders worked ==n_on Em chal-
lenging conditions brought about by rapid aorzo_omaa change, social and
cultural changes, increased competition, and increased interdependence with
economies of other nations. The data from their interviews suggested that lead-

. E.m manage change in organizations HEozmr a Swmm-anu process.

- Act 1 of this transformation process involves reco gnizing the need for.
change. Thereisa tendency for organizations and individuals within organiza-
tions to be comfortable with ﬁn status quo and to resist change. People want to
sustain the present system, As a result, the need for change may go unrecog-

nized. Transformational leaders are change mmmnm They have the responsibil- .
. ity of pointing out to the organization how change in the on<=o=5mﬁ could

positively or negatively affect how the organization operates.

Tichy and DeVanna suggest several Haano:om that can assist om.mmENmno:m
inincreasing their openness to change. First, encourage dissent and allow peo--
ple to disagree. Next, encourage oEnnE_n assessment of how well the organi-
zation is meeting its goals. Third, encourage EuE_unnm of the organization to
visit other organizations within and outside 5@ organization to obtain alterna-

. tive viewpoints of how other organizations work and soive problems. Last, en-
- courage onmENmnonm to assess their performance based on a wide range of

economic and noneconomic indicators H&mnsu to other ‘companies on these |

same E&omﬁgm
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- Act 2 in the change process requires the creation of a vision. The vision acts
as a conceptual road map for where the organization is headed in the future and
what it will look like (Tichy & DeVanna, 1990, p. 128). For Tichy and
DeVanna, a vision is constructed not by asingle leader but as a result of bring-

N ing together the differing viewpoints within an organization. A central aspect
of creating a vision is mmﬁEvEm amission statement that describes the <_Eo=
and the values implied by it. -

Act 3 in transforming organizations ::6?8 institutionalizing changes. To
do this, leaders need to break down old structures and establish new ones. They

" need to find appropriate followers to implement new ideas. The breaking down
of old structures may require that the leader creates new coalitions of employ-
ees who will be compatible with the new vision. In the process, individuals will
need to be helped to find new roles in the organization as different structures
ate designed so as to enhance the new directions for the organization.

The transformational approach to leadership is a broad-based vmnm.manﬂ?o that

encolpasses many facets and dimensions of the leadership process. In gen-
- eral, it m@_momanm how leaders can initiate, develop, and carry out significant
o changes in organizations. Although not definitive, the steps followed by
_ transformational leaders usually take the following form. :

HE:mmoHEmzo:& leaders set out to empower followers and nurture them in
change. Hr&\ attempt to raise the consciousness in individuals wan_ to get EmE _

to transcend their own self-interests for the sake of others.
To create change, transformational leaders become strong role anm_m for
their mo_ﬂoéna They have a highly developed set of moral values and a self-de-.

termined sense of identity (Avolio & Gibbons, 1988). They are confident, com-

' petent, and articulate, and they express strong ideals. They listen to followers
and are not intolerant of opposing viewpoints. A spirit of cooperation often de-
<n€wm between these leaders and their followers. Followers want to emulate

transformational leaders because Eow rwmg to trust them and _uarmsw in the

ammm for which they stand.

- It is common for :mzmmonum:oua Hmmmmam to create a vision. The vision
mannmmm from the collective interests of various individuals and units within an
o_.mmENm:os. dﬁ vision is a focal point for c.msmmonmmao:m_ _mmmoam:% It
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gives the leader and the organization a conceptual map for where the organiza-
tion is headed; it gives meaning and clarifies the organization’s identity. Fur-
thermore, the vision gives followers a sense of identity within the organization
and also a sense of self-efficacy (Shamir et al., 1993).

Transformational leaders also act as change agents who initiate EE imple-
Bwa new directions within organizations. They listen to opposing viewpoints
within the organization as well as threats to the organization that may arise

- from outside the organization. Sometimes leaders generate instability them-

selves through nurturing the expression of discordant viewpoints or issues. Out
of the uncertainty, transformational leaders create change.

The transformational approach also requires that ieaders become social ar--
chitects. This means they make clear the emerging values and notms of the or-
ganization. They involve themselves in the culture of the organization and help
shape its meaning. People need to know their roles and understand how they
are contributors to the greater purposes of the organization: “Transformational
leaders are out front in interpreting and shaping for oH.mmENmzosm the shared
EomEnmm that mﬁmﬁ within them:

Inits present stage of development, the transformational approach has several
strengths. First, transformational leadership has been widely researched from

many different perspectives, including a series of qualitative studies of promi-
nent leaders and CEOs in'large, well-known organizations, and has also been

“the focal point for a large body of leadership research since its introduction in

the 1970s. For aowEm. a special issue of hmmmma.:% Quarterly (1993, issue
no. 3) was devoted entirely to charisma, a central aspect of transformational

