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Leadership, as a concept, has been with us ever since people have
fashioned themselves into groups. Although the definition of leadership
depends upon one’s theoretical perspective, “few of us would dispute the
point that leaders exercise influence, taking actions that, in one way or
another, shape the behavior of others” (Mumford, Zaccaro, Harding, Jacobs,
& Fleishman, 2000, p. 11). Effective leadership, however, is somewhat
dependent upon the current context and environment. In this regard, it is
readily apparent that advancinginformationtechnol ogieshaveforever changed
the management landscape (Hitt, 2000). “As we enter the post-industrial
information age, ... a premium is placed on the organization’s ability to
rapidly adapt to changing competitive environments and new technologies’
(Mumford, Zaccaro, Connelly, & Marks, 2000, p. 167). Organizations will
operatein astate of continual transformation, leaving managersto strugglein
a changing environment of ambiguity and uncertainty (Hitt, 2000). Indeed,
many prominent university programs are beginning to offer courses that
attempt to “ explore and analyze dynamic, practical solutionsfor breaking the
shackles of traditional management techniques to develop the leadership
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organizations need to succeed in the fast-changing business environment”
(Clerk, 2000, p. 16). To further compound the confusion, it is obvious that
emerging technology is also changing the leader-follower context and that
traditional leadership constructsare simply not adequate during such aperiod
of escalating technological advancement (Fulmer, Gibbs, & Goldsmith,
2000). What isclear isthat emerging technol ogies have forced many organi-
zations to alter their hierarchical management designs (Dervitsiotis, 1998)
and diminished the traditional power base of many managers (Sawhney &
Prandelli, 2000). No longer is it common for a manager to possess the
information monopoly necessary to sustain such formal position power
(Wang, 1997). Astechnologies emerge and advance, it is simply a business
imperative that organizational leadership evolves as well. There is much
agreement that an organization’s IT human capital must be effectively
managed for both organizational and individual success (Mata, Fuerst, &
Barney, 1995; Ross, Beath, & Goodhue, 1996). Thereisagrowing consensus
that inthenew world of advancing technol ogy, human capital may well bethe
preeminent strategic capability (Stewart, 1997) and the primary asset by
which organizational change and effectiveness can be achieved (Roepke,
2000). Many IT leaders understand that the greatest challenges to organiza-
tional success are more often associated with people rather than information
technology itself (Roepke, 2000) and that a new type of leadership will be
needed to effectively develop this human capital (Hitt, 2000).

In this Chapter’ s beginning, weintroduce the degree to which emerging
information technol ogies have changed both the organizational context and
the traditional leader-follower power relationship, and the significant chal-
lenges that have arisen from this evolution. In addition, we examine the
emergence of |eadership substitutes, such asteams, that are common to many
information technol ogy work groups and discussthe kind of |eader influence
that appears to be warranted. Most important, however, we present a leader
behavior model tied closely to the situational leadership paradigm. In this
model, we seek to show that unique actionsand behaviorsareassociated with
four specific leadership styles. Further, the model showsleaders' behavioral
differences based upon whether they do or do not possess rational legal
authority, commonly referredtoas” position power.” Most | eadership discus-
sions are limited to the descriptive nature of leadership and fail to offer
specificguidanceinidentifyingwhichleadership styleissituational appropri-
ate. We seek to remedy that shortcoming and take the critical next step of
identifying leader behaviors that are appropriate for enhancing followers
effort toward successful goal-directed behavior.
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THE NEW LEADERSHIP LANDSCAPE

From the very dawn of business enterprise, organizational success has
resided within the ability of individual leaders to obtain an acceptable
performance level from their subordinate followers. Leadership, however,
became a serious topic of interest within the business community with the
expansion of industrialization. The concept of leadership was very basic.
Whether leading the entire organization, or a few production workers,
|eadership entailed theissuance of specific rewardsin exchangefor conform-
ance to the standards set by the leader. Burns (1978) labeled this exchange
relationship as transactional leadership. He suggested that, within this bar-
gaining process, both leader and followers are aware of the power resources
and attitudes of the other party. Although leader and follower share arelated
purpose, therel ationship doesnot transcend theexchange process. Therefore,
theleader and followersare not bound together in amutual and continuing
quest of higher purpose (Burns, 1978). This form of leadership was
effective during an eraof marketplace expansion and nonexistent compe-
tition (Tichy & DeVanna, 1986). Much of what we consider standard
management thinking was developed during a time of relative environ-
mental stability (Hitt, 2000).

