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N @RGANIZATIONAL PSYCHOLOGY

LEABERSHIP AND MANAGEMENT

Irthe world of work, organisational psychologists are interested in the sort of person
whose-style of leadership can keep a group together and make it productive, preferably while
also maintaining a good deal of satisfaction among the group members. Moghaddam (1998)
defines leadership as: "process by which one person directs group members toward the
attainment of specific goals". In this topic we shy)'llaok ;

o Theories of Leadership l
e [eadership Styles
e Leader-Worker Interaction and Satisfaction

THEORIES OF LEA l4‘ SHIP

+92 336 7801123 |

There are a great number of defigitipns gf 1¢ad¢rship, Hut most of these definitions

involve the leader using his or herAfifluencelto pssist\grodps in attaining goals (Yukl & Van
Fleet, 1992).
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ledders’ ability to influence others often i1ses| fron{ special skills of t

skiflls that group members realize will help the grouly achievelitd goal.

Regardless of whether a leader holds a formal\leaglership role, or emerges informally,
a true leader should move followers towarnd the attainment of goals. In general, both formal i ‘“"*"C"L“hw

~

leaders and informal leaders influence others in/droups\and organisations. o k.-,-;__;} (a)

There has been a long history of regsearch op afid theorizing about leadership.
Leadership theories tend to build on one ahother, with later theories using components of
earlier models and expanding on or using fhen in new ways.

In looking at theories of leadershig fve will see that while each takes a somewhat
different perspective, there are common traits. The earliest theories were universalist and
looked for major characteristics common to all effective leaders. More recent models build
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ORGANIZATIONAL PSYCHOLOGY

on the behavioural theories of leadership which focus on the behaviours of effective leaders.
Later theories, called contingency theories, looked at the interaction between leader

behaviour and situational circumstances.
/

UNIVERSALIST THEORIES OF LLEADERSF

Universalist theories of leadership seairich for the one key characteristic or a cluster of
key characteristics held by effective leaders, arguing fthat leadgrs with these traits will be
successful regardless of the situation. Universalistjtheo#igs represent the earliest and simplest
approaches to the study of leadership.

GREAT MAN/ WOMAN THEORY:

muich oldef than any formal study of social
J arel bporn/not made” (Stogdill, 1948). Rather
ief that personal qualities and abilities make

yout ube. coni ¢/ Meg

psycho éﬁg@mr@ﬂects the say that

that the Zapacity for leadership is inherent — that great

leaders arg bam, pof made. fheories often portray great leaders as heroic, S mef:]
to rise t# ldadershiyg whe rded. The term “Great Man” was used because 4 t e
leaderghip 11y as a male quality, especially in term
leaglerfhip. \This | ‘ . by pointing to people back along thé ti ,even|to
asiis, [Mose | d ¥he Buddah. , /
(0f cdurge, jthis 1swere speculation and there 1s np evi i 1s{dog¢s not o
ealn that people 4t not believe in it. The fact th4 1 1e4|the r%es of ——Svalatior
sreaff legders arg algo put into positions of power mAy/in eneral faith | ( L
i th S fjof {:m of in-born leadership ability. Gendgr 1sgue$ were not bleAvhen the Pow J
'Great Mah' thelory was proposed. Most leaders werg maje andithe th Wa Great Woman
as generallyAn areas other than leadership/ Mgst reseatchers werg hlso male, and concerns

about gndrplentric bias were a long way fronp being real

RAIT THEORY:

Similar in some ways to “Great Man” theorieg, tfait theory assumes that people inherit
certain qualities and traits that make thenp bettex suitey tp lgadership. Trait theories often
identify particular personality or behaviofal chatacteriytis shared by leaders. These theories
see effective leaders as people possessing a hjgh\evel Of certain characteristics such as
intelligence or self confidence

Trait theories suggest that leaders| possess characteristics and traits in common, and
that these are the basic attributes of leadgrs. /The fact that some research studies were
inconclusive may have been due to the irjgfusion of data from supervisory leaders. Much of
this research involved identifying certain physical characteristics, including height,
appearance, and energy level; other characteristics, such as intelligence; and personality

traits, like dominance or achievement, that were associated with effective leaders (Hollander,
1985;Yukl, 1981).
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A review in 1974 summarized trait studies and Mst¥d desirable leadership — 1