. _mmmnwmgv In addition, there have been well over 200 theses, dissertations, and

research projects conducted using this approach. :
~Second, transformational leadership has intuitive appeal. The n.mnmmcns.
ational perspective describes how the leader is “out front” advocating change
for others, and this concept is consistent with mon_oa. § popular notion of what
leadership means. People are attracted to transformational leadership because -
it makes sense to them. It is mﬁﬁmmrnm thata leader will E.oﬁno a vision for the
future. =

Third, :E_mmoubmmo:m_ _omaonme treats Hnmna_.mr_ﬁ as a process that oc-

curs _uo?.mm_,u followers and leaders. Because this process incorporates both the
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followers’ and the leader’s needs, leadership is not the sole responsibility of a-
leader but rather emerges from the interplay between leaders and followers.
The needs of others are central to the transformational leader. As a result, fol-
lowers gain amore prominent position in the leadership process because the at-
tributions of followers are instrumental in the evolving transformational pro-
cess (Bryman, 1992, p. 176). .
" Fourth, the transformational approach provides a broader view of _omnon.
ship that augments other leadership models. Many leadership models focus
primarily on how leaders exchange rewards for achieved goals—the trans-

- actional process, The transformational approach provides an expanded picture -

of leadership that includes not only the exchange of rewards but also leaders’
attention to the needs and growth of followers (Avolio, 1999; Bass, 1985).
Finally, transformational leadership places a strong emphasis on followers’
needs, values, and morals. Burns (1978) suggests that Rmnmmoamsoum_ leader-
ship involves attempts by leaders to move individuals to higher standards of
moral responsibility. It includes motivating followers to transcend their own’
_self-interests EH. the good of the team, oH.mmENmmoP or community (Howell &
~ Avolio, 1992; Shamir et al.; 1993). Transformational leadership is fundamen-
- tally “morally uplifting” (Avolio, 1999). This empbasis sets the transform-

ational approach apart from all o%mn_mguomnrmm to leadership because it sug--

‘gests that leadership has a moral dimension. By emphasizing this aspect, the
" coercive uses of power by .individuals such as Hitler, EH uosmm and David
. Wc_.mmos can be Emmnmmann as chnum of _ommmamr:u &

i

N .. . Transformational leadership also has several weaknesses. One criticism is that
it H.n_a conceptual clarity. Because it covers such a wide range, including cre-
ating a vision, mofivating, being a ormsmo agent, building trust, giving nurturance,

_and acting as a social architect, to name a few, it is difficult to define clearly the
parameters of transformational leadership. Specifically, research by Tracey
and Hinkin (1998) has shown substantial overlap between each of the Four I's
Qa.mmmu.oa influence, inspirational motivation, intellectual stimulation, and in-

" dividualized consideration), suggesting that the dimensions. are m& distinct.

Furthermore, the parameters of transformational leadership often overlap with
. other similar conceptualizations of leadership. Bryman Gmmmu for example,
SR moEnm. out that transformational and charismatic leadership are often treated
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synonymously even though in some models of leadership (e.g., Wmmw_ 1985)
charisma is only‘one component of transformational leadership. Similarly,
Tracey and Hinkin found that transformational leadership overiaps with other

_ middle-range managerial practices such as clarifying, i EmEHEm_ supporting,

and team building,

Another difficulty with transformational leadership is Eﬁ it is often inter-
preted too simplistically as an “either-or” approach and not as a matter of de-
gree. There¢ is a tendency to fail to see transformational leadership as occurring
along a continuum that incorporates several components of leadership.

A third criticism some have made is that transformationa} leadership treats

- leadership as a personality trait or personal predisposition rather than a behav-
_ ior in which people can be instructed (Bryman, 1992, pp. 100-102). If it is a

” trait, training people in this approach becomes more problematic because it is
difficult to teach people how to change their traits. Even thou gh many scholars,
including Weber, House, and Bass, emphasize that transformational leader-
ship is concerned with leader behaviors, such as how leaders involve them-
selves with followers, there is an inclination to see this approach from a trait per-
spective. Perhaps this _USEoE is exacerbated because the word transformational
creates images of one person being the most active component in the leader-
ship process. For example, even though “creating a vision” involves follower
input, n._o_d is a tendency to see transformational leaders as visionaries. There -
isalsoa anm:ow to see transformational leaders as individuals who have spe-
cial qualities that transform others. These images accentuate a trait orﬁmﬁﬂr
ization of anmmcngmﬁosa _S%QE@ :

A fourth criticism some have made is Emﬁ n.mnmmozhmso:m_ leadership is
elitist and antidemocratic A><o:o 1999; Bass & Avolio, 1993). Transform-