Today, however, wefind amuch different environment. Thecompetitive
landscape of the 21% Century will be characterized by ever-increasing com-
plexity and continual transformation. Authors are beginning to assert that
transformational innovationwill bethekey to organizational survival (Foster,
2000) and that firms must begin to communicateatransformational I T vision
(Armstrong & Sambamurthy, 1999). Appropriately, many believe that ad-
vancing information technol ogieswill continueto drivethis state of constant
transformation (Mumford, Zaccaro, Connelly, & Marks, 2000; Wang, 1997).
Hitt (2000) declares, “ As we enter this new business frontier, new forms of
managerial thinking along with new organizational structures will be re-
quired” (p. 13). Clearly, these new organizational structures have begun to
emerge and management thinking is racing to keep up.

Organizational Structure: The Movement From Hierarchy
To Teams

Today, we see ashift away from the old-style management pyramid asa
direct result of theescalation of informationtechnology (Vroman, 1994). The
literature details a “proliferation of new organizational designs-virtual,
boundaryless, horizontal, shamrock, lattice, collateral, and network organiza-
tions, all of which share aflattening of the traditional hierarchy, that is, the
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vertically integrated bureaucracy” (Klenke, 1997, p. 149). The growth of
work teams has certainly emerged from these new designs as a means to
encourage collaboration, fluidity, innovation, and creativity. These teams
often create very complex relationships and can become smaller organiza-
tions unto themselves with members drawn from within and outside the
parent firm (Handy, 1995; Jarvenpaa & Leidner, 1999; Slowinski, Oliva, &
Lowenstein, 1995). Thiscomplexity, along with the dimini shed management
control that accompaniesiit, raises serious questions about effective leader-
ship of suchteams. Of particular importance, what arethe specific behavioral
roles of leaders of such teamsin relation to team members?

This concern is particularly relevant for leaders of high performance
teams. Larson and LaFasto (1989) suggest that high performance teams are
characterized by the following components: 1) a shared commitment; 2)
unambiguous goals that are perceived by team members as crucial; 3) a
results-driven structure that emphasi zes participation and collaboration; 4)
skilled and competent team members; 5) an environment that isconduciveto
trust, camaraderie, and communication; 6) standards of excellence; and 7)
systems of support and recognition. These features certainly mirror those
found in many teams made up of IT professionals. These teams “are unique
and different from both traditional work groups and other organizational
teams because of the nature of their work which depends not only on
individual and collective performanceand mutual accountability, butitisalso
governed by reciprocal interactions between organizational and technol ogi-
cal process’ (Klenke, 1997, p. 161). Klenke (1997) shows that information
technology teams are different from other teamsin three important aspects:
1) they possess a unique set of knowledge, skills, and abilities; 2) they are
knowledge workers; and 3) they are engaged in continuous learning.

Achieving true teamwork is difficult because it necessitates merging
individua accomplishment and sati sfactionwithteam maintenance (M cGrath,
1990). Moreover, thereareadditional complicationswith I T teamsasthey are
often confronted with greater ambiguities, more information, and directives
from multiple perspectives (Klenke, 1997). In this climate, team success is
reliant upon matching the knowledge and skill set of the team memberswith
specific project requirements. High performance IT teams are often com-
posed of information technology professionas who are highly trained and
typically hold strong beliefs, not only about technol ogy, but about teamwork
and leadership aswell. In addition, they often carry out responsibilities once
reservedfor management. Assuch, they areoftenreferredto asself-managing
teams. High performance IT teams are typically more likely to be cross-
functional, cross-disciplinary, multifunctional, high involvement, and self-
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managing than other types of teams (Klenke, 1997) and are often com-
prised of individual sthat excel inregulating their own behavior (Goodman,
Devadas, & Hughson, 1988). Because of this self-regulation, thereisthe
belief that |eadership of high performancetechnol ogy teamsispotentially
governed by the presence of leadership substitutes (Howell & Bowen,
1990; Klenke, 1997).