— ; S ey letion. self-confidence,
ristics. such as desire for responsibili and task cgmp on, ol ﬂ_
ClBiagte : ‘ ryluseful 1n identifying future leaders <>
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The major problem with trait appr ag too ‘gene:ral. It is unlzlli?l}é that:[ 5

any one trait will be associated with effeqt: in\all situations, with all kinds o

tasks and among all.groups of followers

e FEmotional sfabilityan
hen undér gtress.
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ATrow *- ndrrow-minded) area of expertise.

Therg ha e beeh many different studies of lead

A k? only in the
cenerhl sginfly qualitigsneeded to be a leader. F aits were
sidelined fasfldarnefl and situational factors wer

for pebple acqpiring leadership positions. P | to twins who were

separated af bittlralong with new sciencey’sii Qenefics have shown that far
more it inheritéd than was previously suppos N
i K
L/ | / Bucdwadion .t
/ AN vegsalish

k‘ L"xf_') o -*"»--:~.. &9

T paTvrenorTm £ MA ARTA AT AT

www.studyguide.pk



www.studyguide.pk
http://www.studyguide.pk
http://youtube.com/c/MegaLecture/videos
http://megalecture.com

g_
B
Eg'. .
E

o

Yoo O e o

Li ve O asses, Recorded Lectures, Notes & Past Papers visit:

www. megal ect ure. com

OALEVELNOTES.COM

ORGANIZATIONAL PSYCHOLOGY _{ & ..

-t

BEHAVIORAL THEORIES OF LEADERSHIP

The general failure of the universalist theories to isolate the characteristics associated
with leadér effectiveness led to a change in focus. Rather than trying to measure
haracteristics in the leader’s orientation or personality, péseafchers began to examine the
actual behavidur of effective leaders to determifiel whaykinds pf behaviour led to success.

yordinates, enquired into leadership e
_ easionG—

A number of surveys, both of leaders : dt
behaviour. Inthe 1940s and throughout the 1P50
Ohio State University and the other at the Unjversit
exhibited by effective leaders. Both arrived at vepy sfmy .
their behaviours, and effective leadership/ Theorigs paged/on these studies and focusing on
the particular behaviours that related to gttecyve e dership dre called behavioural theories of
leadership.

yout ube. com c/ MegalLect ur e/
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OHIO STATE LEADERSHIP

loan investigated the behaviours ﬂj‘j

Using self
themselves and/their sybordindtes,|researchers at Ohio State University accumulated/a list pt

hundreds of 1¢
that thesefur

structure a d
\

L bghaviouks)| Using a stapfstical process called factor analysis, _ _
lds/of Bahaviolirs bould all be narrowed into two general categomes: (n\.tla ng
hsiderfation (Halpih & Winer, 1957). |

<J-Tnitiaking struttdie inclhdes leader activities that define and org Anize, dr §trugture,
sighil{g specific tasks, defining work group folos) meeting

elatdd decisions and maintaining gthndards of wogk pgriprmpn¢e’
-ftonsiddrafion describes behaviours that shoy/g enpife chonce th‘ ngs,
and needs of subordinates by developing/appprt ith themz owing them

pectjand trust.

A breat deal of research has been cofidugtted to test the inessof the initiating
thay'most leader

ass, 1981; Fleishman &
iy, 1962). Additional studies have Ic eke at hgw the twio ¢ate ?ries are related to the_
“tant outcome variables of work petforthance Ynd job satisfaction (Kerr & Schriesheim,
4: Yukl, 1971).

Initiating structure has been fourd to pa correlated with effective work performance
but also with lower group member job sgtisfactign ang corresponding in turnover, on th_e
other hand, consideration leader behavioprs fend\to/be positively related to job satisfaction
but may be unrelated to or even negatively cprreldted with work productivity (Bass, 1981).
However these results are inconsistent. The inconsistencies probably arise because the
effectiveness of specific leader behavioufs iy likely to be dependent on a number of (}tht’.‘:l‘
factors that serve as moderating variablepthat can determine whether a particular behaviour
will be related to a certain outcome, such as group performance or satisfaction, in a given
situation.