“ational leaders often play a direct role i in creating changes, establishing a vi-

sion, and advocating new directions. This gives the strong impression that the
leader is acting En_nuonamnnw of followers or putting himself or herself above
the followers’ needs. Although this criticism of elitism has been refuted by.
Bass and Avolio (1993) and Avolio (1999), who contend that transformational
leaders can be directive and participative as well as democratic and authoritar-
ian, the mc_umﬁ.mnno of the criticism raises ﬁma acwmnozm about :mummo_.nﬂmso:m_
leadership. - : : :
Another criticism is a:: n.msm?namco:& leadership is based primarily on

_ qualitative data collected from leaders who were very visible serving in posi-

tions Em: were at the 8@ of their organizations (Bryman, 1992). As Bryman

| no::m oE @ 15 d. the data apply to _mmmo_.me &q ou.mmENmno:m but not neces-
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. sarily leadership in organizations. For example, can transformational leader-
- ship be applied equally to plant managers and CEOs? Can supervisors and de-
partment heads learn about leadership from a model that was constructed from
- interviews with senior corporate leaders? Bass and his associates have begun
to report findings from quantitative studies of Ieaders at all levels that substan-
tiate the assumptions of qmnmmogmmom& leadership. But untif more data are.
available, the questions remain of how transformational leadership applies to

lower-level leaders. :

A final criticism of transformational leadership is that it has the potential to -

be abused. Transformational leadership is concerned with changing people’s
values and moving them to a new vision. But who is to determine if the new di-
rections are good and more affirming? Who decides that a new vision is a better
vision? If the values to which the leader is moving his or her followers are not
better, and if the set of human values is not more redeeming, then the leadership-
must be chatlenged. The charismatic nature of transformational leadership
presents significant risks for organizations because it can be used for destruc-
tive purposes (Howell & Avolio, 1992). History is full of examples of charis-

* matic individuals who used coercive power to lead people to evil ends. For this

- Teason, transformational leadership puts a burden on individuals and organiza-

tions to be aware of how they are being influenced and in what directions they

are being asked to go.

%wmxwwwg

. .meQ.. than _...vmw:m m.Boa..nH that tells leaders what to do, transformational lead- .

ership provides a broad set of generalizations of what is typical of leaders who
-are transforming or who work in transforming contexts. Unlike other leader-
ship approaches, such as contingency theory and situational leadership, trans-
- formational leadership does not provide a clearly defined set of assumptions

~ about how leaders should act in a particular situation to be successful. Rather,

it provides a general way of thinking about Hamaﬁ_.muwm that emphasizes ideals,

inspiration, innovations, and individual concerns. Transformational leadership .

requires that leaders be aware of how their own behavior relates to the needs of
their subordinates and the changing dynamics within their organizations.

~ Bass and Avolio (1990a) suggest that transformational leadership can be
taught to individuals at all levels within an organization and that it can posi-

tively affect a firm’s performance. It can be .nmoa in recruitment, selection and
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promotion, and training and development. It can also be used in improving
team development, decision-making groups, quality initiatives, and reorgani-

- zations (Bass & Avolio, 1994)..

Programs designed to develop transformational Hm.mn_onm.Eﬁ usually require
that individuals or their associates take the Multifactor Leadership Question-

* naire (MLQ; Bass & Avolio, 1990b) or a similar questionnaire to determine the

leader’s particular strengths and weaknesses in transformational leadership.
Taking the MLQ assists leaders in pinpointing areas in which they could im-

- prove their leadership. For example, leaders might learn that it would be bene-

ficial if they were more confident in expressing their goals, or that they needed
to spend more time nurturing followers, or that they needed to be more tolerant
of opposing viewpoints within the organization, The MLQ is the springboard

to helping leaders improve a whole series of their leadership attributes.

- One particular aspect of transformational leadership that has been given -
special emphasis in training programs is the process of building a vision. For
example, it has become quite common for training programs to have leaders
write elaborate statements that describe their own 5-year career plans as well

as their ﬁm_.oomnomm of the future directions for their organizations. Working
with Ieaders on vision statements is one way to help them enhance their

. transformational leadership _unrmioﬂ.. Another important aspect of training is
teaching leaders to exhibit greater individual consideration. and intellectual
stimulation toward their followers. Lowe et al. (1996) found that this is particu-
larly valuable for lower-level leaders in organizations.