L eader ship Substitutes
Leadership substitute theory suggests that the need for hierarchical

leadership is diminished when certain attributes of followers, tasks, and

organizationsare present (Kerr & Jermier, 1978; Howell & Dorfman, 1986).

Howell and Bowen (1990) offer eight individual/organizational attributes

they believe have the potential to replace ineffective leadership:

1) Closely-knit teams of highly trained individual s—experience and con-
tinuous training, along with significant group cohesion, can substitute
for formal leadership.

2) Intrinsic satisfaction—ntrinsic satisfaction of followers, created by pro-
ducing high quality work, alleviates the need for formal leadership.

3) Computer technology—when followers have access to organizational
data, andto other workersto hel p them sol ve problems, they becomeless
dependent upon formal |eadership.

4) Extensiveprofessional education—employeeswithagreat deal of formal
education can perform most assignments without supervision and may
actually rebel against direction provided by aformal leader.

5) Team approaches—followers professional normsand standards, and
feedback from competent team peers, can substitute for formal
leadership.

6) High-ability independent workers—even when followers don't have
extensiveformal education, ability combined with experience can serve
as a substitute for formal leadership.

7) Distributed feedback—feedback from peers, clients, and even the work
itself, canreplacehierarchical feedback and substitutefor feedback from
formal leadership.

8) Procedures—specific work rules, guidelines, and policies can provide
task guidance to a certain extent, thereby diminishing the need for
guidance from aformal leader.

Highly experienced, formally educated, well-trained professionals pur-
suing intrinsically satisfying work personify what we think of when we
envisionacohesivel T work team. It isobviousthat in many high performance
IT teams, these potential leader substitutes are commonplace. So, can we
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assume that a high performance I'T team doesn’t need effective |eadership?
Our positionisabsolutely not. First of all, leader substitutesare thought to be
helpful when ineffective or weak |eadership is present; they’ re certainly not
theideal. Also, many of the early empirical examinations of thistheory were
not very supportive (Howell & Dorfman, 1981, 1986; Podsakoff, Dorfman,
Howell, & Todor, 1986) and more recent studies have not proven to be any
more supportive than earlier ones (Podsakoff & MacKenzie, 1997). More-
over, leadership substitutes theory does not suggest the abolition of leader-
ship: rather, itisinitself an act of leadership (Howell & Bowen, 1990). Even
in high performance teams, the demand for leadership does not vanish
(Klenke, 1997). Infact, several studies show that although more demanding,
leadership in such teams is even more critical than in other work groups
(Hackman, 1986; Katzenbach & Smith, 1993; Manz & Sims, 1993).

So the question remains, “What |eadership styles would be appropriate
for leading a high performance team of professionals in an advancing
technological environment?’ A review of the literature offers some rather
consistent answers from which acouple of particular leadership theories can
be inferred. In continuing with the leader substitute theme, Pool (1997)
suggests managers may need to alter their leadership style when aleadership
substituteispresent or to simply increaseworkers’ motivation. DeVries, Roe,
and Taillieu (1998) “ assumethat situational characteristics have an effect on
subordinates need for supervision, whereas need for supervision initsturn
influencestheopportunity theleader hastoinfluence subordinatebehavior by
means of his or her leadership style” (p. 486). Motivating followers by
altering one’s leadership style to accommodate a follower’s need for
supervision is a textbook description of Hersey and Blanchard’s Situ-
ational Leadership Theory.

SITUATIONAL LEADERSHIP THEORY

Situational Leadership Theory (SLT) is primarily based on the interac-
tion among the degree of |eader task behavior, relationship behavior, and the
followers' readinessto perform (Hersey & Blanchard, 1993). SLT viewsthe
readinessof followersasaprimary factor in any |eadership event (Fernandez
& Vecchio, 1997). Theprimary premiseisthat an effectiveleader shouldvary
his/her leadership style based upon the readiness, or maturity level, of the
follower (readiness is determined by the follower’s need for achievement,
willingnessto accept responsibility, ability, and education/experience). SLT
states that followers with very low readiness should be given atelling style,
low readiness would suggest a selling style, high readiness would suggest a
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participating style, and very high readiness would elicit a delegating style.
Again, the notion is that one leadership style will not work for all
followers. If you have a new team member with little experience, precise
directives and close supervision would likely be in order. If you have a
direct report with many years of experience, who iswilling to take on the
task, and who wants to succeed, the leader should simply delegate what
needs to be accomplished. One would assume that participatory and
delegation leadership would be the norm among many professional IT
teams. Thismodel also moves away from the notion that aleader iseither
task oriented or peopl e oriented. Situational | eadership proponentsadvise
that to be effective across a spectrum, leaders must be able to be both and
know when one or the other is appropriate.

