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levels of control and discretion into jobs. Job 
enrichment was applied successfully, but it 
eventually gave way to the job characteristics 
approach. This approach involves changing 
jobs in order to build in greater levels of the 
core job dimensions from Job Characteristics 
Theory (e.g., job autonomy, variety, signifi
cance, identity). A recent development rele
vant to this approach is the importance of 
illustrating to employees the positive impact 
their performance has on others. 

Campion's interdisciplinary approach to 
job design has suggested a number of ways 
that jobs can be changed to enhance a variety 
of outcomes, some of which are relatively 
unfamiliar to organizational psychology. 
The most recent trend in this area is to 
integrate Job Characteristics Theory with 
Campion's interdisciplinary approach in 
order to redesign jobs in an attempt to max
imize both motivation and productivity. 
Regardless of the approach taken, it should 
always be remembered that job redesign is a 
complex undertaking that requires careful 
advance planning and, often, considerable 
financial resources. 

Organizations also use motivation theory 
to discourage other forms of behavior. The 
most typical way of doing this is through the 
use of progressive disciplinary policies. Such 
policies differ by organization. Their actual 
content depends on factors such as the beha
vior being discouraged, collective bargaining 
agreements, and other legal constraints. Ulti
mately, the success of a progressive discipli
nary policy depends on how well it is 
communicated and whether it is applied 
consistently and in a fair manner. 

Many organizations often develop griev
ance procedures to accompany progressive 
disciplinary measures. These allow for em-

ployees to dispute disciplinary actions' 
are not considered fair. As with prclgn:s, 
disciplinary procedures, the ett,ective:rres, 
grievance procedures depends on 
they are seen as fair by employees. In 
cases, formal grievance procedures 
avoided if supervisors and sulJOJ:dirrates< 
open to informal problem solving. 
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eadership is a topic that has been of 
interest to organizational psychol
ogists for several decades. Indeed, 
volumes have been written about 
leadership, though not all have 

products of organizational psycholo-
. Authors ranging from business execu

ta collegiate athletic coaches have 
books about what it takes to succeed 

a leader. Because much of leadership 
,nvolves getting things done through other 

power and influence represent core 
(eti'nti,,, of leaders. In fact, power and influ

are deemed so vital to leaders that some 
have defined leadership largely as a 

ofinfluence (Yuki, 1989,2006). 
In this chapter we examine leadership as 
as power and influence processes. Cov
of the general approaches to leadership 

followed by descriptions of well-known 
lea,1eI'Ship theories. Consistent with recent 

in the study of leadership, the 
devotes much more attention to Call

and process approaches to leader
comparison to those that focus 

(~l'clusively on the traits and behaviors of 

Compared to other treatments o[ leader-
this chapter is somewhat unique in that 

and influence are covered in the same 
as leadership theories. This was 

intentionally to acknowledge that the 
%,,:en,:e o[ leadership is influenCing other 
'j)e,onle's behavior. Whether one is leading a 
,churc:h congregation, a Fortune 500 corpo

or a major league soccer team, much 
one does involves influenCing others' 

lenaVl'Jrs. Furthermore, a leader's success in 
;lntlue:ncing others, as well as the means by 

leadership and 
Influence 
Processes 

whi.ch he or she chooses to do so, will de
pend heavily on the amount and nature of 
power held. Power and influence are clearly 
the "nuts and bolts" of leadership. 

DEFINING LEADERSHIP 

If you were to pick 10 people at random and 
ask them to define leadership, there is a good 
chance that you would get a variety of defi
nitions. According to Yuki and Van Fleet 
(1992), leadership is difficult to define 
because o[ the complexity of the leadership 
process. Because leadership involves interac
tions between leaders and subordinates 
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(typically, the members of a work group), 
leadership can be viewed in many ways. For 
example, we can view leadership as consist
ing of the behaviors that are enacted by the 
group leader. These may include organizing 
the work, obtaining resources for the group, 
providing encouragement to group mem
bers, and ultimately evaluating the group's 
output (Guzzo &: Shea, 1992). 

On the other hand, one could just as 
easily view leadership as a series of functions 
that need to be carried out in order for a 
group to be effective. The nature of a group's 
task may need to be clarified, resources may 
need to be obtained, the spirits of group 
members may need lifting, and the group's 
output must eventually be evaluated. These 
functions can be but don't necessarily have 
to be performed by a leader. Any group 
member with relevant expertise may help 
to provide task clarification, or someone 
with an outgoing personality may motivate 
others. By viewing leadership in this way, we 
are saying that it resides within groups, and 
not with one specific individual. 

Definitions of leadership often differ in 
whether they emphasize leadership behav
iors or the results of those behaviors. Ideally, 
when a leader attempts to influence his or 
her subordinates, these individuals will do 
what the leader wants, and do it willingly. 
Sometimes, however, an influence attempt 
by a leader will result only in grudging com
pliance or may even be actively resisted by 
subordinates. According to some definitions 
of leadership, compHanee or resistance does 
not represent true leadership. On the other 
hand, according to other definitions oflead
ership, influence attempts that lead only to 
compliance or resistance still represent lead
ership, albeit unsuccessful leadership. 

Another issue that complicates the task of 
defining leadership is the frequent distinction 
between leadership and management. A leader, 

some have argued, is a person who 
commitment from his or her subordinai 
and, in some cases, may even inspire 
A manager, on the other hand, is 
who makes sure the "trains run on time" 
primarily obtains compliance from his 
subordinates. A manager is someone 
doesn't make things worse for his or 
group, but doesn't get them too excited . 
Interestingly, the 
distinction is much more of an issue in 
popular leadership literature than it is 
leadership scholars. This may explain 
people have strong feelings about the . 
(see Comment 10.1). 

Despite all the factors that complicate 
meaning of leadership, it is possible to . 
tify some common ground among 
numerous definitions. YukI and Van 
(1992) define leadership as "a process 
includes influencing the task objectives 
strategies of an organization, 
people in the organization to 
the strategies and achieve the 
influenCing the group maintenance 
identification, and influencing the 
of the organization" (p. 149). This definil:ii 
is summarized in Figure 10.1. Vroom 
Jago (2007) have recently defined lcaller, 
more SUCCinctly as "a process of mc)tivat 
people to work together collabor8ltiv,ely 
accomplish great things" (pg. 18). 

There are several things to note 
these definitions. First, leadership 
the influencing of others' behaviors. 
leadership is viewed as a process and 
an outcome. It is possible, based on 
definition, for a leader to engage in 
cessful influence attempts. Third, these 
initions imply that leadership 
variety of skills. Influencing task oli.jecld, 
and strategy may require strong analvtil 
and conceptual skills; influenCing 
implement those strategies and obliectlV 

LIKE MANY AREAS in organizalional psychology, 
leadership has had its fair share of problems 
with definition of important terms and con

One issue that often comes up, 
paJrticularly among those who work in orga

"tliZ<lticms, is the distinction between manage
ment and leadership. A manager is typically 
defined as an individual who engages in tra

administrative behaviors such as 
planmng, helping to organize the work of sub-
.on:linates, and exerting control over their be

.,',"VlOi A leader, on the other hand, is a person 
not only fulfills required administrative 

'.' ftin,:ticms, but also is able to inspire and moti-
vate employees to strive for excellence, and, at 

facilitates meaningful change in organi
zations. 

One of the reasons that we find this "man
agement versus leadership" distinction inter
esting is that it seems to be more of an issue 
for employees, and less of an issue for leader
ship researchers. Although recent theories of 
charismatic and transformational leadership 

interpersonal and persuasive skills. 
leaders are frequently important 

of change in organizations. Changing 
culture of an organization is a tall order, 

\t11ough it may be necessary at times if an 
is to survive. Because of the 

,mUleJUX they have, leaders are often in the 
position to facilitate cultural change. 

e Importance of Leadership 

exactly do leaders do that is so impor
Leaders are often needed to provide 

direction and vision to groups and, 
'!,,[aTlV cases, to entire organizations (Bass, 

Work-group members are often too 
routine task completion, and with 

Defining Leadership • 

address this issue to some degree, leadership 
researchers have not focused a great deal of 
effort on the issue. In comrast, I (SMJ) have 
found that in courses I have taught during the 
past 10 years, the issue is always raised and 
discussed with a great deal of enthusiasm. To 
most people, at least in my experience, man
agers and leaders are distinct groups. 

If people do indeed distinguish between 
management anclleadership, and have strong 
feelings about it, this suggests two things to me. 
First, employees in organizations want to work 
for people who are true leaders and are not 
there just to perform administrative duties. 
Second, there is a shortage of real leaders in 
organizations. There may be many reasons for 
this; it may be due to the [act that real leaders 
are often agents of change. If those in positions 
of authority simply carry out administrative 
duties, this allows an organization to maintain 
the status quo, and no pressure for change is 
created. 

meeting deadlines, to think about where the 
group is headed in the future. In many 
groups, strategic planning and visioning ac
tivities are shared among group members, 
but the leader is typically the focal point of 
such efforts. In a sense, then, leaders help 
organizations to channel productive behav
ior in directions that are beneficial and that 
meet relevant strategic objectives. 

Another important function of leaders, 
particularly those in small groups, is to en
gage in motivation and coaching behaviors. 
Even highly experienced employees occa
sionally need encouragement and, in 
some cases, help in solving difficult work
related problems. As with strategic planning 
and visioning, motivation and coaching 
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FIGIJRE 10.1 
Summary of Yuki and Van Fleet's (1992) 
Definition of Leadership 

-- Development of Task 
Objectives and Strategies 

-- Implementation of Task 
Objectives and Strategies 

Influence f-
Behavior 

f---. 
Group Maintenance 
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activities could potentially be shared among 
the members of a group. However, it is often 
more efficient, as well as less confusing 
for group members, to have one individual 
who is primarily responsible for fulfilling 
these functions. In most cases, that person 
is the leader. 

A third important function of leaders in 
organizations is enforcement and interpre
tation of organizational policies. For most em
ployees, leaders serve as "linking pins" to 
people in higher levels of the organiza
tion (Likert, 1967). Because of this concept, 
leaders are often required to interpret and 
enforce organizational policies. Again, it is 
certainly possible that a group could infor
mally "police itself," but having a formally 
designated leader makes it much more likely 
that organizationally mandated rules and 
procedures will be followed. 

Finally, leaders are important because 
they are typically responsible for obtaining 
resources for groups. Leaders essentially rep
resent the interests of their work groups 
within the broader organizational environ-

ment. Because of this, groups often 
heavily on the persuasive skills of 
obtain resources for task completion. 
out a leader, the members of a group 
be trying to obtain resources and, at 
may get in each other's way. 

The four leadership functions just 
tioned are not meant to be exhaustive, 
they make a fairly compelling case 
importance ofleadership. curthennore, 
organizations becoming flatter, skilled 
ership is even more crucial to the Sl1CCP'''' 

organizations. In flatter or,garnz,atilon'll stI 
tures, leaders have a much wider 
control (i.e" they supervise a larger 
of employees), and the impact of each 
er's behavior is much greater than in 
zations with a great many levels. 
leadership is very important, if not 
the success of an organization. 

GENERAL APPROACHES 
TO LEADERSHIP 

Like many of the topics covered in this 
leadership has been of interest for 
although much of the early writing on 
ership came from philosophers, hi<' ;t011" 
and political scientists. Only within the 
half-century have organizational 
gists become heavily involved in the 
of leadership. During this time, dlstmc't 
proaches to the study of leadership 
evolved. In this section, we review 
these approaches: the trait approach, 
behavioral approach, and the . 
approach. 