T oamTDorTn Y RA ART AR ATINTT

www.stuayguide.pk


www.studyguide.pk
http://www.studyguide.pk
http://youtube.com/c/MegaLecture/videos
http://megalecture.com

S, Recorded Lectures, Notes & Past Papers visit: r 1

o ogal ect ur . com OALEVELNOTES.COM

ORGANIZATIONAL PSYCHOLOGY

7

gl

UNIVERSITY OF MICHIGAN LEADERSHIP STUDIES:

At about the same timje as the Ohio State sgudies were heing conducted, researchers at
the Unwersity of Michigan wiere also focusing ofi the behaviorp characteristic of effective
leaders and came up with quite similar results.

Studying leaders in a pumber of large indt{j
researchers found that succesisful leaders tended t
labeled task-oriented;also referred to as e eet

Task-oriented behavigurs are congentrgted
faces and are thus similar to those of, niflating
behaviours include showing ¢ rithe enppl
decision making process.

yout ube. com ¢/ MegalLect ur e/

+92 Bhespramary differeng o/tate and University of Michigan studies
was that the Michi relationship-oriented leader behavigur to be
more effectivefthan tagk-oriefted behavigurs/Likert, 1967).

THel major) innplicat behaviour theories is that the behavioural stylle of the
leader ¢an Qe {dentified and 1ff necegsary modified 1.e. leaders can be trained to SI: diffefent
and perhaps\morg éf ple to

; pe
-.}’ﬁ&i‘r hip reles who |

{hild the ©

rel

arelto believe the
niversalist congention that there 1s one set of efigctiye igader oT] 4 &A1 one best

efifective lehgder. The most likely explanatidng afe that other fvariabjes, padticularly relating to
the typ¢ of tasks or the charagteristics of the wgrk group mirje wiiether certain
/" leAdership behaviours will bel effective. And this byings next stage of the
' ( evplutdon of theories of leadership.

[ =
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MANAGERIAL GRID

7, Building on the work of the researchers at these Universities, Robert Blake and Jane
Mouton (1960s) proposed a graphic portrayal of leadership styles through a managerial grid
(sometimes called leadership grid). The grid depicted two dyridpsions of leader behavior,
concern for people (accommodating people’s needd and gi¥ing them priority) on y-ams and
concern for production (keeping tight schedulesyf or] x-axis, with each dimension ranging

from low (1) to high (9), thus creating 81 differ¢nt posjtiopfs)in which the leader’s style may
fall.

The five resulting leadership styles are as follows:

1. Impoverished Management (1, 1): Manager$ with tiiis approach are low on both the
dimensions and exercise minimany eff ¢t the Mtk done from subordinates. The
e e ssteaden has low concern for epdplbyee sfa tlon azd work deadlmes and as a result
disharmony and disorganiz 1} -
termed ineffective where|n thefr 4ctign Js m rely a1med_at preservmg job. |

2. Task mangdement £9, Y ):|Alsp called digjdtorial or perish style. Here leaders are/morg ||
concerngdl gboupproduiction and have 1€ss concern for people. Employees’ ngéis are |
not taken care of apd they arg¢ sim '

effiglency gan regult onlyl thrpugh proper organization of work systems an

mipagion of people wherever possible. Such a style can definitely jCieade t

t of grgafiiZatjon In[shokt run but due to the strict policies ang/procddyres| high
I furniover 1§/1hevitabjé.

31 M ddli—o thie- %, 5): This 1s basically a camfé mising style erein the eié

’tri 1S 10 mgingain a lanc:e between goals of company land"the meé€ds of p¢ople. |The
N leadler do¢s not pash the boundaries of achieveryent rgsplting in 3 ge perfgrmance

gh

for prganjzatior. Here neither employee nor/fprgductidfp needs afe fully miet’

4. Qountry {Club (1, 9): Thus 1s a collegial style chara¢tenizef by low fashand high |
people grientation where the leader gfves thoyghtflil ajteptiop fo the/needs of people
thus providing them with a friendlyf and gomgortabjle environm&nt’ The leader feels
jhat such a treatment with employeps will legd to delf5mdtiv4tion and will find people |
working hard on their own. Howevgr, dflow fpcus jon fasks gan hamper production and
lead to questionable results.