A discussion of SLT, however, must also include the fact that empirical
studies have produced a very mixed record of support at best (Fernandez &
Vecchio, 1997). Although criticized by many inacademia(Blank, Weitzel, &
Green, 1986, 1990; Graeff, 1983; Norris & Vecchio, 1992), Hersey and
Blanchard's Situational Leadership Theory has been widely adopted by
practitioners (Butler & Reese, 1991). SLT has been a major component of
leader trainingin such Fortune 500 companiesas|BM, MobileOQil, and X erox
and is accepted in all branches of the military (Robbins, 1989). University
Associates (1986) suggeststhat SLT has become the most widely accepted
managerial philosophy intheUnited States, Canada, Mexico, Europe, Africa,
and the Far East.

Inaddition, somehave specul ated that followersmay actual ly self-select
themselvesinto teams and/or jobsthat require aparticular level of employee
readiness. Indeed, it should come as no surprise that IT professionals often
self-sel ect themsel vesnot only into the profession, but into organi zationsand/
or teamswhere opportunitiesfor education and learning are valued (Klenke,
1997). Fernandez & V ecchio (1997) support theview that thisdynamicwoul d
possibly help to account for the findingsthat are supportive of the theory but
it would not negate the theory’ s basic principles.

Situational L eadership Theory doeshaveanumber of strengths (Caskey,
1988). It is straightforward and easy to learn, it functions at the most basic
level of |leader-follower interaction, and focusesprimarily onfollower perfor-
mance. However, Hersey and Blanchard’'s theory may offer the greatest
benefit to the extent that it reminds us that it is crucial to treat individual
followersdifferently (Fernandez & Vecchio, 1997). Thisideaof individual-
ized consideration isahallmark of Bass' (1985) conceptualization of trans-
formational leadership.
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TRANSFORMATIONAL AND TRANSACTIONAL
LEADERSHIP: THE FULL RANGE OF LEADER
BEHAVIOR

In reviewing the literature concerning organizational change, structure,
andleadershipintheinformationage, itisapparent that many areal sosending
the siren’s call for transformational leadership as a model for effective
influence. Roepke (2000) asserts that the traditional, hierarchical manage-
ment style will not be effective with today’s workers, particularly those
involved with emerging information technol ogies. These, and other, autono-
mousworkersare sending out asignal that organizationsmust movetoamore
collaborative philosophy where valueis placed on people and participation.
Hitt (2000) declares that “ as we move into what will be a century of
unprecedented challenges, successful leaderswill rely even moreintently on
... flexibility, capable del egation, teamwork, the ability to build for thelong-
termwhilemeeting short-termneeds, andvision” (p. 17). Dervitsiotis(1998),
while discussing the management of organizational change and the new
learning organization, states that today’ s leaders must bind people together
around ashared identity and sense of destiny and offer acommon vision that
propel san organization to focused action. Wang (1997), when discussing the
impact of information technology on organizational |eadership suggests, due
to the dynamic nature of cooperativework team networks, theleader’ sroleis
that of acoach. In examining high performanceteamsin particular, Gardiner
(1988) concluded that commitment, not authority, produced the greatest
results. Klenke(1997) describeseffectivel T |eadersasfacilitatorsthat arenot
dependent upon legitimate authority based on position power. Waldman
(1994) points out that these |eaders “ move team membersto higher levels of
self-control so that competent team members are empowered to control their
own responsibilities, to lead their own components of the project in coordi-
nation with other team members whose coordination efforts are assisted by
theleader” (p. 97). We believe that these writers are united in the belief that
transformational leaders are needed in this period of turbulence created by
emerging high-technology innovations.