The Trait Approach 

The basic premise behind the trait 
to leadership is actually quite Simple: 
who are effective leaders possess traits 
are different from those who are less 

Leadership research gUided by the 
approach is aimed primarily at identify

that discriminate between effective 
ineffective leaders. Indeed, a good deal 

leadership research was based on the 
approach, More exhaustive summaries 

research can be found in Mann (1959) 
Stogdill (1948). 
TnflJrtlm8ltely, early trait-based leader
research to generate a definitive 

of the traits that characterized "the 
leader," partly because some of the 

explored by these early leadership 
,",,"chers (e.g., physical characteristics, 

were not based on sound theoret-
reasoning. In addition, the aim of most 

early leadership researchers was to 
traits to distinguish effective from 

leaders. Given that numerous 
!IDlDliOS influence leaders' effectiveness, it 
"UIld"rsl:andable that using traits alone to 

effectiveness met with only limited 

traits did not predict leader 
fectiv,en"ss well, and because, within psy

emphasis shifted to environmental 
flu"noes on behavior, the trait approach to 
!dershiLp generally fell out of favor in the 

and 1950s, Trait-based leadership re
was still conducted but was clearly a 

UCfl jess dominant a pproach to leadership 
previously had been. Over time, how

the trait approach to leadership resur
and made important contributions to 

study of leadership, primarily due to 
factors. First, researchers eventually 

the emphasis on the prediction 
effectiveness, in favor of predicting 

emergence. In group situations where 
is not a formally designated leader, 

within the group eventually 
the leadership role. Leadership 

illeJrge:nce is simply the process by which 
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The trait approach has also made great 
strides in identifying traits that predict leader 
emergence (Foti &: Rueb, 1990; Zaccaro, 
Foti, &: Kenney, 1991). Those who are more 
intelligent, have higher needs for domi
nance, are high self-monitors, and are 
socially perceptive tend to emerge as leaders 
when no leader has been formally desig
nated, This profile suggests that emergent 
leaders are able to (1) accurately "read" the 
social dynamics of a situation, and (2) adapt 
their behavior to meet those social demands. 
Although not yet researched in the trait liter
ature, it is plausible that such individuals are 
also more likely to end up in leadership 
positions when formal selection procedures 
are used. Longitudinal studies of managerial 
effectiveness would certainly suggest that 
this is the case. 

Second, trait-based leadership research 
has made a comeback because the traits 
investigated in more recent research have 
been more theoretically plausible. According 
to YukI and Van Fleet (1992), several traits 
have been identified that predict managerial 
effectiveness and advancement within orga
nizations, These include a high energy level, 
stress tolerance, integrity, emotional matur
ity, and self-confidence. Given the nature of 
managerial work, it is easy to see how these 
traits would be related to success, especially 
when they are compared to things such as 
physical characteristics or gender. 

Zaccaro (2007) has recently developed 
an integrative model of how leader traits are 
related to leader emergence, effectiveness, 
advancement, and promotion. Zaccaro em
phaSizes that leader traits include person
ality traits, cognitive abilities, motives, and 
values, and that combinations of traits are 
likely to be better predictors of leader effec
tiveness than single traits considered in iso
lation. For example, Kemp, Zaccaro, Jordan, 
and Flippo (2004) examined the ability of 
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social intelligence, metacognition (aware
ness of one's tliought processes), and 
tolerance of ambiguity to predict leader 
effectiveness among military personnel on 
a 3-day decision-making simulation. The 
authors found that those leaders with high 
levels on all three traits performed the most 
effectively, and that low scores on anyone 
trait harmed performance. This line of re
search emphasizes the importance of con
sidering how leader traits act in combination 
rather than in isolation. 

In Chapter 4 we talked about the "Big 
Five" personality traits as predictors of 
job performance. Recall that personality re
searchers have identified five major traits: 
extraversion, neuroticism, conscientious
ness, agreeableness, and openness to expe
rience. One new direction in leader traits 
is to examine the relationships between the 
Big Five and ratings of leadership and per
formance. Bono and Judge (2004) found 
that extraversion was the most consistent 
predictor of transformational leadership
a type of leadership we will tum to later in 
the chapter. Transformational leadership 
refers to the ability of a leader to articulate 
a clear and important vision that will moti
vate followers to strive to achieve. The 
authors noted that, in general, the relation
ships between the Big Five and leadership 
were rather weak. The authors suggest that 
situational variables may influence (i.e., 
moderate) the relationships between the 
Big Five and leadership (see also de Hoogh, 
den Hartog, &: Koopman, 2005). 

Although much has been done to revive 
the trait approach to leadership, there are still 
many questions that trait researchers have yet 
to answer. For example, what are the prac
tical implications of trait leadership theory? 
One would assume that the practical value of 
this approach lies mainly in the area of selec
tion for leadership positions, but that has 

not been fully articulated by trait reseanchel 
Another issue that has not been 
addressed by trait researchers is the 
of various combinations of traits within 
groups. What happens, for example, 
group consists of several individuals 
possess traits indicative of leadership 
gence? Do these individuals share leadelts] 
functions, or do they compete for this 
Despite these potential shortcomings, 
trait approach, particularly in recent 
has advanced our understanding of 
ship processes considerably. 

The Behavioral Approach 

Due largely to shortcomings of early 
research, the focus of leadership 
shifted to the behaviors that seem to 
tinguish effective from ineffective 
The best-known taxonomy of leader 
havior was developed by Ralph Stogdill 
Edwin Fleishman and their 
Ohio State University ·(e.g., 
Harris, &: Burtt, 1955). According to 
researchers, leadership behavior can be 
ken down into two basic categories: 
tiating structure and (2) consideration. 
behaviors that comprise the initiating 
ture dimension are aimed at . 
task performance of groups. Examples 
include organizing work for sU]Jordirta 
communicating performance 
and making sure that subordinates' 
iors stay focused on the tasks that 
performing. 

Consideration is represented by 
iors that are designed to show subo'rdtrrl 
that they are valued and that the leader 
about them as people. Examples of 
dimension include showing an 
subordinates' families, "touching base" 
subordinates periodically to see how 
are going, and being compassionate 
problems occur. 

During roughly the same time period 
the Ohio State leadership studies 

conducted, other researchers were in
in efforts to provide meaningful clas

,flicati(ms of leader behavior. For instance, 
Likert and his colleagues at the Uni
of Michigan made the distinction 

job-centered leadership behavior 
employee-centered leadership behavior 

1961). Blake and Mouton (1964) 
a similar distinction between concern 

production and concern for people in the 
~ev'el()prnellt of their managerial grid. Note 

all of these reflect a basic distinction 
leader behaviors designed to facil

task completion, and leader behaviors 
e"lsUt:u to enhance interpersonal harmony 

group. 
Despite the apparent parsimony of clas

leader behaviors into two broad 
a number of issues were still 

oresoive,::l. For instance, some argued that 
two dimensions were largely indepen-

(e.g., Blake &: Mouton, 1964). In other 
a leader could simultaneously exhibit 

~l1'tvi()rs indicative of initiating structure 
,u ',u,,,,,"nUllUIL Others argued that these 

forms of leader behavior are negatively 
(e.g., Likert, 1961). For example, 

structure behaviors were per
at the expense of consideration, 
versa. 

issue was that some leader 
na'inOrS were difficult to classify as strictly 

structure or strictly consideration. 
instance, a leader may make a point of 

to each subordinate each day, to see 
things are going. This could certainly 

. as consideration because it pro
the leader with an opportunity to 

concern for these subordinates. 
informal chats may also help to keep 

orclinates focused on their work-related 
and may provide an opportunity to 
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exchange important task-related informa
tion with the leader. Thus, the behaviors 
leaders engage in may be more complex 
than this two-dimensional classification 
would suggest. 

Although the Ohio State University two
[actor approach enjoyed some success ini
tially, a number of authors expressed doubts 
about the ability of consideration and initiat
ing structure to predict leader effectiveness 
(Yuki &: van Fleet, 1992). Judge, Piccolo, 
and Ilies (2004) pointed out that these pes
simistic assessments were based largely on 
qualitative reviews of the literature, rather 
than an objective assessment of the ability 
of consideration and initiating structure to 
predict outcomes such as follower satis
faction and leader effectiveness. Judge et a1. 
(2004) conducted meta-analyses of 163 in
dependent correlations between initiating 
structure, consideration, and these out
comes. The authors found the overall rela
tionship between consideration and key 
outcomes, controlling for measurement 
error in the variables, was .48, and that the 
overall relationship between initiating struc
ture and the key variables was .29. Judge 
and his colleagues point out that these rela
tionships are rather impressive, and support 
the validity of the two major categories of 
leader behavior. 

However, one final issue that continues 
to plague the behavioral approach (and has 
[rom the beginning) is that researchers were 
never able to identify a set ofleader behaviors 
that were consistently associated with effec
tiveness across all types of situations. This 
suggests that there is no universal set ofleader 
behaviors that will result in leader effective
ness in all situations. Rather, the behaviors 
that are needed from a leader will vary from 
situation to situation. This realization led to 
the contingency approach to leadership, 
which will be described next. 



• Leadership and Influence Processes 

The Contingency Approach 

The contingency approach is based on the 
assumption that the relationship between 
leader behaviors and traits and effectiveness 
depends on characteristics of the particular 
situation the leader is in. The task of a leader, 
according to the contingency approach, is to 
first "read" the situation to determine what 
behaviors would be most appropriate. Once 
this is determined, the leader has to adjust 
his or her behavior to meet the demands of 
the situation. 

To illustrate how the contingency ap
proach works in practice, let's say that a 
leader has been asked to take charge of a 
group consisting of five highly skilled and 
experienced design engineers. In this type 
of situation, the leader would probably not 
have to do a great deal of teaching and 
performance-related coaching. In fact, if 
the leader tried to do this, the group mem
bers might consider him or her an annoy
ance. Instead, the leader in this situation 
will be more effective if he or she concen
trates on obtaining resources for the group, 
facilitates professional development activi
ties for group members, and periodically 
makes an effort to boost the morale of the 
group. 

Now consider a different leader who is 
in charge of a group of five design engineers 
who are all recent college graduates. A good 
deal of this leader's behavior will be focused on 
task clarification, teaching, and performance
related coaching. In a group like this, these 
activities would not be considered an 
annoyance at all; in fact, they would prob
ably be welcomed. To be effective in this 
situation, a leader would have to be very 
"hands on" with his or her subordinates. If a 
leader in this situation spent the bulk of his 
or her time negotiating for resources within 

the organization, or remained very 
from the group members, he or she 
probably not be successful. 

Most leadership theories 
during the past 30 years are contingenc 
theories. Thus, it is accurate to say that 
field of leadership has accepted the 
premise behind contingency theories. 
consensus, however, has been given 
many of the specifics of the contilrrgen( 
approach. For example, there is not a 
deal of consensus regarding the 
aspects of the situation that leaders 
"read" in order to adjust their beha'vio 
For example, several contingency 
propose that "subordinates" are one 
factor, but there is not a great deal of 
ment on what specific aspects of 
nates are the most important. 

Another area of disagreement 
rounding contingency theories has 
with the behaviors that leaders 
exhibit in order to be successful. As 
ers will see, contingency theories . 
the level of adaptability they ascribe 
leader. In some theories (e.g., 
1967), it is proposed that leaders 
predetermined leadership style that 
subject to a great deal of mCldifiGlti 
Other contingency theories (e.g., 
1971), however, propose that leaaellS 
fully capable of adapting their heha\rio! 
different situations. This really 
the more basic issue of the rmUlt:aOiHt 
behavior, which was discussed in 
vious chapter (e.g., Hellervik, H"zuchj 
Schneider, 1992). Based on that 
the weight of the evidence suggtOOl> 
leaders are capable of modifying 
behaviors to meet situational 
What is not nearly as clear is what 
are specifically supposed to do in 
to the situations they face. 

ODERI'! THEORIES 
LEADERSHIP 

leadership theories deVeloped within 
past 30 years can be classified as con

'tirlgelrrcy theories. In this section, we exam
the contingency leadership theories that 

been most influential in the leadership 
,]iteratUl·e. Influence is defined in terms of the 
>tesearcb generated by the theories, as well as 

impact the theory has had on the practice 
leauelconl'~ within organizations. 

;fil!dil!r's Contingency Theory 

basic premise behind Fiedler's contin
theory is actually quite Simple. Like 

theories, it proposes that 
success of a leader depends on the 

between characteristics of the 
,m:mClD and characteristics of the leader. 
lcc<)rding to Fiedler, situation javorability 
,epenl:l, on the three factors illustrated in 

10.2. The first of these, leader
relations, reflects the extent to 

a leader gets along well with his or 
subordinates. Generally speaking, sit

are more favorable for leaders when 
get along well with subordinates, and, 

, less favorable ifleader-member 
are poor. 

The next Situational attribute, task struc
reflects whether the subordinates are 

on a task that is very straightforward 
dstructur,ed (e.g., produce 50 cars per day), 

the task is vague and unstruc-
(e.g., "Develop innovative products"). 

subordinates may find a lack of 
challenging, from a leader's per

haVIng a high degree of structure is 
favorable than having a low degree. 
task structure is high, the leader is 

to spend less time clarifying the task 
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FIGURE 10 2 
Determinants of Situation Favorability in Fiedler's 
Contingency Theory 

Situation Favorobility 

f 
I I 

Leader-Member Task Position 
Relations Structure Power 

for subordinates, and decisions are typically 
much easIer to make. 