Overall, transformational leadership provides feaders with information
about a ?: range of their behaviors, from nouqmuwmnmosmﬂ S,Wmnmmnmon& to
szmmozsmnoum_. In the next section, we provide mo.En.mo.Em_ leadership exam-
Eom to which an application can be made of the principles of transformational
leadership. L et : . :

-Inthe mamnémzm.mmonn?. three brief case studies AOw.mn.w 8.1, 8.2, and 8.3) from

very different contexts are provided. Each case describes 2 situation in which
transformational leadership is present to some degree. The questions at the end
of each case point to some of the unique issues surrounding the use of

-~ transformational leadership in ongoing organizations.

c e
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CASE 8.1
The Vision Failed

I_@: +mo_‘_ Engineering H_._._.m.v is & 50-year-old family-owned manufactur- .

ing company with 250 employees that produces small parts for the aircraft
industry. The president of HTE is Mr. Barélli, who came to the company from’

a smaller business with strong credentials as a leader in advanced aircraft

technology. Prior to Mr. Barelli, the only president of HTE was the founder
and owner of the company. The organizational structure at HTE was very
traditional, and it was supported by a very rich organizational culture.

As the new president, Mr. Barelii sincerely wanted to transform HTE. He
wanted to prove that new technologies and advanced management tech-
niques could make HTE one of the best manufacturing companies in the

country. To that end, Mr. Barelli created a vision statement that was dis- -

played throughout the company. The two-page statement, which had a
strong democratic tons, described the overall purposes, directions, and
values of the company. - - . .

' During the first 3 years of Mr. Barelli's tenure as president, several major
reorganizations took place at the company. These were designed by Mr,
Barelii and a select few of his senior managers. The intention of each reorga-
nization was to implement advanced organizational structures to bolster
. the declared HTE vision. - . g

Yet the major outcome of each of the changes was to dilute the leader-.

ship and create a feeling of instabllity among the employees. Most of the
changes were made from the top down, with fittle input from lower or middle
- management. Some of the changes gave employees more controt in cir-
cumstances where they needed less, whereas other changes limited em-
ployee input in contexts where employees should have been given more in-

“put. There were some situations.in which individual workers reported to -

" three different bosses, and cther situations where one manager had far too

- many workers to oversee. Rather than feeling comfortable in their various

roles within HTE, employees began to feel uncertain about their responsibil-
ities and how they contributed to stated goals of the company. The overall

effect of the reorganizations was a precipitous drop In worker morale and

production. . :

_ Inthe midst of all the changes, the <wmo: that Mr, Barelli had for the com-.
pany became lost. The instability that employees felt made it difficult for .

them to support the company's vision.. People at HTE complained that al-
though mission statements were displayed throughout the company, no

" one understood in which direction they were going.

To the employees at HTE, Mr. Barelli was an enigma. HTE was an Ameri-
can company that produced U.S. products, but Mr. Barelli drove a foreign

car. Mr. .mm«m__.m claimed to be demiocratic in his style of leadership, but he
was arbitrary in how he treated people; he acted in a nondirective _mq_m to-
ward some people and he showed arbitrary control toward others. He
- wanted to be seen as a “hands-on" manager, but he delegated operational
oo.::o_ of the company to others while he focused on external customer re-
lations and board of director matters.
At times Mr. Barelll appeared to be insensitive to em ployees’ concerns
He wanted HTE to be an environment in which everyone could feal mBUos.,.
ered, but he often failed to listen closely to what employees were saying. He
m..mEoB m.:@muma in open, two-way communication. HTE had a long rich
history with many unigue stories, but the employees felt that Mr. Barelli ai-
ther misundearstood or did not care about that history. o .
mocﬁ years after arriving at HTE, Mr. Barelii stepped down as president
“after his operations officer ran the company into a large debt and cash flow

o_._mmm.I_ma_‘mm_,:oﬂccﬂ_am:QI._.mm:ﬁoméo ...
ﬁ_a-o_mmmBmzcﬁmoﬁc:zoo
- was never realized. : ReHTg company

Questions . , . :
If you were consulting with the Uowa of directors at HTE,
1. What would you advise them _.m@m&_j . Barell i
. g Mr. Barelli's lead
transformational perspective? . ma.:_u from
.m. Did Mr. Barelli have a clear vision for HTE and was he able to implement it?

3. __..__m_u.,..m.omnmoﬁzm was Mr. Barelli as a change agent and a social architect for

4. Whatwould you tell Mr. Barellito do differently if he h :
. . , adth
2 prosident of LHE? | eren y e chance toretum

 CASESB.2 .
. Students Dig'lt - -

Every year, Dr. Cook, a college Qoﬁm.mmon feads m group of 25 college stu-

~dents 1o the Mideast on an archagological dig that usually lasts about 8

weeks. The participants, who come from big and small colleges throughout

~ the country, usually have little knowledge or background inwhat takes place

during an excavation. Dr, Cook eni i iti
: xcavation. Dr. joys leading these expaditions because
he likes teaching students about archaeology and because the outcomes

