ZHMANE — Lecture 8
Lesson 7 — Leadership

Leadership = change of behavior = competency (excellent practices)

Behavioral science theory and research requires managers to use necessary diagnostic skills to maximize

effectiveness.
. e
Job Demands .

Figure 7-1
Interacting Components of an Organizational Setting

Organization

Leader

Other
Situational
Variables

External Environment

Leader’s style Leader’s expectations
Followers” styles Followers’ expectations
Supervisors’ styles Supervisors” expectations
Associates’ styles Associates’ expectations
Organization’s style Organization’s expectations

Job demands
Other situational variables
External environment

Style = the consistent behavior patterns that they use when they are working with and through other
people, as perceived by those people. These patterns emerge as leaders are seen to respond in the
same fashion under similar conditions.

Expectations = perceptions of appropriate behavior for one’s own role or position or one’s perception of
those roles of others within the organization. The expectations of individuals define for them what
they should do under various circumstances in their particular job and how they think others
(supervisors, followers, ...) should behave in relation to their positions.

BUT it is not easy to tell them how to use it:
1. much of the research is “too scientific” = it is not understandable to practitioners;
2. many practitioners argue that it is impractical to consider every situation variable.
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Situational leadership

- is focusing on the relationship between the LEADER and FOLLOWER.

- it needs to be emphasized that when discussing leader-follower relationships, we are not necessarily
talking about hierarchical relationship. The concept of situational leadership is applicable when you
are attempting to influence of an employee as well as your supervisor, friend, or a group.

3 variables are taken into account:
task behavior = the extent to which the leader engages in spelling out the duties and responsibilities
of an individual
the amount of guidance and direction (what, how, when, where, who);
= one-way communication
relationship behavior = the extent to which the leader engages into two-way or multiparty
communication;
= the amount of socio-emotional support.

Effective Leader Behavior

High High Task
* Relationship and
and High
Low Task Relationship

S3 S2

Low High Task
Relationship and
and Low
Low Task Relationship

(Providing Supportive Behavior)
(low) -« Relationship Behavior — (high)

S4 S1

(low) ——— Task Behavior—— (high)
(Providing Guidance)

- readiness of the follower = the extent to which a follower demonstrates the ability and willingness to
accomplish a specific task.
i.ability = knowledge, skills, experience
ii.willingness = confidence, commitment, motivation

Continuum of Follower Readiness

High Moderate ! Low
i 13
R4 R3 R2 ; R1
|
Able and Able but Unable but Unable and
Willing Unwilling Willing Unwilling
or Confident or Insecure or Confident or Insecure
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Follower Readiness Behavioral Indicators

R4 A3 R2 R1
=
=t
T R4 R2
Able and Willing or Confident Indicators:
> = Keeps boss informed of task progress
Able but Unwilling or Insecure Indicators:
= Can operate autonomously
» Has demonstrated knowledge and ability
* |s resuits-oriented
» Appears hesitant to finish or take next step
» Shares both good and bad news
« Seems scared, overwhelmed, confused
* Makes effective decisions regarding task
= Seems reluctant to perform alone
* Performs to high standards
« Solicits frequent feedback
« |s aware of expertise
>
=
—
=
ot
aa| 3
< R4 - R3 R2 R1
R4 R2
Unable and Unwilling or Insecure Indicators:
; Unable but Willing or Confident Indicators:
» Not performing task to acceptable level -
* Anxious or excited
» Being intimidated by task
* Interested and responsive
* Being unclear about directions
1 * Demonstrating moderate ability
* Procrastinating
* Receptive to input
= Not finishing tasks
* Attentive
= Asking questions about task
B * Enthusiastic
3 » Avoiding task or “passing the buck”
* New task, no experience
+ Being defensive or uncomfortable
| BT