The third determinant of situation favor
ability is the position power of the leader
the amount of formal authority that a leader 
has over his or her subordinates. Some 
degree of authority is inherent in all leader
ship positions, but the amount of authOrity 
actually vanes considerably. Some leaders 
are granted the authority to assign subordi
nates to dIfferent jobs, to evaluate their work 
and to dismiss those who are not performin~ 
well. However, leadership positions do not 
always carry a great deal of authority. A good 
example IS the chairperson of an academic 
depart:;"ent. A chairperson is technically "in 
charge of an academic department, but this 
person has very little formal authority 
beyond that of supervisors in many other 
types of organization. 

From a leader's perspective, a high rather 
than a low position power is desirable. When 
position power is high, subordinates will 
typically do what the leader wants, and the 
leader does not have to exert a great deal of 
force over employees. When a leader's posi
tIOn power IS low, subordinates may still do 
what the leader wants, but the leader may 
have to expend a great deal of effort in order 
to make that happen. Consider, for example, 
the chatrperson of an academic department 
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who is trying to persuade a tenured faculty 
member to teach a class that this individual 
does not want to teach. The chairperson 
must spend time and effort to persuade this 
individual to teach the course, and perhaps 
may have to offer something in return (a 
course release in the future). 

FIGliRE lD 3 . 
Summary of the Eight Octants Which R:present 
Differing Degrees of Situation Favorabllity 

Given these three situational attributes, 
and the fact that each has two levels, it is 
possible to come up with eight unique SH
uations (called octants) in terms of favorabl1-
ity. These are illustrated in Figure 10.3. The 
most favorable situations for leaders are 
those in which leader-member relations are 
good, task structure is high, and pos1l10n 
power is high. In this type of sltuatlOn, a 
leader gets along well Wlth h,S or her sub
ordinates, is directing a group of employees 
working on a well-defined task, and has a 
great deal of formal authority. From a lead
er's perspective, what could be better? A 
leader can then spend his or her nme on 
activities such as strategic planning, acqmr
ing resources for the group, and 
perhaps helping subordinates to develop 

their skills. 
At the other end of the spectrum, the 

least favorable situations for leaders are those 
in which leader-member relations are poor, 
task structure is low, and the leader has very 
low position power. From a leader's perspec
tive what could be worse? The fact that the 
leader does not get along well with his or her 
subordinates is likely to be unpleasant. How
ever when combined with a very vague and 
unst~uctured task and a very low level of 
authority, this is even worse. A leader in this 
situation may have to spend the bulk of h,S 
or her time trying to influence or negotIate 
with subordinates in order to get anythmg 
accomplished. Furthermore, there is no 
guarantee that such influence attempts Wlll 
be successful. The leader WIll have conSId
erably less time available for things such as 
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Task Structure (Ll 
Position Power (Ll 
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Task Structure (Ll 
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';snrate:gic planning, resource acquisition, or 
employee development. 

In between these extremes are six other 
'situat:wIIS that Fiedler referred to as having 
mn,nn-ate favorability for the leader. In the 
interest of brevity, all of these moderately 
{avorable situations will not be described. 

as an example of a moderately 
fav,arable situation, a leader may have good 
l~a,del'-nlernher relations, high task struc

and low position power vis-a-vis his 
subordinates. From the leader's point 
, these situations are inherently more 

omplex than situations of either very high 
low favorability. 

The second portion of Fiedler's theory 
to do with the characteristics of the 

. According to Fiedler, leaders can 
reliably distinguished in terms of 

they are task-oriented versus 
!utlion:lhiJ"- oriented. To measure task 

elationsl1ip orientation in leaders, 
and his colleagues developed 

Least Preferred Coworker (LPC) Scale 
1967). As can be seen in Table 

the LPC Scale consists of 18 pairs of 
Respondents completing this 

are asked to think of a person with 
they currently work or have worked 
past, and with whom they have had 

difficulty in getting work done. A 
score indicates that a leader has 
his or her least preferred co-

in relatively favorable terms. This 
that the leader is relationship 

because he or she is able to rate 
;:C()w()rber favorably, even though the 

is not seen as someone who 
facilitate task accomplishment. In 

a low LPC score indicates that 
preferred coworker is described 

aflVPIV unfavorable terms. This indi-
the leader is task oriented, ac

to Fiedler, because this coworker's 
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negative impact on task accomplishment 
overrides any positive qualities this person 
may possess. 

Fiedler proposed that leaders who are task 
oriented (herein referred to as Low LPC lead
ers) are most successful in either highly favor
able or highly unfavorable situations. In 
highly favorable situations, a Low LPC leader 
will basically leave things alone and not try to 
introduce major changes. He or she will also 
not try to "get into people's heads" and be
come very close to them interpersonally. This 
type of leader behavior simply is not needed. 
In contrast, when situations are highly unfa
vorable, a Low LPC leader is probably the only 
type that will get anything done. In these 
situations, a High LPC leader's attempts to 
develop strong interpersonal ties will likely 
fall flat and will ultimately reduce the chances 
of any form of task accomplishment. 

When situations are moderately favor
able, Fiedler proposed that leaders who are 
relationship oriented (herein referred to as 
High LPC leaders) are most effective. The 
logic here is that moderately favorable situa
tions are not "black and white." Such situa
tions often require some interpersonal 
finesse, and a High LPC leader has this trait. 
Let's say, for example, that a leader is in a 
moderately favorable situation: Leader
member relations are good, but task struc
ture and position power are low. A High LPC 
leader is needed hecause the leader may have 
to rely heavily on his or her relationships 
with subordinates in order to clarify the task 
and ultimately get things done. A Low LPC 
leader would be unsuccessful in this situa
tion, primarily becanse he or she may not see 
the complexities in the situation and may 
simply demand performance. The relation
ship between LPC and situational favorabil
ity is summarized in Figure 10.4. 

Considerable research has been done on 
Fiedler's contingency theory over the years, 
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TABI E lO 1 
Least Preferred Coworker (LPC) Scale (Fiedler, 1967) 

Following arc pairs of words which aTC opposite in meaning, such as "Very Neat" and "Not Neat." Between each pair o[ 

words arc eight blanks to form a scale. . ..' b . 
EXAMPLE: In describing the person with whom you least like to work, if you ordmanly thmk of hIm or her as emg 

"Quite N~at," you would put an "X" in the space marked 7. 

lfyou ordinarily think of this person as being only "Somewhat Neat," you would put your "X" in the space above the 6. 

If you think of this person as being "Slightly Untidy," you would mark the space above the 4. 

If you would think of this person as being "Very Untidy" (or not neat), you would put your "X" in space L 

Look at the words at both ends of the line before you mark your "x," Work rapidly, your first answer is likely to be your 

best one <there are no right or wrong answers, though). 
Please do not omit any items, and marl{ each item only once. 

Now use the scale to describe the person with whom you find it hardest to get the job done. 

· . . . . : : : :Unp\easanl 
Pleasant'-

S
-'-7-'-6-'-5-'-4- --3- --2- --,-

· . . . . : : : :Unfriendly 
FriendlY'_

S
-'-7-'-6-'-,-'-4- --3- --2- --,-

.. ' . . : : : __ : __ : __ :Accepting 
ReJectmg'-, -'-2-'-3- --4- --,- 6 7 S 

· . . . . : : : __ :Relaxed 
Tense'-,-'-2-'-3-'-4-'-,- --6-,-7-, 8 , 

· . . . . : . . __ ·Close 
Distant'-,-'-2-'-3-'-4-'-,- --6-,-7-, 8 , 

Cold: : __ : __ : __ : __ : __ , __ , __ .Wann 
-,- 2 3 4 5 6 7 8 

· . . . . : : : :Hostile 
Supportive'_

S
-'-7-'-6-'-,-'-4- --3- --2- --,-

· . . . . : : : __ :lnteresling 
Boring'-,-'-2-'-3-'-4-'-,- --6- --7- S 

· , ' ' . . : : :Harmonious 
Quarrelsome'-,-'-2-'-3-'-4-'-,-'-6- --7- --S-

· ' . . ' , : : : Cheerful 
GloomY'-,

-'-
2
-'-3-'-4-'-,-'-6- --7- --S-

· . . . . . : : : Guarded 
Open·-

S
-·-

7
-'-6-'-'-·-4-'-3-,-2-,-'-. 

, . ' . . : , . __ ,Loyal 
Backbiting'-,-'-2-'-3-'-4-'-,- --6- --7- B 

· . . ' . . : : :Trustworthy 
UntrustworthY'-,-'-2-'-3-'-4-'-5-'-6- --7- --B-

· . . ' . ' : : :lnconsiderate 
Considerate'-

S
-'-7-'-6-'-,-'-4-'-3- --2- --,-

· ' . . . : : : :Nice 
NastY'-,-'-2-'-3-'-4-'-,- --6- --7- --S-

· . . . ' : : : :msagreeable 
Agreeable'-

S
-'-

7
-'-

6
-'-5-'-4- --3- --2- --,-

· . ' . . : : : :Sincere 
Insincere'-,-'-2-'-3-'-4-'-,- --6- --7- --B-

d
' . . . . : : : __ :Unkind 

Kin '-S-'-7-'-6-'-,-'-4- --3- --2- , 

Note" 1 - least descriptive of the Least Preferred Coworker; 8 = most descriptive of the Least P~eferred ~o:vork~rili 
50W'~e''; E Fiedler. (1967). A theory of leadership effectiveness. New York: McGraw-Hill. U~ed With p~nnlsslOn 0 e 

S .' tl~e LPC Scale can range from 18 to 144. A score of 56 or less indicates that a person 15 a~:a::'~k(-):o::n;m:~(~e:d:r~~:j~e:;;:~:,~ 
cores on b 56 d 63' dicate that a 

or above indicates that a person is relationship-oriented. Scores etween an m 

:::;~O~f High versus Low LPC Leaders at 
lIIT'""''' Levels of Situation Favorability 

High 

Low 

Low High 
Situation Favorability 

the evidence is mixed. For example, it 
been found that leader LPC scores pre
performance in situations of differing 

IvoralJililty in a way that is consistent with 
theory (Chemers, 1983; Chemers, Hays, 

&: Wysocki, 1985), but other 
have not been supportive (e.g, Schrie

&: Kerr, 1977; Vecchio, 1977). The 
comprehensive test of contingency 
to date was a meta-analysis conduc-

by Schriesheim, Tepper, and Tetrault 
This study found that the differences 

performance levels of High versus 
LPC leaders in different octants gener

supported Fiedler's theory. However, in 
of ahsolute levels of performance, the 
were less supportive. For example, in 
favorable situations, it was found, as 

cwc_ccu by Fiedler's theory, that Low LPC 
out-performed High LPC leaders, 

tow'ev"r, the performance of High LPC lead
still above the mean, which is con-

. with the idea of "mismatch" proposed 
. Schriesheim et a!. (1994) recom
that "organizations without the 

or interest in situational engineering 
. consider just trying to make all lead-
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ership situations highly favorable (Octant 1)" 
(p,571) 

Other than the equivocal support, the por
tion of Fiedler's theory that has been the 
source of greatest criticism is the LPC Scale. 
Many researchers have questioned the logic 
behind the measurement strategy (e.g" 
McMahon, 1972; Theodory, 1982). In fact, 
having given the LPC Scale to students for 
several years, we have noted they are often 
confused by the instructions. A more serious 
problem is the lack of support for the construct 
validity of this scale, Recall [rom Chapter 2 that 
construct validity reflects whether a measure is 
measuring the intended construct or attribute, 
Strong support for the construct validity of the 
LPC Scale simply does not exist. 

At this point in time, Fiedler's theory 
no longer represents one of the major theo
retical approaches used by leadership re
searchers, Even so, it is a valuable theory 
because it has generated a great deal of re
search on leadership. It has also served as the 
basis for Cognitive Resource TheOJY (Fiedler &: 
Garcia, 1987), which states that groups draw 
on the different cognitive resources from the 
leader, depending on the situation. This is a 
relatively new approach, and not a great deal 
of work has been done on it as yet. It does 
seem to be a promising approach, though, 
and ultimately may be more useful than 
Fiedler's original theory. 

In addition, Fiedler drew researchers' 
attention to the importance of considering 
the role of the situation in understanding 
the leadership behaviors that are most sup
portive of effective performance (see Vroom 
&: Jago, 2007), A recent study by Yun, 
Faraj, and Sims (2005) illustrates the impor
tance of situational factors as determinants of 
leader effectiveness. These authors examined 
the effects of leadership in the stressful situa
tion of trauma-resuscitation teams, The 
authors examined the effects of empowering 
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(delegating responsibility to team members, 
encouraging initiative) versus directive 
(expecting team members to follow detailed 
instructions and guidelines) leadership under 
situational conditions of high versus low 
trauma severity and low versus high team 
experience. 

