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Mara De Bruyn
Waar denk je aan bij een leider?
- Ondersteunen
- Motiveren
- Empathie (mensen)
- Moeite doen (aanwezigheid)
- Georganiseerd
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L E A R N I N G  O U T L I N E 
Follow this Learning Outline as you read and study this chapter.

Who Are Leaders and What Is Leadership
• Define leaders and leadership.

• Explain why managers should be leaders.

Early Leadership Theories
• Discuss what research has shown about leadership traits.

• Contrast the findings of the four behavioral leadership 
theories.

• Explain the dual nature of a leader’s behavior.
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L E A R N I N G  O U T L I N E  (cont’d) 
Follow this Learning Outline as you read and study this chapter.

Contingency Theories of Leadership
• Explain how Fiedler’s theory of leadership is a 

contingency model.
• Contrast situational leadership theory and the leader 

participation model.
• Discuss how path-goal theory explains leadership.

Contemporary Views on Leadership
• Differentiate between transactional and transformational 

leaders.
• Describe charismatic and visionary leadership.
• Discuss what team leadership involves.
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L E A R N I N G  O U T L I N E  (cont’d) 
Follow this Learning Outline as you read and study this chapter.

Leadership Issues in the Twenty-First Century
• Tell the five sources of a leader’s power.
• Discuss the issues today’s leaders face.
• Explain why leadership is sometimes irrelevant.
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Leaders and Leadership
• Leader – Someone who can influence others and who has 

managerial authority
• Leadership – What leaders do; the process of influencing a 

group to achieve goals
• Ideally, all managers should be leaders
• Although groups may have informal leaders who emerge, 

those are not the leaders we’re studying

Leadership research has tried to answer: What is an effective 
leader?
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Early Leadership Theories
• Trait Theories (1920s-30s)

ØResearch focused on identifying personal 
characteristics that differentiated leaders from 
nonleaders was unsuccessful. 

ØLater research on the leadership process identified 
seven traits associated with successful leadership:

vDrive, the desire to lead, honesty and integrity, self-
confidence, intelligence, job-relevant knowledge, 
and extraversion.

Mara De Bruyn
Heel veel onderzoek naar wat zijn de persoonlijke kenmerken die maken dat je een betere leider bent? 

Mara De Bruyn

Mara De Bruyn
Interne of externe locus of control: als er dingen gebeuren en het gaat goed of het gaat slecht, waar leg je dan de oorzaak (los van wat echt de oorzaak is)
> interne locus: je gaat de schuld bij jezelf leggen
> externe locus: je gaat het anders zoeken 

Belangrijke eigenschappen: er was geen enkele significante relatie op niveau van persoonlijkheidskenmerken en goed leiderschap. 
<=> Er zijn wel 3 ander kenmerken die naar boven kwamen:
- man zijn
- blank zijn
- de geboorte rank (of je als eerste, tweede of derde geboren bent): de oudste (ouders steken er meer E in omdat het de “eerste” is, is nog “speciaal” - ouders hebben nog niet veel ervaring, ze steken er liever te veel tijd in door extra naar de dokter te gaan)
Bij meerdere kinderen: je moet je tijd ook verdelen over 3 kinderen. De oudste: meer vertrouwen in de structuur boven je (je hebt je hele leven ouders gehad die voor je gezorgd hebben) <=> rebellen: 2e, 3e of de jongste (zijn meer onafhankelijk) 
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Exhibit 17–1 Seven Traits Associated with Leadership

Source: S. A. Kirkpatrick and E. A. Locke, “Leadership: Do Traits Really Matter?” Academy of Management 
Executive, May 1991, pp. 48–60; T. A. Judge, J. E. Bono, R. llies, and M. W. Gerhardt, “Personality and 
Leadership: A Qualitative and Quantitative Review,” Journal of Applied Psychology, August 2002, pp. 765–780.