Low WILLINGNESS High
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kr\:n~Fr~m V1 b/

i e
/

* Providing who, what, when,

E20
* Encourage input where, how, and why
: i Leader Behaviors g Rl * Explain decisions and allow
Task Behavior = ] ; Decision Styles Y opportunity for clarification
The extent to which the 2 High High Task
i L | Relationship and 1 * Follower-made decisions :
leader engages in d High ) * Two-way dialogue
defining roles is telling rowsﬂmmx ; mm_m_m_m:m:ﬁ Leader-Made Decision R 0 e
when, where, 4 W N & Sk
(Mh,am,; _%%m o Mh e e 2 el | * Leader-made decisions
erson who is to 4 Leader-Made Decision i 8
mo what in: 52 with dialogue and/or * Support risk-taking Explain follower's role
* Goal-Settin S ®© Explanation 5 i ¥
» Organizing i m m = Compliment work _\ww”_mcmmzczm o clarify ability
- Establishing Time @& 2 3
Lines 2= Leader and Follower- * Praise and build confidence » Reinf i
« Directing =2 Made Decision or iniorce small improvements
« Controlling & e Follower-Made
2% Decision with
Relationship L) & Encouragement from E
Behavior Leader ®
The extent to which a Effective Ineffective ) y
sl g * W Low . | HighTask 4 . Participating Palronizing Seling ™ st
two-way (multi-way) Relationshi and Follower-Made Decision BNt ; 9 anipuiating
(mu _ . D ncouraging Placating Explaining Preachin
communication, listening, — o Low s i el ing
facilitating behaviors 3 - Relationshi APPONnG Condescending Clarifying Defending
socioemotional support. = Low Task elationship Empowering Pacifying Persuading Rationalizing
¢ Giving support (Low) <—————Task Behavior ———» (High)
« Communicating (Directive Behavior)
* Facilitating
interactions Follower Readiness 3 A
* Active Listening Ability: has the
* Providing Feedback High Moderate Low necessary knowledge,
experience, and skill
R4 R3 R2 R1 J
* Delegating tasks * Providing specifics—who, what,
Able and Able but Unable and i when, where, and how
Willing Unwilling Unwiling | Willingness: ﬂMm e » Big picture
or Confident | or Insecure | or Confident | or Insecure mmﬁmhwﬂm%oﬂ_._:_omﬂ%ﬂn ® * Role definition
i ¢ Follower-made decisions
A \ * Predominantly one-way
Follower Leader * Relatively light supervision communications
Directed Directed
Follower Readiness * Monitor activities * Leader-made decisions
When a Leader behavior is used appropriately with its carresponding level of readiness termed a ; 1
High-Probability Match. The following are descriptors that can be useful when using Situational Leadership * Reinforce results * Close supervision and
for specific applications: accountability
* Remain accessable
S1 S2 S3 S4 * Incremental instructions
Telling Selling Participating Delegating Effective Ineffective i
Guiding Explaining Encouraging Observing Delegating Abandoning * KISS—Keep it simple
Directing Claritying Collaborating Monitering Observing Dumping and specific L
Establishing Persuading Committing Fuif Entrusting Avoiding i
Assigning Withdrawing | Effective Ineffective
- i Telling Demanding
Guiding Demeaning
Directing Dominating
; - Establishing Attacking
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Group Leadership

The Leader's Situational Role

i}
R4 R3 R2 R1
Able and Able and Unable But Unable and
Willing but Unwilling Willing Unwilling
or Confident or Insecure or Confident or Insecure
Goal Goal / Goal / Goal
"As One” “Coming Together” “Coming Around” “Pick-Up Sticks”
| Perform Norm Storm Form
|
Functional
Role-Relatedness Team Intrateam Uncertain
“Self-Managing Cohesion Dissonance “Chaos”
Team”
Esprit
Performance Emergence Competence Need for Goal m_._n_
Synergy Adjustment for Recognition and Objective Definition
Influence

M M
M M M
Leader M M Leader M
M M M
M M
Involving Clarifying
R3 Participating Selling R2
Leader
Leader
M
M M
M M M
M M M M M
M
Empowering Defining
R4 Delegating Telling R1