-of the digs actually advance his own scholarly work,

T HU .
—A _
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_This summer will be interesting because | have 10 peopie returning from

- last year. Last year was quite a dig. During the first couple of weeks every- -

thing was very disjointed. Team members seemed lost, unmotivated, and
“ tirad. In fact, there was one time early on when it seemed as if nearly half the
_ students were either physically ill or mentally exhausted. Students seemed
. lost and uncertain about the meaning of the entire project. -~ C
For example, it is our tradition to get up every morning at 4:30 a.m. to de

nmn for the excavation site at 5:00 a.m. However, during the first weeks of

the dig, few people were ever ready at 5, even after several reminders.
Every year it takes some time for people to learn where they fit with each
other and with the purposes of the dig. The students all come from such dif-
ferent backgrounds. Some are from small, private, religious schools, and:
others are from large state universities. Each comes with a different agenda,
with different skills, and with different work habits. One person may be a
good photographer, another a good drawer, and another a good surveyor. It
is my job to complete the excavation with the resources available to us.
" Attheend of Week Twa, | called a meeting to assess how things were go-
ing. We talked about a lot of things including personal things, how our work
was progressing, and what we needed to change. The students seemed to

" appreciaté the chance to talk at this mesting. Each of them described their -

" special circumstances and their hopes for the summer. L

. ltoldthe students several stories about past digs; some were humorous
and others highlighted accomplishments. | shared my particular interests in
this project and how | thought we as a group could accomplish the work
that needed to be done at this important historical site. In particular, |
stressed two points: (g) that they shared the responsibiiity for the successiul
outcome of the venture, and (b) that they had indspendent autherity to de-

- sign, schedule, and carry out the details of their respective assignments,

with the director and other senior staff available at all imes as advisers and
-~ resource persons. In regard to the: departure time issue, 1 told the partici-
_pants that the standard departure time on digs was 5:00 a.m.

Well, shortly after our mesting | cbserved areal shiftin the group attitude

and atmosphere. People seemed to become more involved in the work,
there was less sickness, and there was more camraderie. All assignments
were completed without constant prodding and in a spirit of mutual sup-
port. Each morning at-5:00 a.m. everyone was ready to go. :

- Iind that each year my groups are different. It's almost as if each of them
has a unique personality. Perhaps that is why | find it so challenging. [ try to

listen to the students and utilize their particular strengths. It really is quite

amazing how these students can develop in 8 weeks. They really become
good at archagology and they accomplish a great deal. - .

This coming year will again be different because of the 10 returning “vet-

erans” g

Transformational Leadership

Questions
1. How s this an example of transformational leadership?

2. Where are Dr. Gook'’s strengths on the full range of leadership model (see
Figure 8.3)7 : : . .

3. What s ﬁs.m vision Dr. Cook has for the ma_._mmo_o@_mxome.mzo:m@

o CASE 8.3 |
Her Vision Was a Model Research Center

Ms. Adams began as a researcher at a large pharmaceutical company.
After several years of observing the way clinical drug studies were con-
ducted, she realized that there was a need and opportunity for a research
center not connected with a specific pharmaceutical company. In collabo-
ration with other researchers, she taunched a new company that was the
first of its kind in the country. Within 5 years, Ms. Adams became president

- and GEO of Independent Center for Clinical Research {ICCR). Under Ms.

Adams’s leadership, ICCR grew over a 10-year period to become a com-
pany with revenues of $6 million and profits of $1 million. ICCR employed
- 100 full-time employees, most of whom were women. i
. .z_m. Adams wants ICCR to continus its pattern of formidable growth. Her

vision for the company is to make it a model research center that will blend
credible science with éfficient and cost-effective clinical trials. To that end
.m.jm company, which s situated in a large urban setting, maintains mqo:@.
links to academia, industry, and the community. . .

Ms. Adams and her style have a great deal to do with the success of
ICCR. She is a free thinker who is always open to new ideas, opportunities
and approaches. She is a posttive person who erjoys the nuances of _qm.
and m._._m is not afraid to take risks. Her optimistic approach has had a mﬁ:_._“_._
cant infiuence on the company’s achievemaerits and its organizational cli-
Bmﬂ. People employed at ICCR claim they have never worked at a place
that is so progressive and so positive in how it treats its employees and cus-
tomers. The women employees at ICCR feel particularly strongly about Ms. .
Adams’s leadership, and many of them use Ms. Adams as-a role model. It is
not by accident that the majority (85%) of the people who work at }COR are
women. Her support for women's concerns is evident In ths type of drug-

_studies the company selects to conduct and in her service to national com-

mittees on women's health and research issuss. Within ICCR, Ms. Adamns

_has designed an on-site day care program, flex-time scheduling for moth-

ors E.:.: Ko.c:@.ozi_.m? and a benefits package that gives full health cover-
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age to part-time employees. At a time when most companies are searching
for ways to include more women in decision making, ICCR has women in
omﬁmv__m:mn leadership positions at all levels.