5. Team Management (9, 9): Charactgrized fy high geople and task focus, has been |
termed as most effective style accopdingf/tq Blaké #hd Mouton. The leader feels that | |
empowerment, commitment, trust, and fespect ¢fe the key elements in creating a team | |

atmosphere which will automatically rgsult yp/high employee satisfaction and
production.

The Managerial or Leadership Grid is §ised to help managers analyze their own leadership
styles through a technique known as grid t{#ining. This is done by administering a
questionnaire that helps managers identify how they stand with respect to their concern for _ —.:cdwod e
production and people. The training is aimed at basically helping leaders reach to the ideal
state of 9, 9. The model ignores the importance of internal and external limits, matter and
scenar1o. Also, there are some more aspects of leadership that can be covered but are not.
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nce of both situation and

& Its detailed attention to the situation emphasized the i
leader characteristics in determining leader effdctiven

on of alternative contingency
ve leader effectiveness and

theories and led to the development of pro

. D o B
& It stimulated a great deal of research and 111.-;{)1er
subordinate performance and satisfaction.

r an{ his colleagues (Fiedler &
1pAations.

Chemers, 1984) to apply his theory to actfv\jl leaders

19b 1s to help the work group attain the

Sup 0 ive Behaviour- leader behawour focuging ninter};ﬂrsoma relfatignghips and

¥ | Participative behaviour- leader behavipur {hat encouraged members-fo assume an active
| role/ 1n group planning and decision m

The choice of leader behaviour is ¢ontingent §n the typeof work task and the
characteristics of the followers. /

The research on path-goal theory Ts bgen mixed (House, 1996). While there has been

some support for the model (Downey, 1976), its genepal approach and its inability to make

specific and precise predictions in actual world settiwgs have been criticized (Yukl, 1989).

/
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LEADER-MEMBER EXCHANGE (LMX) THEORY

7  Leader-Member Exchange Theory, also called LMX or Vertical Dyad Linkage
Theory, describes how leaders in groups maintain their position through a series of
understood exchange agreements with their members (Dapsereau, Grean & Haga, 1975).

In particular, leaders often have a special
assistants and adyvisors, to whom they give high |
and access to resources. This in-group pay forltheir
committed to task objectives, and share more 4d
be fully committed and loyal to their leader
levels of choice or influence.

latipnship with an inner circle of trusted
elg of/r¢spdnsibility, decision influence,
jositign. They work harder. are more
njstfafiye dpties. They are also expected to
€ qut-gfoyp, or} the other hand, are given low

)

A€ to nurture the relationship with < elue Ko

This also puts constraints upomjtite I€adler. ll" ey
them|powdr with ensuring they do not have enough

you PhelT S Bircle whilst balancing givi
to strike out on their own.

| These relationships, if they Are Ging happen, start very soon after a person j¢ins

1. Role taking: The hember joins the te nd the leader assesses their abilities £nd talentd
Based onthis| the¢ l¢ad ffer them opportunities to demonstrate their capahjliti¢s.
Another key factprfin 424 is the discovery by both parties of how the gther like t¢ be
respecged.

/

. Role makiihg: JIn £th Il phase, the leader and membey take part/in 2 untr.lctl,.ri%)dd
infaripal, negdotigtign Witerehd a role is created for the me r and the oftg
promnjse ‘r bengfitfand ppWer in return for dedication : akps'plage. Tryst-huilding
| S vany importait i thig stage, and any felt betrayal, £9peci he léader. can|redult in the

ore likely to yucceed. This perhaps explaing why nhixefl gehder rblitionsiigs regularly are
lgss sugcedsfir than same-gender ones (it gk8q affects thg sedking df espelt in the first stage).
he same éffect also applies to cultural afd raclal differ ncgs. | |

3 |Roytinization: In this phase, a pattern ¢f ofjgoing socipl ekchangde between the leader and
thg hember becomes established. '

Successful members are thus simflar in A any Y\ o the leader. They work hard at
building and sustaining trust and respect.| To help this, Y€y are empathetic, patient,
reasonable, sensitive, and are good at seeing the Viewpoint of other people (especially the
leader). Aggression, sarcasm and an egogentiic vigys are keys to the out-group wash-room:.