The authors used a scenario approach 
in which trauma-resuscitation personnel 
read scenarios describing realistic events 
varying along leadership style, trauma 
severity, and team experience. The authors 
examined how effective participants thought 
the team would be in the given scenario and 
how much of a learning opportunity the 
event would provide. The authors found that 
empowering leadership was perceived to be 
most effective when the severity of trauma 
was low and when the amount of team 
experience was high. Directive leadership 
was perceived to be more effective when 
trauma severity was high or team experience 
was low. This study showed that the most 
effective leadership style depended on real
istic features of the situation, which is the 
primary tenet of the contingency approach to 
leadership. 

Path-Goal Theory 

Pathe-Goal Theory represents a very ambitious 
attempt to blend leadership and employee 
motivation into one theory (House, 1971; 
House & Mitchell, 1974). The basic idea 
behind Path-Goal Theory is that the role of 
a leader is really to help his or her subordi
nates become successful. House actually 
stated this in Expectancy Theory terms 
(Vroom, 1964); speCifically, if a leader is 
successful, subordinates' level of expectancy 
(the perception that effort will lead to per
formance) is raised. Stated differently, the 
function of leaders is to show subordinates 
the "path to the goal." 

Path-Goal Theory states that a 
must be able to adapt his or her leadel:sh) 
style to the subordinates being supelcvis:e, 
and the situation. House proposed that, 
be successful, a leader must be capable 
utilizing the four different leadership 
directive leadership, supportive lea,dershil 
achievement-oriented leadership, and 
ticipative leadership. 

Directive leadership focuses on 
sure that subordinates know what 
supposed to be dOing, and perhaps 
ing task responsibilities. A leader who 
with subordinates once a week to give 
work assignments is exhibiting directive 
ership. Supportive leadership represents 
iors that are aimed at showing concern 
caring for subordinates. A leader who 
it a point to ask about a subordinate's 
child is exhibiting supportive leadership. 

Achievement-oriented leadership re[lY";CI 
behaviors that are aimed at helping emplo,y, 
to improve their performance and UlLlLU,<U 

perform better. A leader may exhibit 
leadership style in a number of ways, 
as providing on-the-j ob coaching, 
challenging goals, making sure training 
development opportunities are available, 
seeing to it that subordinates have the 
sources they need in order to be su,em;s! 
Finally, participative leadership 
behaviors that are aimed at getting the 
of subordinates on work-related m~ltterS 
leader who regularly seeks the input of 
ordinates before making important 
is exhibiting this form ofleadership. 

Having described the four 
styles, the next issue is to determine 
each of these leadership styles snOU1U 
used. Path-Goal Theory proposes that 
ers should consider two situational 
when they are deciding on the appnlpt 
leadership style (1) characteristics 
subordinates and (2) characteristics 

environment. With respect to subordi
the two key factors that a leader must 

"ConsIder are perceived ability and personality. 
considering perceived ability, what would 
the most appropriate leadership style for 

,.suibor·di·llates who perceive themselves as hav
ill!; lilnitedjoll-n,lal~ed abilities? For these sub

'ofclin3Ites, a leader would probably need to be 
directive, because these individuals 
would want to know exactly what to 

Participative leadership may not be 
~J11jlh'lsi.z:ed because individuals who perceive 

abilities to be limited may not have a 
deal to contribute. Achievement

and supportive leadership would 
rob:,bly be used to varying degrees, depend-

on other characteristics of the subordi-

When subordinates perceive themselves 
""IVUIL)',a great deal of task-related ability, a 

would probably need to put relatively 
emphasis on directing. Instead, the 

may need to strongly emphasize 
,cllliev'cment-orient"d and participative lead

Those who perceive their abilities to 
may have a strong desire to further 
those abilities; thus, achievement
behaviors would be called for. 

subordinates may also have a great 
to cont,ibute, so it would be in the 

best interests to solicit input and 
from these individuals. Supportive 

adership would likely be used in varying 
depending on other characteristics 

The second subordinate characteristic 
leaders need to consider when deciding 
leadership style is personality. This is 

. a broad category, but one person-
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reinforcements. A person with an internal 
locus of control believes that he or she has 
a great deal of control over reinforcements. 
Such a person, for example, would believe 
that working hard would be a good thing to 
do because it would lead to positive out
comes. Persons with an external locus of 
control believe that reinforcements in their 
lives are due to external forces such as luck 
tate, or, perhaps, powerful people. ' 

As a leader, managing an individual with 
an internal locus of control would prohably 
require an emphasis on achievement-oriented 
and participative leadership, and compara
tively less on directive and supportive lead
ership. An employee with an internal locus 
of control believes that he or she has control 
over reinforcements, and hence is also likely 
to believe that if performance is increased, 
then positive rewards will result. Facilitating 
this process reqUires the use of achievement
oriented leadership. Also, because those 
with an internal locus of control (internals) 
may also perform well (Spector, 1982), it is 
often in the best interest of the leader to seek 
input from such individuals through partic
ipative leadership. 

Those with an external locus of control 
will likely need greater direction [rom the 
leader; thus, directive leadership behaviors 
will be needed. Also, it is very likely that those 
with an external locus of control (externals) 
will need more support from the leader, com
pared to internals. Having an external locus 
of control has been shown to be associated 
with negative mental health outcomes (e.g., 
Spector, 1982; Storms & Spector, 1987); 
thus, externals may often be more anxious, 
frustrated, and dissatisfied than internals. 

trait that Path-Goal Theory deems 
'p6rta,u is subordinates' locus of control. 

to Rotter (1966), locus of control 
relatively stable individual differ
beliefs regarding control of external 

In addition to the characteristics of sub
ordinates, Path-Goal Theory proposes that 
leaders must focus on characteristics of the 
work environment when they are determin
ing the most appropriate leadership style. 
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One aspect of the situation that is important 
is the prevailing norms regarding authority 
and leadership within an organization. This 
is really an aspect of an organization's culture 
and reflects, for example, prevailing views on 
issues such as employee involvement and 
participation, the extent to which employees 
should take the initiative to solve work
related problems, and whether managers 
should get involved in subordinates' per
sonal lives. In an organization that strongly 
values employee involvement and participa
tion, a participative leadership style would fit 
much better than in a very autocratic orga
nization. Similarly, in an organization that 
places a great deal of emphasis on employee 
self-reliance, a very directive style of leader
ship would probably not fit very well. On the 
other hand, achievement oriented and par
ticipative styles would be very compatible. 

Task structure is a second characteristic 
of the work environment that is important in 
determining the most appropriate leadership 
style. If a leader is directing a group that is 
working on a highly structured task (e.g., 
producing a very simple product), there 
would probably be little need for the leader 
to adopt a directive or a participative leader
ship style because members of the group 
know exactly what they're supposed to do. 
In contrast, when a task is highly unstruc
tured (e.g., developing a new product), a 
leader may at times have to be directive, 
but may also need to be participative in order 
to help the group figure out how best to 
approach the task. 

The final environmental characteristic 
proposed by Path-Goal Theory is the 
nature of the work group one is leading. 
For example, in some groups, the task of 
providing direction is done by experienced 
members of the group rather than the lead
er. If this is the case, the leader does not 
need to be directive but could emphasize 

other leadership styles. Essentially, 
means that the leader's behavior needs 
"add value" to the behaviors being 
formed by members of the group. 

House reformulated his theory in I 
provide a comprehensive theory that 
scribes 10 different categories of leadelrsh. 
behaviors and identifies which 
are appropriate in specific 
(House, 1996). The 10 categories 
large range of behaviors including betlavilo.l 
designed to clarify the work roles of 
dinates to behaviors designed to help 
ordinates achieve excellence in perform:lllt 
House derives 22 propositions from 
theory that provide guidelines for 
specific type of leader behavior is 
have positive, negative, or no CO'tlS(,qulence 
The essence of House's theory remains 
same: Leaders need to possess a 
enoire of behaviors that they can str;ltq;ica 
call on depending on key aspects 
situation and characteristics of SU1JOl:di,tlat 

Given the nature of Path-Goal T1..~~._, 
is difficult to test in its entirety. 
tests of various parts of the 
been relatively successful (e.g., Wofford 
Liska, 1993). Britt, Davison, DlH"e" ana Las 

(2004) also reviewed a number of 
relevant to the effects of military lea,derst 
that supported aspects of House's 
theory. The practical implications of 
Goal Theory corne primarily in the 
management training and development. 
cifically, managers need to be trained to 
ognize meaningful differences among 
subordinates, as well as important 
of the work environment, and 
learn to use the different 
styles proposed by Path-Goal Theory, 
theory may have implications for 
and placement. For example, if a 
very good at developing subordinates 
providing achievement-oriented leade1:sl!.1 
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organization may wish to place this person 
charge of a group consisting of a number of 

young, high-potential employees. Conversely, 
a leader IS very adept at participative lead

er:'[]1~, an organization may want to place this 
in charge of a group that mUst make 

consensus decisions. 

making the decision alone, but, in this case, 
informatIOn 1S obtained from subordinates 
before making the decision. Decision-making 
style CI Involves sharing the problem with 
each subordinate individually, and then mak
mg the decision alone. Decision-making style 
CII mvolves sharing the problem with sub-

om-Yetton-Jago Model 

Vroom-Yetton--:Jago model (Vroom &: 
1988, 2007; Vroom &: Yetton, 1973) 

a contmgency theory of leadership that 
on one aspect ofleadership: decision 

"",,,HiS" This model is also more prescriptive 
other theories discussed; that is, this 

;&n~,;cfocused on providing leaders with a 
of guidelines for which decision-making 

to adopt. According to this model lead
will be more effective to the' exte~t that 
, decision-making style is compatible 

the Situations they face. 
The first component of the Vroom

"cu.ull-J"gumodel to consider is the various 
. that a leader could USe in making a 

<'"""Vt'" As can be seen in Table 10.2 in the 
decision-making style (AI), the'leader 

a . deciSion alone after considering 
informatIOn. The next decision

style (AlI) also involves the leader 

Making Styles Proposed by the Vroom
Model of Leadership 

makes the decision alone after consider
the relevant infonnation. 

.' the decision alone after obtaining 
mlonnation directly from subordinates. 

. shares the problem with each subordi

the decision alone. 
the problem with subordinates as 

and then makes the decision alone. 
deciSion is made by group consensus. 

ordmates as a group and then making the 
decision alone. The final decision-making 
style (GIl) Involves making the decision by 
group consensus. 

According to the model, in order to 
determine which decision-making style is 
most appropriate leaders must analyze a 
SItuatIOn for the presence or absence of 
the follOwing attributes: (I) the need for a 
quality decision; (2) whether the leader has 
sufficient information to make the decision 
alone; (3) the degree to which the problem 
IS structured; (4) whether subordinates' ac
ceptance is needed for implementation; (5) 
w~ether subordinates will accept the lead
er sdeclslOn; (6) the degree to which sub
ordinates share the organization's goals; (7) 
whether there will likely be conflict among 
subordinates as to the most preferred deci
sIOn; and (8) whether subordinates have 
enough relevant information to make a de
CISIOn on their own. 

According to the model, these eight sit
uatIOnal attnbutes will determine a "fea
SIbIlity sef'. of decision-making strategies. 
The feaSIbIlity set simply represents those 
deCISIOn-making strategies that may be ap
propnate for a given situation. Figure 10.s 
shows how this process works. Notice that 
these situational questions are asked in 
sequential fashion that resembles a flow

a 

chart. Specifically, the leader's response to 
each questIOn narrows the feaSibility set until 
eventually one deciSion-making style is rec
ommended. For a leader to Use this theory 
he or she would simply anSWer each of th~ 
questions about the decision to be made, 
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FIG lJ R F J 0 5 h V Y tt Jago Model 
The Recommended Decision-Making Sequence Proposed by t e room- e on-

A. Does the problem possess a quality requiremen~? . ..) 
B. Do you have sufficient information to make a hlgh-quahty decISIOn. 

c. Is the problem structured? . 

f d . ion by subordinates important for effectIve D. Is acceptance 0 eClS 

implementation? . 

If oU W
ere to make the decision by yourself, is it reasonably certam 

E. y b d' , 
that it would be accepted by your su or mates. 

F. Do subordinates share the organizational goals to be attained in 

solving this problem? 
G. Is conOiet among subordinates over preferred solutions likely? 