. Although Ms, Adams has been extremely effective at ICCR, the success -
of the company has resulted in many o:m:@mm that :m<m mmmoﬁma Ms. Ad-
ams’s leadership at the company.

" Rapid growth of ICCR has required that Ms. Adams spend a great deal of
- time traveling throughout the country. Due to her excessive travel, Ms. Ad-
ams has begun to feel distant from the day-to-day operations of ICCR. She
has begun to feel as if sheis losing her handle on what makes the company
"tick.” For example, although she used to give weekly pep talks to supervi-
sors, she finds that she now gives two formal presentations a year. Ms. Ad-
ams also complains of feeling estranged from employees at the company.
.At a recent directors meeting she expressed frustration that pedple no lon-
ger called her by her first name and others did not even know who she was.
~ Growth at ICCR has also demanded that more planning and declsion
making be delegated to dspartment heads. This has been problematic for
Ms. Adams, particularly in the area of strategic planning. Ms. Adams finds .
the department heads are beginning to shift the focus of ICCR in a direction
that contradicts her ideal model of what the company should be and what it
‘is best at doing. Ms. Adams buift the company on the idea that ICCR be a
strong blend of credible science and cost-effective clinical trials, and she
does not want to give up that model. The directors, on the other hand,
. would like to see ICCR become simflar to a standard pharmaceutical com-
pany dedicated U:an_u\ to ﬁ:m ammma_.. and development 9, new n_‘cmm
O T .
_ o=mmuo:m

1. What is n about Ms. Adams's _mmama:_u that clearly mcmmmmﬁm 52 m:m is
m:mmmma in transformational leadership?

2. In what ways has the growth of ICCR had an _Sumoﬁ on ﬁ_._m _mmamﬁmr_n oﬁ
Ms. Adams?

3. Given the problems Ms. >am_._._m is no:n‘oa_nm as a result of the oqos;: of
the company, what- should she do to qmmmﬁmc__m: herself as a trans-

E«Bmw_o:m_ _mmamq at _oomo :

The most widely used measure of transformational leadeiship is the MLQ. An
earlier version of the MLQ was originally developed by Bass (1985), based on
a series of interviews he and his mmmon_mﬁm conducted with 70 senior executives
in South Lﬁ.nom These oxonccﬁwm were mmw& to recall leaders EH.&E their ex-
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periences who had raised their awareness to broader goals, moved them to
higher motives, or inspired them to put others’ interests ahead of their own.

_ The executives were then asked to describe how these leaders behaved—what

they did to'effect change. From these descriptions and from numerous other in-
terviews with both junior and senior executives, Bass constructed the ques-
tions that make up the MLQ. Since it was first designed, the MLQ has gone -
through many revisions, and it continues to be refined to strengthen its reliabil-
ity and validity (Bass & Avolio, 1993). . .
The MLQ is made up of questions that measure followers’ perceptions of a

“leader’s behavior for each of the seven factors in the transformational and

transactional leadership model (see Figure 8.2), and it also has items that mea-
sure extra effort, effectiveness, and satisfaction. : .
Based on a summary analysis of a series of studies that used the ML.Q to pre-

-dict how transformational leadership relates to outcomes such as effectiveness,

Bryman (1992) and Bass and Avolio (1994) have suggested that the charisma
and motivation factors on the MLQ are the most likely to be related to positive
effects. Individualized consideration, intellectual stimulation, and contingent .
reward are the next most important factors. Management-by-exception in its
passive form has been found to be somewhat related to outcomes, and in its ac-

tive form it has been found to be sommm‘..iw related to outcomes. Generally,

laissez-faire leadership has been found to be negatively B_mﬁmn to outcomes .
such as mm.nnaéanmm and satisfaction in organizations. .
Bass and Avolio (1992} have developed an m_u,aanﬁm_nma version of the MLQ,

called the MLQ-6S. We present it in this section so that you can assess your
. own transformational, transactional, and nontransactional leadership style. At
the end of the a:omsomum_ﬁ we ?.oe.am Emo_.m_mcon you can use to E.BGHQ

your scores.

" As you assess UBE OWn Scores, you Bmw Em: to &E% the seven factors
into three groups. The first group would be your scores on Factors 1 through 4,
which represent items that directly assess the mom%.m to which your leadership

is transformational. Higher scores on these factors S&o&m more m.mncmsaw

displayed transformational leadership. The second group would be your totals
for Factors 5 and 6. These factors represent the transactional dimensions of

- your leadership. Higher scores on these factors suggest you tend to use reward .

systems and/or corrective structures in your leadership style. The last factor,

laissez-faire leadership, assesses the degree to which you employ hands-off

leadership, or nonleadership. On this factor, higher scores indicate that you
tend to ?.oﬁa_n Eza structure or m:&m:nm to mzco_dEmﬂom
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As u\o_.u can see, the MLQ-6S .moﬁam a number of dimensions of leadership,
or what Bass and Avolio (1994) have called a full range of leadership styles.