The overall quality of the LMX rélati pnship varies with several factors. Curiously, it
18 better when the challenge of the job is pxpremely high or extremely low. The size of the
group, financial resource availability and|the overall workload are also important. AR

Cin a
u (—’{_J" p_@_ﬂﬁu r‘:&l :

15;%
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LEADERSHIP/ MANAGEMENT STYLES

/ -
Léadership and management are two notions that are often used interchangeably.

However, these words actually describe two different concepts. Leadership is just one of the
many assets a successful manager must possess. Care must be taken in distinguishing
between the two concepts. The main aim of a mangger 1s tg’maximise the output of the
organisation through administrative implementadon. ToAchieve this, managers must
undertake the following functions: |

e organisation
| e planning

e staffing *
e directing
yout ube. com ¢/ MegalLect ure
+9% 336 dpierolling
Leadership is just one importgdi coppo of the directing function. A manager cannot
just be a leader, he also needs fofmal authorityfto be efiective. "For any quality initiative to

take hold, senior management must pe ipvolNdd anil act as a role model. This involveme;
cannot be delegatgd.”

In some circumsta idershiip 1s Rotfequired. For example, self motivate
may not reguirg a pi dader and may find leaders dominating. The fact that a le

Managers thi Ily/whilst leaders think radically. "Managers do things right,
while leaders do the fri me.”. This means that managers (o things by fhe baok an
lollow|company polic 1l 1e:aders follow their own intyitjon, which njay in lum b¢ o

orel Yengfit fo the lcompdiyy. A leader is more emotionglfthap aMynagef / "Me

governed| by theiy emotigns rather than their intelligepde|. This qugtatig strjat

Ofteh with small groups, it is not the managey who emerggsias the leadefVin many cases
it |s a subordindte member with specific taledts whofleadg thg gtoup i a cgrtain direction. Cth(jé(* Bl
'Deaderls miit let vision, strategies, goals{and yalups be lthe igulde-post for action and ’
behavidur rather than attempting to contrpl o ' ors{’

Mhen a natural leader emerges in a group tontaining p manager, conflict may arise if they
have different views. When a manager seds the group\looking towards someone else for
leadership he may feel his authority is beipg quegtioneq.

Groups are often more loyal to a leadef thah a\manaZger. This loyalty is created by the
leader taking responsibility in areas such gs:

e Taking the blame when things go wrong.
e (Celebrating group achievements, gven |minor ones.
e (iving credit where it 1s due.

Managing and leading are two different ways of organising people. The manager uses a
formal, rational method whilst the leader uses passion and stirs emotions.
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ORGANIZATIONAL PSYCHOLOGY

We look now at ways in which the general theoretical approaches outlined briefly
pr/eviously have been applied in identifying leadership styles.

Various management styles can be employed depe
business, the nature of the task, the nature of the workforde
the leaders:

nt on the culture of the
the personality and skills of

This idea was further developed by Tahne
style of leadership is dependant upon the prevhili
exercise a range of leadership styles and should d

aym Slhmidt who argued that the
mstapce; therefore leaders should
ploy/t als appropriate.

Lewin et al (1939) (also Brown, 1085) didlreke inty Authoritarian, Democratic
and Laissez-Faire styles and this is what/h oundfout each of the leadership styles:

yout ube. com c/ MegalLect ur e/
+92 336 7801123

AUTOCRATIC

An Autocratic or authdrita 1an
information and Mdecision’m? 1

and the workfgreg is ekpected o db exa tly As required. The communication invo
this method i mdinl{ doy ' '

h < ) ) : ¥ (:r;-...«}{'"{i&,:i’}"“i*‘-
of view. The main fadya tage of this style is that the direction of the busine S |
s will all)be similar, this in turn can project an/mage

constant, and| thd defif
| managed bysinéss/ On t her hand, subordinates may become 1g
hellepders 4pd gupf n may be needed. /

!