A B C D E F G 

No 1: AI, AU, el, Cll, GIl 

y" No 2, GIl 
y" 

State No 

the 
y" 3: AI, AIl, Cl, en, GIl 

Problem No 

No 4, AI. All, CI, Cll 

Yes y" y" 
y" 

y" No 5, GIl 

No y" 6A Cll No 
No 6B, CI, Cll 

y" y" Yes No 
No 

7, All, cr, CIl 
No No 

y" 8, AI, CI, Cll, yll 
No 9, Cll 

No 

y" 
y" y" 10: ClI, Gll 

y" lL GIl 
No 

No 12: ell 

y (1973) Leadership and decision-making Pitlsburgh, PA: UniversilY of Pittsburgh 
Source: V. H. Vroom and P. W. etton.· . d . h ennission 
Copyright © 1973 by University of Pittsburgh Press. Repnnte WIt p . 

and, ultimately, a preferred method of deci
sion making would emerge. 

Research on the Vroom-Yetton-Jago 
model has shown that managers are more 

effective when they adopt de(:ISlon-.ffia.K1 

styles that are consistent with the 
prescriptions (Margerison &: Glube, 
Paul &: Ebadi, 1989; Vroom &: Jago, 

However, a major methodological 
rnl1laLJUIl of most tests of the model is that 

have relied primarily on retrospective 
iesl:ri])ti(lllS of decisions made by managers. 

raises the question of whether managers 
their recollections of decisions in a 

that is consistent with the model. More 
research that has not relied on retro

reports (Field &: House, 1990; 
1999) has provided more limited 

"m!lort for the theory. 
From a practical point of view, the 

model is one of the 
useful leadership theories that has been 

lev1:lOpeICl. Compared to other theories, this 
provides leaders with some specific 

~idieliloes for making decisions, rather than 
describing leadership processes. The 
problem with the Vroom-Yetton

model is that it tends to oversimplify 
conditions under which leaders make 

iecisi,ons. For example, in many cases, it is 
for a leader to provide "Yes-No" 
to the questions posed earlier. Fur-

revisions of this model will be needed to 

'vel'come these weaknesses. 

er-Member Exchange 
Model 

\nvnnlowhnhas been partofa workgroup, or 
has been a leader of one, knows that 

veryorle is not always treated the same. To 
contrary, leaders typically develop a 

relationship with each subordinate, 
some of these relationships are more pos
than others. Based on this idea, Danser
Graen, and Haga (1975) developed the 

Dyad Linkage Model ofleadership. The 
Vertical Dyad was Originally used to de

this theory because of its emphasis on 
unique relationship between leaders and 

tbordinates. Over time, however, the name 
theory eventually became Leader
Exchange because this relationship is 
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really one that reflects social exchange 
between the leader and the subordinate. 

According to Dansereau et aJ. (1975), 
within work groups there are typically two 
sets of employees: the in-grollp and the Ollt
grollp. The in-group consists of employees 
who are trusted confidants of the leader. 
These are typically individuals who perform 
well, have a desire to assume greater levels of 
responsibility, and simply get along well with 
the leader. Members of the out-group consist 
of the group of subordinates who have more 
formal relationships with the leader. Members 
of the in-group are typically privy to more 
information from the leader than are members 
of the out-grou p, and they are also given more 
discretion over how to do their jobs. Members 
of the out-group are typically individuals who 
may not perform as well, may not desire a 
great deal of responsibility, or simply may not 
get along as well with the leader as do mem
bers of the in-group. 

Gradually, less emphasis has been 
placed on the in-group/out-group distinc
tion, and more emphasis is on how leader
subordinate relationships develop over time 
(Graen, 1976). According to Graen (1976), 
when a subordinate is first assigned to a 
leader, the leader has relatively limited 
information as to this person's capabilities. 
Thus, over time, the leader tests the subor
dinate by giving him or her assignments of 
increasing responsibility. To the extent that 
the subordinate is successful, a positive 
exchange relationship develops. From the 
subordinate's point of view, there may 
be some degree of negotiation as to specific 
role responsibilities. Other factors that influ
ence the development of this exchange rela
tionship are perceived similarity between 
subordinates and leaders, as well as the !evel 
of interpersonal attraction (Liden, Wayne, &: 
Stilwell, 1993). Exchange relationships are 
likely to be most positive when subordinates 
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are competent, when they and the leader 
perceive some degree of mutual similarity, 
and when subordinates and leaders like each 
other. 

What are the consequences of the ex
change relationship that develops between 
a subordinate and a leader? Gerstner and 
Day (1997) conducted a meta-analysis of 79 
studies that examined correlates of Leader
Member Exchange. They found that LMX 
was positively related to job performance, 
job satisfaction, and organizational commit
ment, and negatively related to outcomes 
such as turnover and role stressors. One of 
the most perplexing findings in their meta
analysis was the relatively small correlation 
between leaders' and subordinates' reports 
on the quality of the exchange relationship 
(corrected r = .37). Thus, although leaders 
and subordinates tend to agree on the quality 
of the relationship that exists between them, 
this level of agreement is not great. At pre
sent, it is unclear why agreement on the 
quality of the exchange relationship is not 
higher, wliat factors influence agreement, or 
the impact of disagreements over the quality 
of the exchange relationship. 

LMX Theory is useful for both theoret
ical and practical reasons. In terms of 
theory, it presents leadership in a more 
realistic light, compared to many previous 
theories. Subordinates are not simply pas
sive reCipients of leaders' influence. In 
terms of practical implications, LMX 
Theory suggests that it is desirable for lead
ers to develop positive exchange relation
ships with tlieir subordinates. This may not 
be possible 100% of the time, but organi
zations may be able to facilitate the 
development of high-quality exchange rela
tionships by training managers in such 
skills as communicating with subordinates, 
providing feedback, and engaging in coach
ing activities. 

LMX Theory faces a number of 
lenges. One of the most important of 
is continued refinement of what 
constitutes the exchange relationship 
To measure the exchange 
Liden and Maslyn (1998) developed a 
that consisted of four distinct dllne11si'atl$ 
(1) affect, which represents the levels 
mutual interpersonal attraction betwe:en' 
leader and subordinate; (2) loyalty, 
represents the amount of public 
provided by each member of the 
subordinate dyad; (3) contribution, 
represents what each member of the 
subordinate dyad contributes pc'sitivelv .. 
the goals of the organization; and (4) 
fessional respect, which represents 
degree to which each member of the 
subordinate dyad has built a rerlUt,alia 
within and/or outside of work, because 
or she excels in his or her line of 
Previous LMX scales have treated 
one-dimensional construct. 

Another challenge for LMX 
expansion of its scope. For most pe,aple, 
unique relationship they develop with 
immediate supervisor is one of thLe TI1m'tirnpe 
tant dimensions of their work PX!1P.l'lCT1CP 

ated the relationship between role arrrbig;Ul 
and job satisfaction. Employees rqlorting 
higb-quality LMX actually reacted pOLS;tiV', 
to role ambiguity. One study also found 
LMX was related to the organizational 
ship behavior of altruism (Wayne 
Green Hawn, 1993). Researchers 
ther investigate these types of relatioUl;hl[ 
Recent studies have also suggested that 
may interact with the cognitive ability 
ployees to also predict creativity 
Farmer, &: Graen, 1999). More recent 
have also argued that other forms 
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transactional, transformational) influ
employee performance through LMX. 

now tum to a discussion of these areas of 

It is important to note, however, that 
leaders can be capable of engaging in both 
transactIOnal and transformational leader
shIp depending on the situation. In fact Bass 

ChlariislTlatic, Transformational , 
Transactional Leadership 

last three leadership theories are the 
'll~"IC'L to be developed. Although less re

has been conducted on these ap
gre'aci1es overall, the theories represent 

the field of leadership is heading and 
become qulte mfluential. Because these 

!PP'fO'lChes to leadership are highly related 
.he" will be discussed together. ' 

The idea of Charismatic and Transfonna
leadershIp IS that there are certain leader 

rehaviors and traits that not only influence 
ub(lrdinates but may also inspire them to 

?ertonn well beyond their capabilities. An
defining characteristic of Charismatic 

Transformational leadership is that both 
the potential to induce meaningful 

m organizations. The terms charis
and transformational leadership are 

used interchangeably, and when a dis
is made between the two forms of 

eacler,;hip, it is noted that charismatic lead
one component of transforma

leaderShip. 

(1998) has argued forcefully that tra~sac
tlOnal leadership often forms the base for 
transformational leadership The 10' h . . glc ere 
IS that a leader must be able to clearly appl 
rules and contingencies for employees t~ 
follow before embarking on the more moti
vatmg behaviors involved in transforma_ 
tlOnalleadership. 

Judge and Piccolo (2004) have argued that 
transformatIOnal leadership is composed of 
fourpnmary dImensions. The first dimension 
IS tdealized influence (charisma). This compo
nent refers to leaders setting the example of 
exemplary performance and dedication to the 
organization through conviction and emo
tional investment. Those who are charismatic 
tend to have a number of common traits: a 
capttvatmg tone of voice,direct eye contact 
wtth the lIstener, animated facial expressions 
and a powerful, confident, and dynamic com~ 
mumcatlOn style. This type of communication 
style obviously helps a leader to communicate 
hts or her vision and to generate enthusiasm 
for it. It also helps more generally by increas
mg the leader's appeal to his or her followers 
Charismatic leaders have great "presence'; 
and make a tremendous impression on those 
around them. 

Th~ second dimension is inspirational 
mattvatlOn. One task that is often Cited in this 
regard is providing a vision. According to 
House (1977), a VIsIOn is a very generalized 
Ideal state that typically represents shared 
values and often has moral overtones. An 
example of . . £ 

The term that is sometimes used to de
the opposite of Charismatic and Trans

lonnaltiolrlal leadership is Transactional 
'ead'ersi1iv. A transactional leader is one who 

sure that subordinates get the job 
and follow the rules of the organization. 

leaders typically use behavioral 
of reward and punishment to 

clear the behaviors that are expected 
the employee Qudge &: Piccolo, 2004). 

leaders, however, do not 
subordinates or faCilitate meaningful 
In organizations. 

. a VlSlOn or a university 
mIght be to enlighten the students; a vision 
for a military organization might be to 
uphold freedom around the world; a vision 
for an auto manufacturer might be to 
enhance the mobility of SOCiety. A vision 



• Leadership and Influence Processes 

THE VISION THING 

ONE OF THE key components of Charismatic 
and Transformational leadership is vision. A 
vision is essentially an ideal or desirable end 
state that of len has moral overtones. A leader 
with vision "stands for something" and has a 
sense of purpose that is communicated to his 
or her followers. 

Vision has become particularly important 
in the political arena. When candidates run for 
national office, the vision that they are able to 
communicate to voters can literally make or 
break their chances of being elected. In 1980, 
Ronald Reagan defeated Jimmy Carter [or the 
U.S. Presidency largely based on the vision that 
he communicated to the American public. 
Reagan's vision, based heavily on conservative 
principles, struck a chord with voters who 
wanted lower taxes and a stronger national 
defense. Whether or not one agreed with Rea-

applies to all members of the organization 
and can thus serve as a general "rallying 
point" for everyone. Many examples of lead
ers, particularly in the political arena, can be 
distinguished on the presence or absence of 
vision (see Comment 10.2). 

The third dimension is intellectual stimu
lation. This dimension refers to the trans
formational leader's ability to challenge 
subordinates and encourage them to be cre
ative and take appropriate risks. Leaders may 
encourage subordinates to think outside the 
box in order to come up with innovative solu
tions that will instill a competitive advantage 
to the organization. 