Mara De Bruyn
De drivers: effectief management of leiderschap hangt niet af van de person kenmerken maar gebeurd in wisselwerking tussen de leidinggevende en zijn team 
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Exhibit 17–2 Behavioral Theories of Leadership

Mara De Bruyn
Theoriën
>  Democratic: variatie waarin je ruimte creëert voor inspraak (≠ empathie: je kunt empathisch zijn en dictatoriale beslissingen maken) <=> leger: je moet niet nadenken, gewoon doen = autocratisch (midden management)
> Laissez-faire: je krijgt meer tijd om na te denken over democratische vraagstukken en complexere uitdagingen voor middenlange en lange termijn issues , maar je bent wel minder bezig met mensen sturen (hoog management)

Mara De Bruyn

Mara De Bruyn

Mara De Bruyn
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Exhibit 17–2 (cont’d) Behavioral Theories of Leadership
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Early Leadership Theories (cont’d)
• Behavioral Theories

ØUniversity of Iowa Studies (Kurt Lewin)
v Identified three leadership styles:

– Autocratic style: centralized authority, low participation
– Democratic style: involvement, high participation, 

feedback
– Laissez faire style: hands-off management

vResearch findings: mixed results
– No specific style was consistently better for producing 

better performance
– Employees were more satisfied under a democratic leader 

than an autocratic leader.

Mara De Bruyn
- Kan ik zowel mens als taakgericht zijn?
Ja het kan, er is een zekere correlatie (misschien wel negatief): maar het is toch wel zo dat je het een en het andere kunt zijn 

Mara De Bruyn

Mara De Bruyn
mens

Mara De Bruyn
taak

Mara De Bruyn
*

Mara De Bruyn
* mensen die weinig aanwezig en mens gericht zijn: laisez faire 
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Early Leadership Theories (cont’d)
• Behavioral Theories (cont’d)

ØOhio State Studies

v Identified two dimensions of leader behavior
– Initiating structure: the role of the leader in defining his 

or her role and the roles of group members
– Consideration: the leader’s mutual trust and respect for 

group members’ ideas and feelings.

vResearch findings: mixed results
– High-high leaders generally, but not always, achieved high 

group task performance and satisfaction.
– Evidence indicated that situational factors appeared to 

strongly influence leadership effectiveness.
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Early Leadership Theories (cont’d)
• Behavioral Theories (cont’d)

ØUniversity of Michigan Studies

v Identified two dimensions of leader behavior
– Employee oriented: emphasizing personal relationships

– Production oriented: emphasizing task accomplishment

vResearch findings: 
– Leaders who are employee oriented are strongly 

associated with high group productivity and high job 
satisfaction.
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The Managerial Grid
• Managerial Grid

ØAppraises leadership styles using two dimensions:
vConcern for people
vConcern for production

ØPlaces managerial styles in five categories:
v Impoverished management
vTask management
vMiddle-of-the-road management
vCountry club management
vTeam management
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Exhibit 17–3
The
Managerial
Grid

Source: Reprinted by permission of Harvard Business Review. An exhibit from “Breakthrough in Organization Development” by Robert R. Blake, Jane S. Mouton, 
Louis B. Barnes, and Larry E. Greiner, November–December 1964, p. 136. Copyright © 1964 by the President and Fellows of Harvard College. All rights reserved.

Mara De Bruyn
The grid
- Impoverished management = laisez faire
- Country club = organisaties waar het belangrijk is dat iedereen zich goed voelt (profit is secundair)
- Task management = AB InBev = een machine (beurs genoteerd): bottom line is bottom line 
- Team management = inzitten op AB inbev en country club

Waar zit je liever niet?
- 1,1 valt weg: te weinig ondersteuning
- 1,9 valt weg: te relaxed 
- 9,1 valt weg: als je de quota niet haalt nemen we afscheid van u
- 5,5 is toch goed - nee?
Het best is dat je de twee doet en dat je ze op hoge activiteitslevels houd: 9-9 > MAAR: dit is vermoeiend 


Mara De Bruyn
Grote klassieker: ondersteuning en authoriteit
Herscher & blanchard: gebruiken de grid om modellen te ontwikkelen die dynamishc zijn
- je begint te werken: allemaal een slim hoofje
- je hebt en geweldig goede opleiding gehad
- hoe sterk voel je u in de eerste 3 a 6 maanden om een job te doen als project manager/sales (het is toch allemaal nieuw) & hoeveel tijd vraagt het om op niveau te zijn eer je vrij autonoom kunt werken? Jaren!

In de eerste periode wat heb je nodig?
- iedere week/maand is er opvolging/coaching
- waar moet de coah op letten: heb je de skills, zijn de rapporten correct, weet je hoe je een project aanpakt, planning maakt? = taak georiënteerd zijn want je moet nog alles leren (pas na een maand of 2 a 3 moet je dat doen, want je zit in een learning journy - met sowiso leuke en niet leuke momenten). Als maturiteit toeneemt: 

Mara De Bruyn

Mara De Bruyn

Mara De Bruyn

Mara De Bruyn

Mara De Bruyn
aansturing

Mara De Bruyn
Wil je na 2 jaar werken nu iedere week de CEO zien? NEE
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Contingency Theories of Leadership
• The Fiedler Model (cont’d)

ØProposes that effective group performance depends 
upon the proper match between the leader’s style of 
interacting with followers and the degree to which the 
situation allows the leader to control and influence.