This questionnaire should give you a clearer picture of your own mQ_m as well

~as the ooEEoEQ of ﬁ.msmmouum:ou& Nmnﬁ_m_.mr% itself.

Multifactor ...mm&mwm?.u O:mmn..onamﬁw h Q) Form mm

R T A R SR gﬁsﬁ%&asﬁ R

- “zm._.mco._._ozm ,_,r_m n:mmﬁ_o:_._m_a Uﬁo<_amm a Qmmozu..no: of your _mmamﬂm:_uu
_ style. Twenty-one descriptivé statements are listed below. Judge how frequently -

each statement fits you, .:Jm word oSm_a may meanyour followers, o__m_._”m or
m_‘ocu members.

Xmﬁou zQ mﬁm__iu.O:om”m:, mé_..__m.. .mumo_,:maamm .mn _nmi,\onmz.
.L = mﬂmncmzﬂ_x.m not m.._<<m<m y _—

ot __,:mrm others feel good to be mac_._a me, - 1t 2 3 4
2. | express with a few simple words what we could and should do.. 1 2 3 4
3 mzmo_m others to think about old Uﬂo_u_mam in new ways. 1.2.3 4

_ 4. 1help cthers develop thernselves. : 12 3 4

5. Itell others what to do if they want to be as..mama *o_.ﬁm_q work, 1 2 38 4

6. | am satisfied when others meet agreed-upon standards. 12 3 4

7. | am contertt to lst E:m_.m continue working In the same s.m< as 1.2 3 4

m_s..m<m . . . X o

8. Others have conplete ,nm_z._ inma. i 1 2 38 4
-8, 1 provide appealing images about s_._._mﬁ we can do. 12 3 4

. 10. I provide others with new ways of fooking at puzzling things. 1.2 3 4

11. llet others know how | think they are doing. 1 2'3 4

12. | provide recognition/rewards when others reach their goals. 1.2 3 4

13. As long as things are working, | do not try to change anything. 1 2 3 4
.14, E:mﬁmsw_. others want to do Is OK with me. 12 3 4

" 15. Others are proud to be associated with me. 1.2 3.4

16, | help others find meaning in their work, . 1.2 83 4

17,0 get others to rethink Idsas that they had niever questioned before.. 1 2 3 4

18, I give personal attention to others who sesm rejectad. . 1 2 3 4
~19. | eall attention to what others can get for what 58 accomplish. 1.2 3 4

20, 1all oﬁsma the standards they have to know to carry out theirwark. ~ 1 2.3 4
21. | ask no more of others ﬁ:m: what is mcmo_cﬁmz essential, 1.2 3 4~

SOURCE: Oobvim:ﬂ ©'1992 B. M. Bass and B. J; ><.c=o Adapted with permission, 7\__.0 forms can
be obtained from Mind mmﬂams So.. 1690 <<ooawam Rd., w:_nm 202, Imnéoon O_:.._ CA 94061, Cm>
(650) 261 -3500.
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Scoring

" The MLQ-BS measures your _mmamqm:_u on seven factors related to
* transformational leadership. Your score for each factor is determined by summing

- three specified items on the questionnaire. For example, to determine your score

- forFactor 1, ideatized influence, sum your responses for items 1, 8, and 15. Com-

Pplete this procedure for all seven factors.

Total
Idealized influence (items 1, 8, and 15) Factor 1
Inspirational motivation {items 2, 9, and 1 6) Factor 2
_ Intellectual stimulation Em_.:m.m 10, and 17} Factor 3
Individualized oo:m_aoqmﬂ_o: (items 4, 11, and ._Q Factor 4
Contingent reward ..._,aam 5, 12, and 19) Factor 5
_,\_m:mmmam:?_%.mxomvﬁ_o: (iterms 6, 13, and mo.u Factor 6
..rm_mmmn-*m_a _ummamﬂm:__u {iteims 7, 14, and m: Factor 7-

.mno_.o E:@m. _.._ﬁ_._ 8-12, goamﬁm m-m low= o-h

_ mnozzu .Sumﬂwmumaoa

" Factor 1. __Qmmﬁmo. influence indicates é:m%m« you jo_a mc_ooa__:mﬂmm trust,

maintain their faith and respect, show dedication to them, appeal to their
hopes and dreams, and act as their role modal.