Bass proclaimsthat in such avolatile environment, transactional |eader-
ship can beaprescription for mediocrity. He assertsthat to achievelong-term
superior performance, anew type of leader must emerge. These leaders will
“broaden and elevatetheinterestsof their employees, generateawarenessand
acceptance of the purposes and missions of the organization, and stir the
employeesto look beyond their own self-interestsfor the good of the overall
entity” (Bass, 1990, p. 19). Transforming leadership occurs when leader and
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followersareinvolved in such amanner that they elevate the motivation and
morality of one another. The related purposes of leader and followers are
joined together asone. Therefore, by inspiration, helghtened successcriteria,
and the application of alternative problem solving methods, transformational
leaders are ableto get their followersto accomplish maximum performance.

In recent years, management theorists have given considerable, and
well deserved, attention to the testing of transformational leadership asa
viablemodel. Infact, duringthefive-year period from 1990 to 1995 alone,
over 100 theses and dissertations investigated the concept and behaviors
of transforming leadership (Avolio, Bass, & Jung, 1995). Bass (1990)
suggests that by applying the behavioral characteristics of transforma-
tional leadership, leaderscan guidetheir followerstoward extraeffort and
extraordinary performance.

The historian James MacGregor Burns, in his book Leadership (1978),
was thefirst to coin the termstransactional and transformational leadership.
Hisinterest wasprimarily political |eadership but thetermsquickly caught on
in organizational management circles.

Transactional Leadership

The key to the transactional style of leadership isthe exchange between
the leader and follower. They influence each other in away that both parties
receive something of value. In other words, the leaders give subordinates
something that they want (for example, a salary increase) in exchange for
something that the leaders desire (for example, greater productivity, confor-
mity to standards, etc.). The partiesare mutually dependent upon one another
andthecontributionsof each sideareunderstood and rewarded (Burns, 1978).
Inthistransaction, leader influenceisbased onthepremisethat itisinthebest
interest of the subordinates to follow.

Transactional leadershipisusually characterized by theleader behaviors
of contingent reward and management-by-exception (Avolio, Bass, & Jung,
1995; Bass, 1985). A more active transactional |eader typically employs a
styleof contingent reward (rewardiscontingent uponthefollower meetingan
agreed upon, and mutually understood, goal) whereas a more passive trans-
actional leader tendsto practicetheavoidance of correctiveactionsaslong as
goalsare met. Thistype of leader behavior is characterized by the old adage,
“if itain't broke, don't fix it” (Bass, 1990).

Transactional leader behavior isthe style of leadership that ismost often
exhibited in industry today (Yammarino & Bass, 1990). Moreover, active
transactional leader behavior (contingent reward) has been positively corre-
lated to follower attitudes and performance (Avolio, Waldman, & Einstein,
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1988; Bass & Avalio, 1990; Dubinsky, Yammarino, Jolson, & Spangler,
1995; Waldman, Bass, & Yammarino, 1990). The published literature indi-
catesthat thisisnot the case with contingent punishment or management-by-
exception leader behavior (Avolio, Waldman, & Einstein, 1988; Bass, 1985;
Howell & Avolio, 1993; Kesder, 1993; Kirby, Paradise, & King, 1992;
Podsakoff, Todor, & Skov, 1982).

Transformational Leader Behavior

Transformational |eader behavior does not depend upon an exchange of
commodities between leader and follower (Bass, 1985). Transformational
leaders operate out of deeply held personal value systems that cannot be
negotiated or exchanged between individuals. By expressing these personal
standards, transformational leaders unite their followers but, more impor-
tantly, they can change their followers' goals and beliefs. Because of Bass
influence, itiscommonly assumed that transformational |eadersachievethis
in four distinctive ways by demonstrating: 1) individual consideration, 2)
intellectual stimulation, 3) inspirational motivation, and 4) charisma.

Individual Consideration. Transformational |eaders tend to pay close
attentionto theinterindividual differencesamong their followers. They often
act as mentors to their subordinates. Coaching and advising followers with
individual personal attention characterize this behavior. These leaders are
intent on removing obstacles that might inhibit both the development and
performance of their followers. A primary component of individual consid-
eration is the understanding that each follower has different needs and that
those needs would change over time. Therefore, transformational |leaders
must accurately diagnose the needs of individual followers in order to
optimize each follower’s individual potential (Avolio, Waldman, &
Y ammarino, 1991).

