
Leadership and Management Skills Midterm Study Sheet 
 
Week 1 – Chapter 1  
 
 
Different Definitions of Leadership 
 

• “Leadership is getting others to want to do what you want them to do.”  – Dwight 
Eisenhower 

• “The great leader is not necessarily the one who does the greatest things; he is the one 
who gets the people to do the greatest things.” – Ronald Reagan 

 
The Evolution of Leadership Definitions 
 

• 1900-1929 – Control and centralization of power 
• 1930s – Trait approach 
• 1940s – Group approach 
•  1950s – Continuance of group theory (Framed leadership as what leaders do in groups), 

leadership as a relationship that develops shared goals (defined leadership based on 
behavior of the leader), and effectiveness (leadership was defined by the ability to 
influence overall group effectiveness) 

• 1960s – Leadership as behavior 
• 1970s – Organizational behavior 
• 1980s – Explosion of research 

o As a result the number of definitions for leadership had several persevering 
themes  

§ do as the leader wishes - leadership definitions predominantly delivered 
the message that leadership is getting followers to do with the leader 
wants done  

§ influence - the most often used word in leadership definitions of the 
1980s. scholars insisted that leadership is a non coercive influence  

§ traits - many people's understanding of leadership is based on a trait 
orientation  

§ transformation - leadership occurs when one or more persons engage 
with others in such a way that leaders and followers raise one another to 
higher levels of motivation and morality  

• 21st century – The process of leadership - where by an individual influences a group of 
individuals to achieve a common goal, rather than developing new ways of defining 
leadership. Among these emerging leadership approaches are  

o authentic leadership - authenticity of leaders in their leadership is emphasized  
o spiritual leadership - focuses on leadership that utilizes values and sense of 

calling and membership to motivate followers  
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• More negative thinking and negative emotions 
• More hyper-vigilant 

Neurotic individuals: 
• Tend to have less effective interactions with co-workers 
• Are less self-confident  
• Are less likely to be perceived as leaders (Hogan et al., 1994) 

 

 
 
Agreeableness & Leadership 
What does it Affect? 

• Higher performance in jobs requiring teamwork/interaction 
• Lower levels of deviant behaviour 

Why is it Relevant? 
• Better liked 
• More compliant and conforming 

The link between agreeableness and leadership is ambiguous: 
• On the one hand, research has found that interpersonal sensitivity was related to 

leadership (Zaccaro et al., 1991) 
• On the other hand, agreeable individuals are likely to be modest, and leaders tend not 

to be excessively modest (Bass, 1990, p. 70) 
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• Directly influences a leader's capacity to define complex organizational problems into 
attempt to solve them  

 
Problems Faced by Leaders 

• Ill-defined problems 
• Large amount of information 
• Novel and unfamiliar problems 
• Limited time 

 
Individual attributes  

• general cognitive ability  
o can be thought of as a person's intelligence. It includes perceptual processing, 

information processing, general reasoning skills, creative and divergent thinking 
capacities, and memory skills . General cognitive ability is linked to biology, not 
experience  

o sometimes described as fluid intelligence, a type of intelligence that usually 
grows in expanse up through early adulthood and then declines with age  

• crystallized cognitive ability  
o intellectual ability that is learned or acquired overtime period it is the store of 

knowledge we acquire through experience. In normally functioning adults this 
type of cognitive ability grows continuously and typically does not fall off in 
adulthood  

• motivation  
o suggest that there are three aspects of motivation - willingness, dominance, and 

social good - that are essential to developing leadership skills  
§ First leaders must be willing to tackle complex organizational problems  
§ second leaders must be willing to express dominance to exert their 

influence  
§ 3rd leaders must be committed to the social good of the organization  

• personality  
o has an impact on the development of our leadership skills  
o for example open ISS , tolerance for ambiguity, and curiosity may affect the 

leaders motivation to try to solve some organizational problems  
 
Leadership outcomes  
effective problem solving  

• problem solving is the Keystone in the skills approach. The criteria for good problem 
solving are determined by the originality and the quality of expressed solutions to 
problems  

performance 
• performance outcomes reflect how well the leader has done his or her job.  
• Taken together effective problem solving and performance are the two ways to assess 

leadership effectiveness  
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Situational Approach Summary 
Assumes that subordinates vacillate along the developmental continuum of competence and 
commitment 

• Assessing subordinate’s developmental position 
• Adapting his/her leadership style to match subordinate developmental level 

Requires leaders to demonstrate a strong degree of flexibility. 
 
How Does the Situational Approach Work? 
Using SLII® model – In any given situation the leader has two tasks: 

  1st task: Diagnose the situation 
• Identify  the developmental level of employee 
• Ask questions like: 

• What is the task subordinates  are being asked to perform?  
• How complicated is it? 
• What is their skill set? 
• Do they have the desire to complete the job? 

  2nd task: Adapt style 
• To prescribed Leadership style in the SLII ® model 

• Leadership style must correspond to the employee’s development level 
 
Focus of Situational Approach 
Assumes that subordinates vacillate along the developmental continuum of competence and 
commitment 
Leader effectiveness depends on: 

• Assessing subordinate’s developmental position, and  
• Adapting his/her leadership style to match subordinate developmental level 

 
Strengths of Situational Approach 

Marketplace approval. Situational Leadership® is perceived as providing a credible model 
for training employees to become effective leaders. 
Practicality. Situational Leadership® is a straightforward approach that is easily understood 
and applied in a variety of settings. 
Prescriptive value. Situational Leadership® clearly outlines what you should and should not 
do in various settings. 
Leader flexibility. Situational Leadership® stresses that effective leaders are those who can 
change their styles based on task requirements and subordinate needs. 
Differential treatment. Situational Leadership® is based on the premise that leaders need 
to treat each subordinate according to his/her unique needs. 

 
Criticisms of Situational Approach 

• Lack of an empirical foundation raises theoretical considerations regarding the validity 
of the approach. 
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iii. Affective--Assists team in handling stressful circumstances by providing 
clear goals, assignments, and strategies 

iv. Integrative--Helps coordinate team’s activities through matching member 
roles, clear performance strategies, feedback, and adapting to 
environmental changes 

 
Leadership Decisions 
 
Leadership Decision 1 
Should I monitor the team or take action? 

• Leaders can: 
o Diagnose, analyze, or forecast problems (monitoring) or take immediate action 

to solve a problem 
o Focus on problems within the group (internal) or which problems need 

intervention 
o Make choices about which solutions are the most appropriate 

• Effective leaders have the ability to determine what interventions are needed, if any, to 
solve team problems 

• All members of the team can engage in monitoring 
• Leaders differ in timing of taking action 

 
Leadership Decision 2 
Should I intervene to meet task or relational needs? 

  Task 
• Getting job done 
• Making decisions 
• Solving problems 
• Adapting to change  
• Making plans 
• Achieving goals 

  Maintenance Functions 
• Developing positive climate 
• Solving interpersonal problems   
• Satisfying members’ needs 
• Developing cohesion 

• Even more challenging in virtual teams  
 

• Leaders should begin with face-to-face meetings to facilitate trust 
• Hold regular, organized team meetings 
• Not be too task focused 
• Work to develop relationships among team members 
• Know which technologies are best suited for which task 
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