ØAssumptions:
vA certain leadership style should be most effective 

in different types of situations.
vLeaders do not readily change leadership styles.

– Matching the leader to the situation or changing the 
situation to make it favorable to the leader is required.

Mara De Bruyn
Evolutie coaching en management met de tijd

Mara De Bruyn

Mara De Bruyn

Mara De Bruyn

Mara De Bruyn

Mara De Bruyn

Mara De Bruyn
Nieuwe werknemer (eerste 3 maanden)

Mara De Bruyn
Eerste twee jaren 

Mara De Bruyn
Na 5 a 10 jaar

Mara De Bruyn
Je gaat niet iedereen dezelfde treatment geven 
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Contingency Theories… (cont’d)
• The Fiedler Model (cont’d)

ØLeast-preferred co-worker (LPC) questionnaire
vDetermines leadership style by measuring 

responses to 18 pairs of contrasting adjectives.
– High score: a relationship-oriented leadership 

style
– Low score: a task-oriented leadership style

ØSituational factors in matching leader to the situation:
vLeader-member relations
vTask structure
vPosition power

Mara De Bruyn
Taks searcher:
> McDonalds: taylor = uitgeschreven manuals
> Ingenieurs consultancy (een audit is ook een manual): ook coaching en sturing nodig gop vlak van taken 
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Exhibit 17–4 Findings of the Fiedler Model
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Contingency Theories… (cont’d)
• Hersey and Blanchard’s Situational Leadership 

Theory (SLT)
ØArgues that successful leadership is achieved by 

selecting the right leadership style which is contingent 
on the level of the followers’ readiness.
vAcceptance: leadership effectiveness depends on 

whether followers accept or reject a leader.
vReadiness: the extent to which followers have the 

ability and willingness to accomplish a specific 
task.

ØLeaders must relinquish control over and contact with 
followers as they become more competent.
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Contingency Theories… (cont’d)
• Hersey and Blanchard’s Situational Leadership 

Theory (SLT)

ØCreates four specific leadership styles incorporating 
Fiedler’s two leadership dimensions:

vTelling: high task-low relationship leadership

vSelling: high task-high relationship leadership

vParticipating: low task-high relationship 
leadership

vDelegating: low task-low relationship leadership
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Contingency Theories… (cont’d)
• Hersey and Blanchard’s Situational Leadership 

Theory (SLT)

ØPosits four stages follower readiness:

vR1: followers are unable and unwilling

vR2: followers are unable but willing

vR3: followers are able but unwilling

vR4: followers are able and willing
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Contingency Theories… (cont’d)

• Leader Participation Model (Vroom and Yetton)
ØPosits that leader behavior must be adjusted to reflect 

the task structure—whether it is routine, nonroutine, 
or in between—based on a sequential set of rules 
(contingencies) for determining the form and amount 
of follower participation in decision making in a given 
situation.

Mara De Bruyn
Mate waarin je participatie inbouwt is in functie van de importance of commitment 
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Contingency Theories… (cont’d)

• Leader Participation Model Contingencies:
ØDecision significance

Ø Importance of commitment

ØLeader expertise

ØLikelihood of commitment

ØGroup support
ØGroup expertise

ØTeam competence
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Exhibit 17–5 Leadership Styles in the Vroom Leader Participation Model

• Decide: Leader makes the decision alone and either announces or 
sells it to group.

• Consult Individually: Leader presents the problem to group 
members individually, gets their suggestions, and then makes the 
decision.

• Consult Group: Leader presents the problem to group members in 
a meeting, gets their suggestions, and then makes the decision.

• Facilitate: Leader presents the problem to the group in a meeting 
and, acting as facilitator, defines the problem and the boundaries 
within which a decision must be made.

• Delegate: Leader permits the group to make the decision within 
prescribed limits.

Source: Based on V. Vroom, “Leadership and the Decision-Making 
Process,” Organizational Dynamics, vol. 28, no. 4 (2000), p. 84.
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Exhibit 17–6
Time-Driven
Model

Source: Adapted from V. Vroom, “Leadership and 
the Decision-Making Process,” Organizational 
Dynamics, vol. 28, no. 4 (2000), p. 87.