DE]) (ACRA 1C J/\
1
nja Democratic style the manager allow$ th¢ empldyees t

, therefore all decisions are agreed by the/ majorify. THY comfnuntealidn is extensive in
oth difectiong (from subordinates to leadeslanf v e-versa). Thig style can be particularly

eful whepr'complex decisions need to h€’mhdf that requirg a rangel\of shecialist skills; for
€xampjle, when a new system needs to be putin place, and the pipplr management of the
singss is computer illiterate. From the bverdll b sines$'s point of view, job satisfaction and
quajity of work will improve: however the ddcision\maklfing|prpe€ss is severely slowed down,
the need of a consensus may avoid taking the 'bdst' decikion for the business.

LLAISSEZ-FAIREL

In a Laissez-faire leadership style, the leader's role is peripheral and staff manage
their own areas of the business; the leader thdrefore evades the duties of management and
uncoordinated delegation occurs. The cotnm inication in this style is horizontal, meaning that
it is equal in both directions, however vefy Mttle communication occurs in comparison with
other styles. The style brings out the bestldn highly professional and creative groups of
employees, however in many cases it 1s not deliberate and is simply a result of poor
management. This leads to a lack of staff focus and sense of direction, which in turn leads to
much dissatisfaction, and a poor company image.

www.studyguide.pk
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The emphasis on leader behaviour is exemplified early on in the work of Lewin,
Lippit and White (1939) who trained leaders of boys' club groups to run activities, making
models. This submitted each of the boys, working in groups, to 3 different leadership styles:

Democratic-discussed possible projects with the boys and #ivolve them in decision is about
activities. Explained his comments.

Autocratic-issued orders and told the boys what t¢ dg.. Did)not| invite their opintons.
Sometimes praised or blamed. Did not explain this comnfents.

Laissez-Faire-left the voice to themselves aftal instrucfi hem to do the same as the others
Oftered help only when asked. Did not prafse or blamé.

e G2 56 rebiiOUgh it is generally belie
style in this study proved to be consistdnl ly
produced greater satisfaction amef gtoup
equal or even better models. Hdwevef, the t
and fought far more. The third grou digpla

democratic style of leadership is best, no one

sugerioriin al)/aspects. The democratic style
bers\yet the autocratic style produced either

s stopped working in the absence of the leader

aL in [India the Autocratic style produced better resulty
ber that most psychological results are produced in thd W
gadh effect reported may well not generalise across c,lltu@

E&SHIP L]

hegto the study of leadership styllinclude tfansfprmari

g charisma (stating that leadérs posses solme’ ¢ cepiio
tharagteristics that|cause followers to be loyal and inggfred).| Fhis hpBroAcH see )
same finfel combing apd move beyond the trait apprdathes ¢ ) the conti Cy({th€ories of

a ouse ¥1977) concentrated on charisflatic le adershipfwhicH includés the ability to
R influenge ofpérs' beliefs and behaviour thrduch fhe eadey's owi strength Of belief, personal
V.7 examplk and fate in their subordinates. Hpuselet al{ (199]) cdbnducted 3 study on US

© 29 presidents using historical data, and attemipted to show tHat d lehdes's need for power
predieted their charismatic qualities which in furn predicted thejrSuccess in the presidential
position (leader effectiveness). Examples of charismatic Jeaders would be Martin Luther
King, Tony Blair, Mohammad Ali Jinnah

That is, these newer approaches td leaders ip foeus on the characteristics of the
leader, and how these extraordinary leadef chraclerjstics interact with situational elements, Lo
including the attitudes, beliefs and loyalty| of followers. These theories go beyond the — s
contingency theories because in these newer odels, the leader’s behaviour is more than just
a simple adjusting or adapting to situatioral constraints.

There is some speculation that the “exceptional” characteristics or qualities of
charismatic leaders are related to the possession of exceptionally high social skills and the
ability to relate to (and inspire) followers at a deep, emotional level. Thus, charismatic
leadership is indeed an interaction of leader, follower, and situation,
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