. Factor 2, S@Eﬁ.ﬂgm:q motivation measures the degrae to which you USSQm avi-

* sion, use appropridate symbols and images to help others focus on ﬁsm_q
work, and try to make others feel their work is significant.

* Factor 3. inteflectual stimulation shows the degree to which you encourags oth-

ers to be creative in looking at old problems in| new ways, create an environ-
ment that is tolerant of seemingly extreme positions, and nurture umon_m to
- question their own values and beliefs and those of the organization.

_umoﬁo_. 4. Individualized nozma,mwmuo: indicates the Qmmam to which you show in-
terest in others’ well- -being, assign projects _:Q_sacm_? and Um< mmm:.n_o: to -
those who seem less involved in the group.

Factor 5. Contingent reward shows the degree to which <o_._ tell Q:ma what to

do in order to be rewarded, emphasize s..rmﬁ <oc mxumoﬁ from them, and rec-
ognize their accomplishments.

Factor 6, Management-by-exception mmmmmmmm s..:m%mﬁ you tell others the job
requirements, are content with mﬂmsama Um—._“oﬂ:,_m:om_ m:a area Um__msm_. in
“if it ain't broke, don't fix " B
Factor 7: Laissez-faire measures whether you require little of oﬁsma are oo:ﬁm:.ﬁ
to let .3_3@@ ride, m:a let others do their own 55@
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One of the newest and most encompassing approaches to leadership, trans-

" formational leadership, is concerned with the process of how certain leaders
are able to inspire followers to accomplish great things. This approach stresses
that leaders need to understand and adapt to the needs and motives of follow-
ers. Transformational leaders are recognized as change agents who are good
role models, who can create and articulate a clear vision for an organization,
who empower followers to achieve at higher standards, who act in ways that
make others want to trust them, and who give meaning to organizationai life.

Transformationa} leadership emerged from and is rooted in the writings of
scholars such as Burns (1978), Bass Qommv, Bennis and Nanus Gwmmy and

“Tichy and DeVanna (1986). .

Transformational _omamnm_ﬁw can _un assessed annmr use of the Multifactor
Leadership Questionnaire (MLQ), which BammE.om a leadet’s behavior in
seven areas: individualized consideration (charisma), inspirational motiva-
tion, intellectual stimulation, idealized influence, contingent reward, manage-
ment-by-exception, and laissez-faire behavior. High scores on individualized
oonmaﬂm:oz and motivation mmnaam are Eoﬂ indicative of mn.o_..m trans-
formational leadership.

There are several ﬁo&ﬂ«d momEnom 0m the transformational mmﬁnom.nr Eo_cm, .

ing that it is a current mode] that has Honm:da alotof m:m:ﬁou by researchers, it
has strong intuitive appeal, it emphasizes the importance of followers in the
leadership process, it goes c@opa traditional transactional models and broad-
ens leadership toinclude the mnoﬁr of H..oncinnm and it Emnmm strong nBﬁrmmHm
‘on morals and values. . .

Balancing off the wom.:..:.a m.omEnmm oﬁ. qgmmoﬁ_m:o:& Hmmmonmaﬁ are sev-

eral weaknesses. These include that the approach lacks conceptual clarity, itis

often interpreted too simplistically as an “either-or” approach, it creates a

framework that implies that transformational leadership has a traitlike guality,

it is sometimes seen as elitist and undemocratic, it is derived from and sup-

ported 3. data that focus heavily on senior-level leaders, and it has the potential

to be used oo:nﬁﬁaoa:ogm_w in :ommaﬁ ways by leaders. Despite the weak-

nesses, qmzmmoHBm:ozm_ _omamagw m@@n&.m tobea <mu=m@_m and EE@E used
) m@ﬁaomnr
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'TEAM LEADERSH

Susan E. Kogler Hill

. _Hh.mm.ﬁ.mr% in organizational groups or s,o_.fnmnum w.mm _uon.oEn one of the Eom”
popular and rapidly growing areas of leadership theory and research. Teams

are organizational groups composed of members who are interdependent, who
share common goals, and who must coordinate their activities to accomplish
these mo&m. Examples of such groups might include project management
teams, task forces, work units, mnm:&sm noHEE:nmm m:mE% SmEm and i im-
provement teams. .
. Some of the earliest. maoaﬁ Hamoﬁor nonmﬁoﬁoa in the 1940s and 1950s mo-

“cused on. aosw_o?nm social science Eooww with little emphasis on practical

problems of real-life groups and the leadership within them. These early stud-
ies typically were conducted on temporary, laboratory-type groups that did not
have permanence or collective goals. Such research, while valuable to increas-
ing ourunderstanding of groups, provided little practical information that was
helpful to real-life work groups or teams. Much of the cutrent research focuses
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