Mara De Bruyn
Wij managen onszelf: wat we doen qua onderwijs en onderzoek wordt geregeld en beslist door ons (de proffen) en er is een counseler
- stel: de coffie machine is kapot? moet ik dan naar de counseler gaan om te beslissen of we een nieuwe bestellen? Nee 
= veel variatie in belangrijkheid van beslissing (bv proffen aannemen)
<> als mensen niet betrokken worden: ander gevoel van er is een collega binnengebracht vs we hebben besloten als team > geen samenwerking/collegiale dynamiek
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Contingency Theories… (cont’d)
• Path-Goal Model

ØStates that the leader’s job is to assist his or her 
followers in attaining their goals and to provide 
direction or support to ensure their goals are 
compatible with organizational goals.

ØLeaders assume different leadership styles at 
different times depending on the situation:

vDirective leader
vSupportive leader

vParticipative leader

vAchievement oriented leader
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Exhibit 17–7 Path-Goal Theory
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Contemporary Views on Leadership
• Transactional Leadership

ØLeaders who guide or motivate their followers in the 
direction of established goals by clarifying role and 
task requirements.

• Transformational Leadership
ØLeaders who inspire followers to transcend their own 

self-interests for the good of the organization by 
clarifying role and task requirements.

ØLeaders who also are capable of having a profound 
and extraordinary effect on their followers.

Mara De Bruyn

Mara De Bruyn

Mara De Bruyn
Zelensky, Obama, Clinton, Steve Jobbs: stralen allemaal E uit die de ruimte vult (heeft charisma) > mensen geloven zo in die persoon, de visie van die persoon > wordt een goeroe: mensen gaan door het vuur 
- is dit fout? (prof denkt terug aan 9-9 vierkant)
Nee, kan heel goed zijn (Zelensky: verenigd volk)
Maar het kan ook fout gaan: Trumph - die fans: voor hen is Trumph hun god: “zouden we het capitool niet gaan bezetten want er is gesjoemeld met de verkiezingen> volgers doen dat gewoon”
Lijkt een beetje op een sekte: wil jij werken voor een sekte?
Diversiteit, critisch zijn, zijn allemaal dingen die daar veel minder gebeuren 

Mara De Bruyn
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Contemporary Views…(cont’d)
• Charismatic Leadership

ØAn enthusiastic, self-confident leader whose 
personality and actions influence people to behave in 
certain ways.

ØCharacteristics of charismatic leaders:
vHave a vision.
vAre able to articulate the vision.
vAre willing to take risks to achieve the vision.
vAre sensitive to the environment and follower 

needs.
vExhibit behaviors that are out of the ordinary.
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Contemporary Views…(cont’d)
• Visionary Leadership

ØA leader who creates and articulates a realistic, 
credible, and attractive vision of the future that 
improves upon the present situation.

• Visionary leaders have the ability to:
ØExplain the vision to others.
ØExpress the vision not just verbally but through 

behavior.

ØExtend or apply the vision to different leadership 
contexts.
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Contemporary Views…(cont’d)
• Team Leadership Characteristics

ØHaving patience to share information

ØBeing able to trust others and to give up authority

ØUnderstanding when to intervene

• Team Leader’s Job
ØManaging the team’s external boundary

ØFacilitating the team process

vCoaching, facilitating, handling disciplinary 
problems, reviewing team and individual 
performance, training, and communication
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Exhibit 17–8 Specific Team Leadership Roles
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Leadership Issues in the 21st Century
• Managing Power

Ø Legitimate power
v The power a leader has 

as a result of his or her 
position.

Ø Coercive power
v The power a leader has 

to punish or control.
Ø Reward power

v The power to give 
positive benefits or 
rewards.

Ø Expert power
v The influence a leader 

can exert as a result of 
his or her expertise, 
skills, or knowledge.

Ø Referent power
v The power of a leader 

that arise because of a 
person’s desirable 
resources or admired 
personal traits.
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Developing Credibility and Trust
• Credibility (of a Leader)

ØThe assessment of a leader’s honesty, competence, 
and ability to inspire by his or her followers

• Trust
Ø Is the belief of followers and others in the integrity, 

character, and ability of a leader.
vDimensions of trust: integrity, competence, 

consistency, loyalty, and openness.
Ø Is related to increases in job performance, 

organizational citizenship behaviors, job satisfaction, 
and organization commitment.
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Exhibit 17–9 Suggestions for Building Trust

Practice openness.
Be fair.

Speak your feelings.
Tell the truth.

Show consistency.
Fulfill your promises.
Maintain confidences.