The final dimension is individualized 
consideration. This dimension refers to the 
leader's ability to attend to the needs of 
employees and make the employees feel 
understood and appreciated. In many ways 

gan's "vision," there is no denying that 
communicated it well and was L[UILco""cesSIUt.' 

at convincing the public to embrace it. 
Just as having a vision propelled 

Reagan to victory, a lack of vision may 
been one of the major reasons George H. 
lost the preSidency to Bill Clinton in 
Although Bush showed excellent 
management skills during the Gulf War, 
was unable to articulate a coherent vision 
the way Reagan did many years earlier. 
many voters, it was difficult to tell 
what Bush stood for. Clinton, in cOlltnlSt, 
was very successful at communicating a 
based on economic opportunity, and in 
instances seemed to connect with 
much better on a personal leveL The eWU':SUIIL 

was tliat Clinton won a cOl"vincin~:vi,=tory ,we,' 
Busli and third-party candidate Ross Perot. 

this dimension incorporates aspects of 
theory into what it means to be a transtorr 
tionalleader. Transfoffi1ational leaders 
to have a charismatic communication 

Research over the years has shown 
transfoffi1ational leadership is 
positive outcomes such as employees' 
formance, satisfaction, and positive 
tions of leaders (Bass &: Avolio, 
Shamir, House, &: Arthur, 1993). 
and Piccolo (2004) recently COflductec 
meta-analysis of over 87 studies exl,mirt 
the correlations between 
and transactional leadership and 
performance outcomes (e.g., follower 
satisfaction, follower satisfaction with 
leader, leader job performance). 
authors found an overall validity coettlc 
of .44 for transformational leadership 
.39 for transactional (contingent 

ad"rslhip. One interesting finding was the 
strong positive correlation (.80) 

transformational and transactional 
a:d"rsilip in the meta-analysis. This find
gstrongl'y suggests that transformational 

transactional leadership are not oppos
ends of a single dimension of 

Bass and his colleagues have 
found that both transformational and 

nsc,ctionalleadership predict the perfor
of light infantry platoons in combat

!l1lllanon exercises (Bass, Avolio, lung, &: 
2003). 
emerging trend in research on trans-

W.UUHd< leadership is examining how such 
predicts perfoffi1ance outcomes. 

studies investigating similar determi
were recently conducted by Piccolo 

Colquitt (2006) and Purvanova, Bono, 
Dzieweczynski (2006). Both papers 

"'C"c.u the idea that transfoffi1ationallead
their employees to be engaged in 

oteme:ani'] 19liulwork (e.g., report higher job 
such as variety, significance, 

autonomy), which then leads their em
to perfoffi1 better. In support of this 

rpothesis, Piccolo and ColqUitt (2006) 
that such job characteristics mediated 

relationship between transfoffi1ational 
and both task perfoffi1ance and 

citizenship behavior. Purva
(2006) also found that perceived 

.:charalcte,ristics mediated the relationship 
transfoffi1ational leadership and a 

measure of citizenship perfoffi1ance, 
"",vh,'n controlling for objective job char
;,u",,,,,. Taken together, the results indicate 

transformational leaders produce em
who perform better because the em
take greater ownership of their work 
their work is more Significant. 

researchers have argued that trans
HO<.<UUd' leadership is related to follower 

through leader-member ex-
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change (LMX; Wang et aI., 2005). The logic 
here is that transformational leaders end up 
fOffi1ing a stronger interpersonal bond with 
their followers, which leads their followers to 
perform better. Wang et al. examined leader
follower dyads in organizations across the 
People's Republic of China. They found that 
the relationship between transformational 
leadership and the employee's task perfor
mance was completely mediated by a meas
ure of LMX fOCUSing on the quality of the 
relationship between the employee and 
supervisor. 

Authentic leadership 

One of the most recent approaches to lead
ership coming from the field of organiza
tional psychology is authentic leadership. 
Avolio, Gardner, Walumbwa, Luthans, and 
May (2004) define authentic leaders as "those 
individuals who are deeply aware of how 
they think and behave and are perceived by 
others as being aware of their own and 
others' values/moral perspective, knowledge, 
and strengths; aware of the context in which 
they operate; and who are confident, hope
ful, optimistic, reSilient, and high on moral 
character" (pp. 802-804). A key aspect of 
authentic leadership is leaders being "who 
they are" and harnessing the energy of fol
lowers by causing them to connect with the 
goals of the leader and group. 

Avolio et a1. (2004) developed a model of 
authentic leadership illustrating how authen
tic behavior on the part of the leader results 
in followers being more likely to personally 
identify with the leader and collective (i.e., 
organization), which then leads the followers 
to experience hope, trust, and positive emo
tions. These positive emotional states then 
create the favorable work attitudes of com
mitment, job satisfaction, meaningfulness, 
and engagement, which result in the positive 
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I LEADERSHIP AND CULTURE 

CULTURAL DIFFERENCES IN leadership hav~ not 
been heavily researched by organizatlonal 
psychologists. One of the few extensive trea
tises of cultures and leadership was recently 
completed by House and his colleagues 
(2003), who examined 17,000 leaders from 
951 organizations in 62 societies ~cross the 
globe. The authors were interested m explor
ing differences between culture~ in how they 
viewed leadership and the practIces that lead
ers used in the different cultures. The authors 
also explored value differences across the 62 
societies. Six global leader behaviors were 
identified: charismatidvalue-based le~der
ship (leader ability to inspire ~nd motlVa~e 
olhers) team-oriented leadershIp (emphasIs 
on tea';'-building and being diplomatic), par
ticipative leadership (involving others in lea~
ership decisions), human-oriented leadershIp 
(compassion and consideration .to~ar~ ~ub
ordinates), autonomous leadershIp (mdIVldu
alistic decision making and independence! 
separation from subordinates), a~d self
protective leadership (focus behaVIOrs on 
protecting the individual leader and group 
through behaviors designed to enhance status 
and save face). 

House and his colleagues found that all 
cultures believed in the importance of leaders 

outcomes of performance, extra effort, and 
less withdrawal. The theory of authentlc 
leadership is in its early stages of develop
ment, but wiJIlikely get much more attentlOn 
given recent highly publicized incidences of 
leader corruption and lack of character. 

Before ending our discussion of leader
ship it is worth noting that, until recently, 
cros~-cultural research on leadership was 
lacking. However, Comment 10.3 discusses 
an ambitious project examining conceptlons 

possessing a team orientation and. . 
communicating a vision to subordmates. 
authors found the most variation in the 
leader behaviors of autonomous leauel:sUlLp 
and self-protective leadership. AlLto!oOlUOllS 
leadership was seen as slightly effective 
countries of Eastern Europe (wiLh the 
tion of Hungary) but was seen as ,·10ellecuve In 

most countries of Latin America, the ,mu"!". 
East, and Anglo countries. Self-protectiv: 
ership was seen as being slightly effecttve 
the following countries: Albania, 
Egypt, Iran, and Kuwait. Howeve.r, t~is 
of leadership was seen as ineffectlve III 
countries, especially in Northern Eu,ro])ea,fl 
countries such as France. The book rle"crihes 
the similarities and differences across CUllun:, 

in perceptions of effective and ineffective 
er behaviors, and attempts to link these 
ceptions to differences in the va~ues of 
cultures involved. The research dlscussed 
this book will likely inUuence future il· lVesnc, 
gations of how leadership differs across 
tures. 

Source: House, RJ., Hanges, Pl, Javidan, M., 
P.W., & Gupta, V. (Eds.) (2003). Culture, lea.lk."hip, 
organizations: The GLOBE study or 62 SOCIeties. 

sand Oaks, CA: Sage Publications. 

of leadership across 62 different 
Future research will be addressing lH'''U·'B 

cations of this project for multiple corrc,:p 
alizations of leadership. 

POWER AND INFLUENCE 
IN ORGANIZATIONS 

Regardless of whether one is a chief 
tive officer of a Fortune 500 company or 
supervisor of a janitorial crew, a big 

job is influencing others to behave in 
that are consistent with the goals of the 

Furthermore, the extent to 
a leader can influence others depends, 

large extent, on his or her social power 
others. In addition, employees other 
leaders can use power and influence 

adaptive or dysfunctional ways 
organizations. In this section, power 

be discussed first, followed by influence 

term power is often used in a negative 
even though it is not inherently bad 
Power simply represents a person's 

or capacity to influence others 
&: Raven, 1959). When one attempts 

another person's behavior, the 
of that influence attempt generally 

one of three forms (Kelman, 1958): 
crrt])iia:nce, identification, or private accep

. Compliance refers to an influence 
where the target of influence does 

is requested, but does not necessarily 
willingly. When a child is told by a 

that he or she cannot have a cookie, 
child typically complies with this direc
but, if given the choice, would certainly 

cookie (at least that's the way it works 
he,us,es';. An example of compliance in 

~·w'orlcptace might be an employee wearing 
of safety equipment, even though he 

doesn't want to and does not believe it 
necessarily be effective. 

second potential outcome of influ
is referred to as identification. In this 
the employee does what the leader 
primarily because he or she likes the 
As with compliance, when behavior 

,naJlged on the basis of identification, 
a change in behavior but not in 

that is, the employee still does 
want to do what the leader wants 
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done. A work-related example of identifica
tion would be employees staying late to help 
their well-liked leader meet an impending 
deadline, even though they do not inherently 
believe in the value of the project. 

The third result of influence is referred to 
as private acceptance or internalization. In this 
case, the employee does what the leader 
wants because he or she believes that it is 
the right thing to do. Compared to compli
ance and identification, private acceptance 
is, in the long run, much more efficient for 
leaders. Therefore, if subordinates believe 
that what the leader wants them to do is 
correct, the leader will need to spend much 
less time either monitoring to ensure com
pliance, or making sure that subordinates 
still like him or her. Keep in mind, however, 
that it is not always necessary for a leader to 
obtain private acceptance from subordinates. 
For example, employees often must comply 
with safety guidelines, even if they don't 
agree with them. 

The fourth and final outcome of influ
ence that might occur is resistance. In this 
case, the employee simply does not do what 
the leader asks. Resistance may take the form 
of an overt refusal, but, more typically, an 
employee will simply be evasive when the 
leader inquires about whether the subordi
nate has carried out the request. This can be 
a very frustrating situation for a leader, and it 
is obviously the least desirable outcome from 
a leader's perspective. 

Bases of Power 

Leaders are not automatically endowed with 
an unlimited amount of power over subor
dinates. Leaders also differ in terms of the 
sources or bases upon which power over 
subordinates can be exerted. The most 
widely cited model of power was proposed 
by French and Raven (1959) over 40 years 
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ago. According to this model, power rests 
upon six bases. Some readers may recognize 
the fact that most treatments of French and 
Raven's model describe only the first five 
bases, but the original model did contain 
six. The first base of power is labeled coercive 
power. The basis of this influence tactic is that 
one person can punish another. Thus, a 
subordinate may do what a leader requests 
because the leader has the power to fire the 
subordinate. Although the threat of punish
ment may give a leader considerable power 
over subordinates, coercive power generally 
is not a very efficient base of power. If sub
ordinates do what the leader wants only 
because they are threatened with punish
ment, the leader's power is diminished con
siderably if he or she is not around to 
monitor the ongoing behavior and adminis
ter punishment if necessary. 

The second power base described by 
French and Raven is labeled reward power. 
This is essentially the opposite of coercive 
power. That is, subordinates do what the 
leader wants because the leader has the abil
ity to reward them in some way. For exam
ple, a subordinate may comply with a 
leader's request that he or she work overtime 
because the leader has the power to grant 
this employee a larger pay increase when 
raises are given out. Unfortunately, as with 
coercive power, reward power is not a highly 
efficient power base. It requires the leader to 
monitor subordinates' behaviors and reward 
them at the appropriate time. An individual 
who possesses either coercive or reward 
power is likely to also possess the corre
sponding type of power. Leaders differ, how
ever, in the extent to which they ultimately 
choose to use reward versus coercive power 
(see Chapter 9). 

The third power base is labeled legiti
mate power. This power emanates from the 
pOSition that one holds in an organization. 

In most organizational settings, the fact 
one employee is another employee's' 
visor means that the supervisor has a 
imate right to make requests of the 
person. Note that this legitimate right 
independent of the person holding 
position. Compared to coercive and 
power, legitimate power is more efficient. 
does not require surveillance on the 
part because, in most organizations, 
level of legitimate authority that goes 
any given position is typically known. 
fact, in many cases, it is even dc'cum':nt,ec 
in job descriptions and other formal 
ments. A limitation of legitimate 
however, is that if it is used ex(:lusiv,ely, 
may elicit only compliance from SU1JOI'ci: 
nates and, in the long run, may eni,erlder: 
great deal of resentment among them. 
pIe generally do not like to be told to 
something simply because ''I'm your 
visor." 

The fourth power base is expert 
This is power based on the fact that 
individual is perceived as an expert on 
thing that is important to the target 
ence. If the leader of a group of 
engineers is also an expert design enginle, 
this will make subordinates more likely to 
what he or she says. One thing that is 
tant to note about expert power is that 
the perception that is important. For this 
be a viable power base, subordinates 
perceive that the leader is an expert. 
less of the level of one's true expertise, . 
is not perceived, then no expert power 
It is also possible for nonleaders 
given workgroup or organization to 
expert power. For example, if a certain 
ployee is known as the individual posse:ssit 
a large amount of knowledge 
particular topic or procedure, that errlplc)y 
will have expert power even ifhe or she 
technically a leader. 

The fifth base of power in French and 
model is referent power. This is 

based on subordinates' liking of a 
Here, as in the identification mode 

influence described earlier, subordinates 
what the leader wants because they like 

or her. Although this form of power 
not require surveillance, it is also some

more tenuous than expert power 
interpersonal attraction is consider-

more volatile than expertise. If subordi
no longer have positive feelings toward 

leader, then a great deal of his or lier 
over subordinates is lost. 