Intellectual Stimulation. Transformational |eadersal so providewaysand
reasonsfor followerstoalter their perceptionsof problemsand eventheir own
attitudes and values (Avolio, Waldman, & Yammarino, 1991). This is
characterized by promoting intelligence, rationality, logical thinking, and
careful problem solving. An intellectually stimulating leader is intent on
showing subordinatesnew waysof looking at old problems(Avolio, Waldman,
& Einstein, 1988). They tend to emphasi ze teaching their followersto search
for sensible solutions. They develop followers who see difficulties as prob-
lems to be solved (Bass, 1990).

Inspirational Motivation. Transformational |leadersinspiretheir follow-
ersto accomplish great feats. Thisdimension of transformational leadership
ischaracterized by thecommunication of high expectations, using symbolsto
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focus efforts, and expressing important purposesin simple ways. The poten-
tial to inspire followers is partialy realized by the synergy created by
demonstrating individual consideration andintellectual stimulation (Avalio,
Waldman, & Y ammarino, 1991). Such behavior increasestheleader’ sappeal
as it increases the confidence and self-worth of followers. Inspirational
leadersoften provide encouragement and optimism during difficult timesand
set the group standard as far as work ethic is concerned.

Charisma. Attaining charismaintheeyesof followersisacritical stepin
becoming atransformational |eader (Bass, 1990). Charismatic leaders exert
an enormous amount of influence (Conger & Kanungo, 1988; Howell &
Frost, 1989). They are peoplethat followerswant to trust and show commit-
ment. Followers consistently place an inordinate amount of confidence and
trust in charismatic leaders (Howell & Avolio, 1992). This charismatic
dimensionof transformational |eadershipischaracterized by providingvision
and a sense of mission, instilling pride in and among the group, and gaining
respect andtrust. A recent study by Waldman, Ramirez, House, and Puranam
(2001) has provided evidence that leader charismais a significant predictor
of organizational performance under conditions of uncertainty.

More recent iterations of Bass conceptualization of transformational
leadership have divided this charismatic dimension into behavioral and
attributed idealized influence. Idealized influence can be considered aculmi-
nation of theother threel’ s(individual consideration, intellectual stimulation,
and inspirational motivation) coupled with astrong emotional bond with the
leader (Avolio, Waldman, & Yammarino, 1991). L eaders who demonstrate
idealized influence devel op much personal power andinfluencewith follow-
ers and are, therefore, often labeled as charismatic.

These leadership factors define the constructs associated with the lead-
ership style and behaviorsthat constitute what Avolio and Bass (1991) have
termed the “full range” of leadership styles and behaviors. This full range
includes leader styles and behaviors that are extremely transformational at
one end to those that are highly avoidant at the other end (Avolio, Bass, &
Jung, 1995).

Benefits of Transformational Leader Behavior

There is a preponderance of literature indicating that transformational
|eadership canlead to substantial organizational rewards(Bass, 1990; Deluga,
1988; Y ammarino, Spangler, & Bass, 1993) and that transformational leader
behavior delivers an augmentation effect, that is, performance, effort, and
satisfactionthat risesabovethat derived by contingent reward |eader behavior
aone(Avolio,Waldman, & Einstein, 1988; Geyer & Steyrer, 1998; Waldman,
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Bass, & Yammarino, 1990; Y ammarino & Bass, 1990; Y ammarino, Spangler,
& Bass, 1993).