Demonstrate competence.

Mara De Bruyn
Differences between gender & culture
- gender: belangrijk maar niet omdat mannen en vrouwen verschillend zijn - wel omdat er een diversiteitsbonus is: je krijgt andere reflecties en bedenkingen 
- culturen verschillen in communicatie zijn er, in expleciet zijn bv NL vs BE
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Providing Ethical Leadership
• Ethics are part of leadership when leaders 

attempt to:
ØFoster moral virtue through changes in attitudes and 

behaviors.
ØUse their charisma in socially constructive ways.
ØPromote ethical behavior by exhibiting their personal 

traits of honesty and integrity.
• Moral Leadership

Ø Involves addressing the means that a leader uses to 
achieve goals as well as the moral content of those 
goals.
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Empowering Employees
• Empowerment

Ø Involves increasing the decision-making discretion of 
workers such that teams can make key operating 
decisions in develop budgets, scheduling workloads, 
controlling inventories, and solving quality problems.

ØWhy empower employees?

vQuicker responses problems and faster decisions.

vAddresses the problem of increased spans of 
control in relieving managers to work on other 
problems.
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Cross-Cultural Leadership
• Universal Elements of 

Effective Leadership
ØVision

ØForesight

ØProviding encouragement

ØTrustworthiness
ØDynamism

ØPositiveness

ØProactiveness
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Exhibit 17–10 Selected Cross-Cultural Leadership Findings

• Korean leaders are expected to be paternalistic toward employees.
• Arab leaders who show kindness or generosity without being 

asked to do so are seen by other Arabs as weak.
• Japanese leaders are expected to be humble and speak frequently.
• Scandinavian and Dutch leaders who single out individuals with 

public praise are likely to embarrass, not energize, those 
individuals.

• Effective leaders in Malaysia are expected to show compassion 
while using more of an autocratic than a participative style.

• Effective German leaders are characterized by high performance 
orientation, low compassion, low self-protection, low team 
orientation, high autonomy, and high participation.

Source: Based on J. C. Kennedy, “Leadership in Malaysia: Traditional Values, International Outlook,” Academy of Management Executive, August 
2002, pp. 15–17; F.C. Brodbeck, M. Frese, and M. Javidan, “Leadership Made in Germany: Low on Compassion, High on Performance,” Academy 
of Management Executive, February 2002, pp. 16–29; M. F. Peterson and J. G. Hunt, “International Perspectives on International Leadership,” 
Leadership Quarterly, Fall 1997, pp. 203–31; R. J. House and R. N. Aditya, “The Social Scientific Study of Leadership: Quo Vadis?” Journal of 
Management, vol. 23, no. 3, (1997), p. 463; and R. J. House, “Leadership in the Twenty-First Century,” in A. Howard (ed.), The Changing Nature of 
Work (San Francisco: Jossey-Bass, 1995), p. 442.
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Gender Differences and Leadership
• Research Findings

ØMales and females use different styles:
vWomen tend to adopt a more democratic or 

participative style unless in a male-dominated job.
vWomen tend to use transformational leadership.
vMen tend to use transactional leadership.
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Exhibit 17–11 Where Female Managers Do Better: A Scorecard

Source: R. Sharpe, “As Leaders, Women Rule,” BusinessWeek, November 20. 2000, p. 75.
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Basics of Leadership
• Give people a reason to come to work.

• Be loyal to the organization’s people

• Spend time with people who do the real work of 
the organization.

• Be more open and more candid about what 
business practices are acceptable and proper 
and how the unacceptable ones should be fixed. 
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Leadership Can Be Irrelevant!
• Substitutes for Leadership

ØFollower characteristics
vExperience, training, professional orientation, or 

the need for independence
Ø Job characteristics

vRoutine, unambiguous, and satisfying jobs
ØOrganization characteristics

vExplicit formalized goals, rigid rules and 
procedures, or cohesive work groups
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Terms to Know
• leader
• leadership
• behavioral theories
• autocratic style
• democratic style
• laissez-faire style
• initiating structure
• consideration
• high-high leader
• managerial grid
• Fiedler contingency 

model

• least-preferred co-worker 
(LPC) questionnaire

• leader-member relations
• task structure
• position power
• situational leadership theory 

(SLT)
• readiness
• leader participation model
• path-goal theory
• transactional leaders
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Terms to Know (cont’d)
• transformational leaders
• charismatic leader
• visionary leadership
• legitimate power
• coercive power
• reward power
• expert power
• referent power
• credibility
• trust
• empowerment