The sixth and final base of power is 
rel"m:d to as informational power. As stated 

this is typically not presented as one 
the bases of power in the French and 

model, but it was included in the 
model (Raven, 1993). A leader has 

,nfc)rrrLation:al power to the extent that he 
she has high-quality information that will 
convincing to subordinates. For example, 

perSC)ll trying to convince someone else to 
a seatbelt would have a great deal of 

ClluuwmC'Ha, power if valid data could be 
shOwing that the odds of being fatally 

are much lower if a seatbelt is being 

. After the development of the initial model 
. power bases, French and Raven made a 

of further refinements to the model 
1993). For example, they differenti

between personal and impersonal forms 
,I r,ew:arc and coercive power. Rewards and 
)unisbLm"nts em come in the form of personal 

or disapproval. Conversely, they can 
come in more impersonal forms such as a 

a "Juno, reprimand. French and Raven 
refined the concept of legitimate power 

!Q.11sid,erably. They proposed, for example, 
legitimate power was based not just on 
formal organizational position, but also 

the prinCiple of reciprocity ("1 did this for 

Power and Influence in Organizations • 

you, so you should feel obligated to do this for 
me"), equity ("1 have worked hard and suf
fered, so I have the right to ask you to do 
something to make up for it"), and responsi
bility or dependence ("1 cannot help myself, so 
you are responsible for helping me"). 

Expert and referent power were further 
distinguished in terms of being positive and 
negative. As originally conceived, both ex
pert and referent power were positive. 
French and Raven, however, later pointed 
out that both could be negative as well. 
Negative expert power represents situations 
in which a person is seen as having superior 
knowledge but, at the same time, is seen as 
using the superior knowledge only in order 
to further his or her own interests. Negative 
referent power occurs when a person is seen 
as someone who is disliked rather than liked. 
If this person were a leader, subordinates 
may be inclined to do the opposite of what 
this individual wants them to do. 

Informational power was distinguished 
in terms of being direct or indirect. When 
informational power is direct, this means 
that the leader presents logical arguments 
to subordinates directly. When it is indirect, 
the information does not come from the 
leader directly, but may instead come from 
another subordinate or another leader. This 
distinction is important because social psy
chological research on influence (e.g., Petty 
&: Cacioppo, 1981) has shown that, in some 
circumstances, information that is conveyed 
indirectly is given greater weight by the tar
get of influence than information communi
cated directly. 

No competing models of power bases 
have been proposed, but there has been at 
least one effort to add to the power bases 
originally proposed by French and Raven. 
Finkelstein (1992) examined bases of power 
within top management teams and, although 
some of the power bases he proposed 
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corresponded to those in French and Raven's 
model, there were two that were nnique. 
Ownership power represents the extent to 
which the member of a top management 
team bas an ownership stake in the organi
zation, through either stock ownership or 
family relations. Within a top management 
team, an executive who is a significant share
holder or is related to the organizational 
founder often wields tremendous power. 

The other unique power base proposed 
by Finkelstein (1992) was prestige power. 
This represents the extent to which the mem
ber of a top management group has acquired 
prestige and status outside of the organiza
tion. Finkelstein measured this by the num
ber of corporate boards a manager serves on, 
the level of prestige of those organizations, 
the number of nonprofit boards one serves 
on, and, finally, the prestige of the university 
where the executive received his or her edu
cation. Generally speaking, an executive has 
greater prestige power if he or she serves on 
the corporate boards of a number of success
ful organizations, also serves on the boards 
of nonprofit organizations, and graduated 
from a prestigious university (e.g., Ivy 

League). 

Influence Tactics 

To this point, we have discussed the 
potential of leaders to influence their sub
ordinates. However, to truly understand 
the dynamics of power and influence, we 
must go beyond the potential to influence 
and examine the specific tactics that lead
ers use to influence subordinates. Accord
ing to YukI and Tracey (1992), 
nine distinct tactics can be used to influ
ence. These are presented in Table 10.3. 
As can be seen rational persuasion simply 
involves providing employees a logical 
explanation of why a given request is 

being made. For example, a foreman in 
factory may advise a subordinate to 
protective earphones because chl:ont8 
exposure to loud noises can lead to 
ual hearing loss. 

When inspirational appeals are used, 
leader or person doing the 
attempts to appeal to the target's values 
ideals, and to persuade that person that he 
she will be able to get something done. 
example of inspirational appeals, a 
commander might attempt to encourage 
or her troops to continue fIghting after 
are fatigued. The commander could 
the strategic need to carry on, or 
appeal to the troops' sense of patriotism . 
military duty. As indicated earlier in 
chapter, this type of appeal is used 
quently by transforrnationalleaders. 

In using consultation, the leader 
ences subordinates by seeking their 
ance on an activity for which 
participation is crucial. This tactic is 
used when changes are introduced in 
nizations. For example, if an 
wants to redesign jobs and must persuac 
employees to accept these changes, a 
way to start is to seek the employees' 
ance in the job redesign effort. 

By using ingratiation, a leader att<empt~;t 
influence subordinates by putting them 
good mood before making a request. 
can be done in a variety of ways 
complimenting the subordinate, 
with his or her views or opinions, or 
favors for this person. A supervisor 
getting ready to ask a group of sul)ordinat! 
to work on a weekend may bring the 
doughnuts before making the request. 
tiation must be used carefully, however 
may make people less likely to cOlnply,mtl 
request if it is seen as insincere. Some 
may be familiar with the situation 
"The OffIce," where the leader often 
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~~~~o~f Nine Common Influence Tactics Used by Leaders 

Inspirational appeal 

Consultation 

):P,ersona! appeal 

Definition 

The person uses logical arguments and factual evidence to persuade you that a 
proposal or request is viable and likely to result in the attainment of task objectives. 

The person makes a request or proposal that arouses your enthusiasm by appealing 
to your values, ideals, or aspirations or by increaSing your confidence that you 
can do it. 

The person seeks your participation in planning a strategy, activity, or change 
for which your support and assistance are desired, or the person is willing to 
modify the proposal to deal with your concerns and suggestions. 

The person seeks to get you in a good mood or to think favorably ofhirn or her before 
asking you to do something. 

The person offers you an exchange of favors, indicates a willingness to reciprocate 
at a later time, or promises you a share of the benefits if you help to accomplish 
a task. 

The person appeals to your feelings of loyalty and friendship toward him or her 
before asking you to do something. 

The person seeks the aid of others to persuade you to do something or uses the 
support of others as a reason for you to agree also. 

~he person seeks to establish the legitimacy of a request by claiming the authority or 
rIght to make it or by verifying that it is consistent -with organizational policies, 
rules, practices, or traditions. 

The person uses demands, threats, or persistent reminders to influence you to do 
what he or she wants. 

: . Yuki and]. B. Tracey. (l~92). ~onsequences of influence Lactics used with subordinates, peers, and the boss.Journal of 
Psychology, 77,525-535. Copynght © 1992 by the American Psychological Association. Reprinted wilh permission. 

blatantly obvious forms of ingratiation 
have little effect on employee behavior. 

When exchange is used as an influence 
the leader offers subordinates some

, return for complying with a request, 
'perh'lDs offers them a share of the benefIts 

will accrue when a task is accomplished 
Cialdini, 2001). In some companies, 
of exchange are actually mandated by 

!anizational policies. For example, when 
employees work more than 40 hours 

they receive overtime pay for doing 
> tJlo",ever. this exchange may be strictly 

the leader and his or her subordi
For example, if the manager of a fast-

food restaurant wants employees to come for 
an early morning crew meeting, one way of 
getting employees to be there is to provide 
another incentive, such as an extra 3D-minute 
break. 

When a personal appeal is used as an in
fluence attempt, the leader appeals to a sub
ordinate's sense of personal loyalty and 
friendship before making a request. This in
fluence tactic can only be used if two people 
do in fact share some degree of loyalty and' 
friendship. Prior to making a request of 
a subordinate, the leader may fIrst state: 
"We've been friends for a long time, and have 
been through some tough times together, so I 
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know you're someone I can really count on." 
After hearing that, most people would find 
it difficult to turn down the subsequent 
request. 

Forming a coalition to influence involves 
seeking the aid of others to directly per
suade a subordinate to comply with a 
request, or using others as examples of 
why a request should be honored. A good 
example: Get a subordinate to comply with 
a requirement to wear safety equipment by 
having other subordinates, who are wearing 
the eqUipment, persuade this individual 
that safety equipment is needed. This prin
ciple of influence is called social proof by 
Cialdini (2001), and capitalizes on the idea 
that individuals often determine what is 
correct or right by noting what other people 
are doing. 

When legitimating is used, the leader seeks 
to establish the legitimacy of his or her request 
by falling back on his or her authority to make 
the request or, in some cases, citing organiza
tional policies or rules. In the military, the 
leader frequently points out that he or she 
outranks the subordinate; in military organi
zations, this form of influence tends to work 
very well because of the emphasis on rank. In 
other types of organizations, use oflegitimat
ing may be less successful and, if used fre
quently, may ultimately engender animosity 
among one's subordinates. 

The final influence tactic listed in Table 
10.3 is pressure. This involves the use of 
demands, threats, or persistent monitoring 
to make subordinates comply with a request. 
Suppose a supervisor wants to make sure a 
subordinate is on time every morning. One 
way to do this would be to check the person's 
desk to see if he or she is present by the 
required time. Although pressure may, at 
times, get leaders the behavior they desire, 
this almost always comes in the form of 
compliance on the part of the employee. 

Thus, using pressure typically requires 
good deal of energy on the part of the 
because subordinates' behaviors must be 
quently monitored. 

Although research on influence tactics 
still relatively new, there are some re"sonaIJ) 
consistent research findings. If a Ip"rlpn"ioh~' 
to obtain behavior change in the form 
pJivate acceptance, the most effective way 
do so is through inspirational appeals 
consultation (Falbe & Yuki, 1992; 
Kim, & Falbe, 1996; Yuki & Tracey, 
Tactics such as coalition formation, leg~tilnat 
ing, and pressure are unlikely to 
vate acceptance, and, in fact, may nmleau 

resistance. The reason simply may be 
people are generally more enthusiastic 
doing things when they feel that they 
some freedom of choice in the matter. 
(1966) has noted how individuals eX1perien( 
resistance when they experience a threat 
their personal freedom, which may lead 
to do the opposite of what is requested. 

Another consistent finding from this 
erature is that influence tactics may inllUE,nCl 
others' behaviors in an additive fashion. 
example, Falbe and YukI (1992) found 
the use of combinations of some tactics 
more effective at facilitating behavior 
than using the tactics alone. For example, 
inspirational appeal combined with 
tation was more effective than using eitlher 0 

these tactics alone or using Single 
tactics such as pressure or legitimating. 
suggests that, in some cases, the it· lfl'1en.e, 
process takes time, and the leader must 
prepared to use multiple tactics to . 
subordinates' behaviors. 

The research on influence tactics is 
relatively new, but it has pn)dl1e"d "orneveI) 
important practical insights for leaders. 
haps the most important of these is that 
leaders want their subordinates to do 
willingly, in the long run they are 

off asking them do it rather than sim
relying on their position or using more 

techniques. Although asking may 
!{eLUU15U, it will produce more long-lasting 
'havic.ral change than will the Use of more 

s in Organizations 

term organizational politics often con
up images of very negative forms of 

, therefore, most people want to 
the politics of an organization. Never

political behavior is a fact of life and, 
cases, represents an important [onn 

:fjttfluen,ee within organizations. Organiza
politics has been defined as influence 

ena'ylc'L within organizations, that falls out
of the recognized legitimate power sys
(Yoffie & Bergenstein, 1985). Political 

is often aimed at benefiting an indi
or group at the expense of the orga

!'Z,mClll as a whole and at acquiring more 

According to Miles (1980), one of the 
factors motivating political behavior is 

picertairlty. For example, when employees 
uncertain about the goals of the organi

political behavior often results. An
factor that strongly contributes to 

behavior is scarcity of resources. 
lthough technically everyone in the same 
tgani,,:ati.on is "on the same team," obtain

scarce resources is a highly competitive 
in many organizations. Thus, the 

Jan"""r of a department may have to 
in considerable political behavior in 

to obtain even minimally acceptable 
!'Sourc:es. 

Other conditions that motivate political 
are technological change, ambigu-

in decision making, and organizational 
Often, the introduction of new tech
in organizations creates consider

uncertainty with respect to work roles 
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and lines of authority; both conditions are 
ripe for political maneuvering. In many orga
nizations, decisions are made with incom
plete information; thus, it is not clear which 
alternative is "correct." When this is the case, 
political behavior often results because advo
cates of different positions may attempt to 
influence the decision-making process. 
Finally, political beliavior is very common 
during times of organizational change because 
things are often "up for grabs" and readily 
amenable to such forms of influence. 

