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My Game Plan

ÅDefine what we mean by leadership and 

why itôs so worthy of study

ÅPresent different approaches to leadership

ÅFocus on the merits of transformational 

leadership and a plan for personal 

adoption 



The age old questions: 

What is leadership?

Why do we care about it?



The Dilbert Definition

ñLeadership is an intangible quality with  

no definition. Thatôs probably a good thing, 

because if the people being led knew the 

definition, they would hunt down their 

leaders and kill them.ò

Scott Adams



Formal Definition

Leadership is the process by which a

person exerts influence over other

people and inspires, motivates, and

directs their activities to help achieve

group or organizational goals.



Working Definition

To take people1 to places they would not

have gone, and have them do things they

would not have doneé.

Because it is their own idea!!!

1 Can be peers, subordinates, bosses



Why do we care about it?

ÅLeadership is one of the most highly 

studied areas in business

ÅExtent of leadersô influence is often 

unappreciated ïespecially by the leaders

ÅEffective leadership is associated with
Åhigher levels of individual and team performance

Åhigher job satisfaction, commitment and citizenship 

Åhigher safety and overall well-being 



Why do we care about it?

ÅPoor and abusive leadership is associated 

with negative employee consequences 
ÅReduced job performance, satisfaction, 

commitment, group cohesion

ÅIncreased turnover and deviant behaviour 

ÅIncreased injuries, stress levels and sick time

ÅMore problem drinking  and work-family conflict

ÅGreater incidence of strokes and heart attacks

ÅDecreased self-esteem  and lower psychological 

wellbeing



Two Leadership Approaches

ÅTransactional Leadership

ïFocus is on getting results, 

getting the job done

ÅTransformational Leadership

ïFocus on attaining ñperformance 

beyond expectationsò



Transactional Leadership

ÅThe ñGoodò

ïContingent Reward

ÅThe ñBadò

ïLaissez-Faire

ÅThe ñUglyò

ïManagement by Exception 

ÅActive and Passive



The Bad: Laissez -Faire

ÅReally is ñnon-managementò

ÅLeaders with this style:

ïAbdicate

ïProcrastinate

ïAvoid

ÅEmployees strongly dislike such leaders

ïSo why do leaders use it?



The Ugly: MGMT by Exception

ÅTakes place when standards are not met

ïMBE Active: ñI am watching to see that you 

donôt ...ò

ïMBE Passive:  ñIf I happen to see that you 

didnôt ...ò



MBE in Action

"We are getting less than 40 hours of work from a large number of our 

'employees.' The parking lot is sparsely used at 8:00 a.m.; likewise at 

5:00 p.m. As managers, you either do not know what your employees 

are doing; or you do not careé Hell will freeze over before this CEO 

implements another employee benefit in this culture. I am tabling the 

promotions until I am convinced that the ones being promoted are the 

solution, not the problem. If you are the problem, pack your bags. I think 

this parental type action SUCKS. However, what you are doing as 

managers, with this company makes me sick...Something is going to 

change. I am giving you two weeks to fix this. My measurement will be 

the parking lot. It should be substantially full at 7:30 a.m. and 6:30 p.m. 

The pizza man should show up at 7:30 p.m. to feed the starving teams 

working late...You have two weeks. Tick-tock." 



Aftermath

ÅEmployee leaked memo on the WEB 

ïMYBOSSSUCKS.COM

ÅPrice of Cerner Corporation shares fell

from $44 to $34 in the next three days

ïRepresented  decrease of 23% or $34.5 

million loss 

ÅAny thoughts on how Cernerôs Board of 

Directors reacted?



ñYou do not lead by hitting

someone over the head ï

thatôs assault not leadershipò

Dwight Eisenhower



The Ugly: MGMT by Exception

ÅAppropriate in some situations

ïAny thoughts on when/where?

ÅGiven that itôs typically inappropriate, 

why do managers use this style?



The Good: Contingent Reward

ÅA leader using this style:

ïContracts to exchange recognition and 

rewards for good performance

ïSets goal AND provides immediate, unbiased 

feedback

ÅEssentially basic, good management 

approach

ïSimilar to approach of ñone minute managerò



ñThe key to developing people is to 

catch them doing something right.ò

Blanchard and Johnson,

The One Minute Manager

What is the direct implication of this?

Feedback and Recognition



Adopt a Transformational 

Leadership Style

Moving Beyond ñThe Goodò



ÅWhy this approach over all others?

ïIt works

ïIt can be taught

Transformational Leadership



It Works

ÅMore research in last 10 years on TL 
than on all other leadership theories 
combined

ÅFrom field and laboratory studies, and 
observational and experimental 
research know TL associated with:

ïimproved attitudes, job performance, safety 
performance and firm level financial 
outcomes. 



It Can Be Taught

Å10 years of experience in corporations of 

all sizes across Canada

ÅBarling, Weber & Kelloway (1996) 

ïThe ñBank Managersô studyò



ÅAim is to elevate followers to higher levels 
of performance (Burns and Bass)

ÅFour distinct dimensions

ïIdealized Influence 

ïInspirational Motivation

ïIntellectual Stimulation

ïIndividualized Consideration

Transformational Leadership



Idealized Influence ïdo the right thing 

because itôs the right thing to do

Inspirational Motivation ïraise expectations; 

the vision thing

Intellectual Stimulation ïthink about old 

problems in new ways

Individualized Consideration ïtreat people 

like people

Transformational Leadership



Idealized Influence

ÅLeader is a role model

ïIdealized, not idolized

ÅLeader is consistent and reliable

ÅLeader engenders faith, trust and respect

ïñEmployeesô trust in leadership

ÅIt takes years to develop and mere seconds to 

destroy.ò



Inspirational Motivation 

ÅPresent a positive ñvisionò

ÅUse symbols and stories

ÅSet high standards

ÅRaise groupôs expectations

ÅConvince individuals they can achieve 

ñbeyond expectationsò



Intellectual Stimulation

ÅHelp people think about old problems in 

innovative ways

ÅChallenge subordinates to think for 

themselves

ÅUse humour but carefully

ÅPromote the development of future leaders



Individualized Consideration

ÅTreat each employee individually

ÅAct as a ñcoachò

ÅDevelop and advise

ÅFocus on employee development

ÅDemonstrate compassion and concern



Goal Setting: 

A motivational technique

that works.

Becoming Transformational



Support for Goal Setting

ÅOver 500 studies support major 

propositions of goal setting theory outlined 

by Ed Locke and Gary Latham.

ÅGoal setting seems to ñworkò in 90% of 

cases across all situations and context 

variables.



Major Propositions

ÅThe more difficult the goal, the higher the level 

of performance

ÅThe more specific the goal, the more explicitly 

performance is regulated THEREFOREé

ÅThe best way to get high performance is to 

make the goals both specific and difficult



Basic Requirements

ÅSkills and Abilities

ïMotivation does not replace ability

ÅCommitment

ïPeople must see [a] that the goal is important; 

[b]that they are capable of reaching the goal

ÅFeedback 

ïWhat gets measured, gets done.