Having defined organizational politics, 
we now turn to specific tactics that people 
use when they engage in political behavior. 
Although many tactics could be used to pro
mote one's political agenda, some tactics are 
more commonly used, and many of these are 
similar to the general influence tactics dis
cussed in the previous section. According to 
Allen, Madison, Porter, Renwick, and Mayes 
(1979), six commonly used political tactics 
include two that were discussed previously 
(ingratiation and forming coalitions and net
works), and four that are somewhat different 
from more general influence tactics. 

1. Impression management represents behav
iors that are designed to enhance one's 
visibility or stature within the organiza
tion. Bolino and Turnley (1999) devel
oped a questionnaire to assess five 
different impression-management strat
egies employees use based on a classifi
cation deVeloped by Jones and Pittman 
(1982). Self-promotion refers to employ
ees discussing their accomplishments 
and abilities with others to come across 
as competent (e.g., "Talk proudly about 
your experience or education"). Ingratia
Lion refers to employees doing favors or 
complimenting others to come across as 
likeable (e.g., "Compliment your col
leagues so they will see you as likeable"). 
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Exemplification refers to people high
lighting their moral worthiness by 
appearing to do more or be more ethical 
than other employees (e.g., "Try to 
appear like a hard-working, dedicated 
employee"). Intimidation is where people 
advertise their power in order to come 
across as threatening within an organiza
tion (e.g., "Be intimidating with co
workers when it will help you get your 
job done"). Finally, supplication is when 
an employee comes across as weak and 
needy so that he or she can be protected 
by others (e.g., "Act like you know less 
than you do so people will help you 
out"). 

2. Another commonly used political tactic is 
information management. In many organi
zations, "information is power"; thus, 
one way to advance one's political agenda 
is to control others' access to information. 
This may include simply controlling 
whether others ever receive information 
and the timing of the information's 
release. In political campaigns, for exam
ple, candidates often withhold negative 
information about their opponent until 
just before the election. By doing so, they 
leave the opposition httle time to engage 
in any form of "damage control" that 
might save the election. 

3. A pohtical tactic that is somewhat coun
terintuitive, but often highly effective, 
is promotion of the opposition. This may 
involve ehminating a political rival by 
helping the person become so successful 
that he or she is promoted to a higher 
position in the organization and no 
longer poses a threat. Using this tactic 
has a double advantage: The employee 
appears to be gracious, and an individ
ual who may be a roadblock en route 
to the desired political objectives is 

eliminated. 

4. A final political tactic used in on'an'i7' 
tions is an employee's promotion 
his or her own agenda by 
line responsibility-actively seeking 
position within the organization 
makes it easier to exert one's ""'Ul'TICI 
In most organizations, some nn·,ifi~ 

are crucial to tbe main business of 
organization, and others are cOllsicier, 
peripheral. As a general rule, ~U"UUI 
that are close to the core 
of an organization (e.g., production, 
sources acquisition) carry 
levels of influence than positions 
departments designed to support 
technology (e.g., research and 
ment, human resources). 

The political tactics described to 
point are relatively benign, but certain 
reflect the "dark side" of political bellavior 
organizations. According to DuBrin 
more destructive political tactics u· ICll1UC 
elimination of one's political rivals, use 
"divide and conquer" strategy, and eXI:lusii 
of one's political adversaries. Political 
in organizations can be brutal. In some 
when members of organizations are 
ing with each other, the "winner" is 
facilitate the exit of rivals by getting 
fired or making their lives so difficult 
they leave voluntarily. 

The "divide and conquer" strategy 
surface in situations in which one inciividll 
is at odds with a group of other eIIlpIUY'X'1 
is often difficult for an individual to . 
his or her will on such a group because 
numerical difference. Thus, one way to 

come this situation is to induce 
within the group, making it less likely 
these individuals will put up a united 
Managers in many types of or,~anizati( 
often bemoan the lack of interpersonal 
many within work groups. However, 

is that the existence of interpersonal 
often makes it much easier for 

to control their groups and to 
their personal agendas. 

one's political rivals simply 
making sure that they are "out of 

loop" and thus less likely to influence 
agenda. As stated earlier, in many orga

information is power. Thus, one 
to undercut one's rivals is to make sure 
they do not receive crucial information 
would make it easier for them to exert 

jflilence. In practice, this form of influence 
involve making sure that one's rivals are 

)tJIlVllteQtO important meetings, or perhaps 
to it that they receive job assignments 

areas of the organization. 
UrlfOl·tUllat,dy, not a great deal of em

research has been devoted to the 
of organizational politics. The little 

that has been done, however, sug-
that political behavior has a negative 

on organizations, particularly when 
lack an understanding of the 

landscape (e.g., Ferris, Gilmore, 
'KIlcnlar, 1990). When one considers 

tactics previously described, this is not 
PH:""". The atmosphere in an organiza
with a great deal of political behavior is 

to be characterized by tension, mis
and, in extreme cases, downright par-

addition, Vigoda and Cohen (2002) 
conducted a longitudinal study 

fKUJ VlIJg employee influence tactics, met 
'~«"a'.lO[lS on the job, and perceptions of 
sanizatiOllal politics. These authors found 
" 5"0.'" use of influence tactics at Time 1 

related to lower met expectations of 
tptc)ye,es (employees feeling the organiza

. not live up to what they expected) at 
2, which was then predictive of per

of organizational politics at Time 2. 
results illustrate the link between high 
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levels of influence and perception of organi
zational politics. 

It is not realistic to think that political 
behavior can be (or perhaps even should 
be) eliminated from organizations. However, 
there may be ways organizations can decrease 
the behavior. Political behavior is often the 
by-product of uncertainty and ambiguity, so 
being clear about organizational goals and 
individual employees' job assignments is an 
important step toward reducing destructive 
political behavior. Organizations can also 
reduce political behavior by breaking up 
obvious cliques or coalitions through trans
fers or through job rotation. If individuals 
conSistently engage in destructive politi
cal behaviors, organizations may be able to 
reduce these behaviors by confronting the 
offenders. Often, employees in organizations 
will "get away with" destructive political 
behaviors simply because they are never con
fronted about it. 

Perhaps the most important way that 
managers can decrease political behavior is 
by setting a good example for subordinates. If 
a manager is honest and above board in his or 
her dealings with others in the organization, 
handles conflicts with others in a construc
tive manner, and conveys to subordinates 
that highly destructive political behavior will 
not be tolerated, this sends a powerful mes
sage. Although political behavior in organi
zations may not be eliminated, it may be 
possible to decrease it to a nondestructive 
level. 

CHAPTER SUMMARY 

This chapter focused on leadership and the 
closely related topic of influence processes. 
The study ofleadership has been approached 
from trait, behavioral, and contingency per
spectives. Although most modem theories of 
leadership can be considered contingency 
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BElOBIiliE BEHIND THE RESEARCH 

STEPHEN ZACCARO AND THE REEMERGENCE OF RESEARCH ON LEA 

ATTRIBUTES 

My interest in leader attributes and leadership 
grew from a term paper I wrote for a group 
dynamics class while in graduate schooL In 
that paper, I had cited an earlier study by 
Bamlund (1962) that seemed to provide sup
port for the prevailing notion that the partic
ular occupant of the leader role can vary from 
situation to situation depending upon the set 
of skills and attributes needed in each situa
tion. David Kenny was my instructor, and he 
noted in his grading comments that the results 
of the Barnlund study could be reanalyzed 
to partition the variance in leader emergence 
more precisely to different sources. He devel
oped the appropriate statistics for the reanal
ysis; we applied them to the original study, 
and found that a large portion of the variance 
could be attributed to attributes of the leader 
rather than the situation. 

We published the results of this reanalysis 
in a paper that emphasized trait-based sources 

of leadership variance. This was in the 
1980s when much of the zeitgeist in lealdersh.ip'; 
research was decidedly in a different din,ction. 
However, Robert House had already begun 
write about charismatic leadership and 
personality and leadership. Then, 
Lord and his colleagues published 
meta-analysis in 1986 supporting a stroniger' 
link between leader attributes and emlef!~ence. 
These research lines gave some new impetus 
trait-based perspectives of leadership. 

In our paper, Kenny and I had sp"culat"d 
that attributes that predicted leader emleri~moe. 
would include qualities that promoted alead,,,'s 
behavioral flexibility to varying 
demands. I conducted some research wu.U o.v,,;-. 
anne FOli and Dave Kenny to test this nonor,,; 
We found support linking self-monitoring 
leader emergence across different sitl1ations,.' 
This study sparked for me an ongoing 

er attributes that promote effectiveness 
dynamic and multi-faceted . 
domains. We have learned from this 
leadership can likely be explained by coraplE'" 
integrations of leader attributes, residing in 
single person or perhaps shared among 
members, which foster responsiveness to 
ing situational demands. We also learned 
value of revisiting old ideas, applying 
sophisticated methods and approaches to 
new insights. 

Stephen J Zaccaro 
Department of Psychology 
George Mason University 

the trait and behavioral approaches 
no means dead; they still offer some 
into leadership processes. 

Contingency Theory proposes 
the effectiveness of a leader hinges on 

,;n1atcn between situational favorability 
,h;,heth,orthe leader is task or relationship 

This theory has received only 
support, but it has generated a con

body of leadership research. It also 
as the impetus for other contingency
leadership theories in subsequent 

Theory also proposes that 
effectiveness depends on the 1eader

match. It differs from Fiedler's 
however, in the manner in which 

[eclivene,;s is defined, and in proposing that 
are able to adapt different forms of 

:aq,ership behaviors to different situations. 
lflC)Ug,Il Path-Goal Theory still awaits more 

scrutiny, it serves as a useful 
to the understanding of leadership 

may have considerable practical benefits 

Vroom-Yelton-Jago model of lead
is focused on one aspect of leader

un.lal'lUl. decision making. This theory 
different from the others in 

it is largely prescriptive in nature; that 
provides managers with gUidelines for 

making. Support for this model 
been strong when managers have been 

to recall decisions, but results have been 
equivocal when other sources of data 

used. 
• The Leader-Member Exchange (LMX) 

proposes that leaders develop a 
relationship with each of their sub-

that is largely based on social 
This theory represents a vast 

DaJ,tllrP from previous theories that were 
on the rather naive assumption that 
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leaders treat all subordinates the same. Re
search on LMX Theory has yielded very 
interesting findings on both the determi
nants and the consequences of differences 
in exchange relationship quality. Further 
work, however, appears to be needed to 
define the dimensions of the exchange rela
tionship and to broaden the scope of LMX 
research. Some recent research has used 
LMX processes to explain how transforma
tionalleaders produce superior performance 
in their subordinates. 

The most recent heavily researched 
theory of leadership described was Trans
formational and Transactional Leadership. 
To some extent, this approach represents a 
return to the trait approach that dominated 
leadership research in the early twentieth 
century. Transformational leaders not only 
lead others but inspire them as welL These 
individuals also are capable of faCilitating 
meaningful change in organizations. Re. 
search in this area has been largely descrip
tive. Transactional leaders emphasize the 
contingencies necessary for employees to 
receive rewards and keep track of employee 
behaviors to deliver contingencies. Recent 
meta-analyses show that both transforma
tional and transactional leaderships are 
related to employee performance, and that 
the two forms of leadership are actually pos
itivelyrelated. We briefly introduced a recent 
theory of authentic leadership that empha
sizes leaders acting in ways consistent with 
their self-concept and showing moral char
acter. Future research is necessary to assess 
this approach. 

Power and influence are at the core of 
leadership; therefore, both topics were cov
ered in conjunction with leadership theories. 
Research has shown that leaders typically 
have multiple bases from which to exert 
power, and, in some cases, these bases may 
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be situationally specific. Influence tactics 
represent the various ways in which leaders 
exert their power in organizations. Research 
has shown that the most effective tactics are 
those that give subordinates some freedom of 
choice, and the least effective tactics are 
those that involve pressure and appeals to 

one's formal authority. 
Organizational politics represents a dis

tinct form of influence that, in many cases, 
can be destructive. Political behavior may 
occur in any organization, but it is typically 
more prevalent in organizations that have a 
great deal of uncertainty and scarce resources. 
Specific political tactics may take a variety of 
forms-some more negative than others. 
Although relatively little research on organi
zational politics exists, there is some evidence 
that the impact of political behavior is nega
tive. Although political behavior can never 
be eliminated completely, organizations can 
reduce it by improving communication and, 
in some cases, increasing resources. Ulti
mately, the most effective way for managers 
to reduce political behavior is to set a positive 
example in their dealings with subordinates 
and others in the organization. 
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