Transformational leadership has been positively correlated to leader
effectiveness ratings, leader and follower satisfaction, follower efforts, and
overall organizationa performance (Avolio, Waldman, & Einstein, 1988;
Bass, Avolio, & Goodheim, 1987; Hater & Bass, 1988; Howell & Avalio,
1993; Kessler, 1993; Lowe, Kroeck, & Sivasubramaniam, 1996; Seltzer &
Bass, 1990; Waldman, Bass, & Einstein, 1987; Yammarino, Spangler, &
Bass, 1993). In addition, findings have been reported that suggest that
transformational leader behavior i sassoci ated with empl oyee commitment to
the organization, trust in the leader, and positive organizational citizenship
behaviors(Bycio, Hackett, & Allen, 1995; Podsakoff, MacK enzie, Moorman,
& Fetter, 1990). Further, there is evidence to indicate that transformational
leadershipisparticularly effective during periods of turbulence (Humphreys
& Parise, 2000) and has produced empirical support in a high-technology
context (Ehrlich, Meindl, & Viellieu, 1990). Recent research has also sug-
gested that leaders who support emerging information technol ogies exhibit
moretransformational |eader behaviorsthan those leaderswho offer no such
support (Humphreys, 2001).

Personal Characteristics Of Transformational Leaders

The personal characteristics of transformational |eaders have also been
the topic of research (Dubinsky, Yammarino, & Jolson, 1995; Kirby, Para-
dise, & King, 1992; Ross & Offerman, 1997). Tichy and DeVanna (1986)
conducted face-to-face interviews with some of America’'s best-known
transformational leaders (for example, Lee lacocca, Jack Sparks, and Robert
Stemple). Their observations led them to suggest seven common character-
istics that these leaders seemed to possess that differentiated them from
transactional managers.

First, they identified themsel vesaschangeagents. Their professional and
personal image was to make a difference and change the organization for
which they had assumed responsibility. They were compared to athletic
coaches that took over a troubled program with the intent of making them
champions. They embraced the accountability of transforming the organiza-
tion. Transactional managerstend to manage what they find and leavethings
pretty muchtheway they foundthem (Tichy & DeVanna, 1986). Transforma-
tional leadership is about change and innovation.

In addition, each of these leaders demonstrated courage. They exhibited
thewillingnessto takerisksand challengethe statusquo in thelarger interest
of theorganization. They demonstrated theemotional couragetoreveal truths
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that others did not want to hear.

A third characteristic was a strong belief in people. These leaders
were very powerful but tended to avoid an autocratic style. They were
sensitive to the needs of their followers and worked to empower their
subordinates. Each played the multipleroles of cheerleader, coach, coun-
selor, and leader as they attempted to unite different personalitiesinto a
singular organizational mission.

These transformational |eaders were also value driven. Each person
interviewed could articulate aset of core values and exhibited behaviorsthat
were consistent with those beliefs.

Another characteristic shared by theseleaderswastheir quest for knowl-
edge. They wereall dedicated life-long learners. They viewed past mistakes
as learning experiences. Even at their lofty status, this group remained
adaptablein their attitudes and approaches.

A sixth common characteristic was their ability to deal with ambiguity
and uncertainty. They had little difficulty coping with an ever-changing
environment. They were ableto gracefully balance the emotional and cogni-
tive aspects of problem solving.

Finally, each of theseleaderswasavisionary. Not only werethey ableto
dream, they could translate those dreams into images and symbols that
allowed their followers to share them. The ability to draw others into the
visionisacritical component of transforming leadership. Bass (1990) asserts
that effective leaders must have this ability to influence the attitudes and
behaviors of their followers.

It is extraordinary how closely these characteristics match the types of
leadership previously suggested by thoseexaminingtheleader-follower dyad
in high performance T teams. Clearly, in thisnew management | andscape of
technological change and innovation, organizations need transformational
leadership (Tichy & Ulrich, 1984). When discussing theinitiativetoaignthe
human side of IT with proper leadership at 3M, Roepke (2000) speaksto the
organization’s desire to have their employees move from a transactional
psychological contract (i.e., short-term exchange of benefits) to arelational
psychological contract (i.e., long-term, mutually satisfying relationship). Itis
obvious that he is advocating transformational leadership. Klenke (1997)
believesthat in IT teams, transactional |eadership is*“likely to be limited by
atechnical perspectivewhich seestechnological changeasneeding primarily
technical problem solving skills, with little attention to interpersonal skills
and organizational consequences’ (p. 160). Transformational |eadership, on
the other hand, requires considerable people and conceptual skills to over-
comeresistanceto change and facilitate greater benefitsfrom theinvestment
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inlTs(Beatty & Lee, 1992). Klenke(1997) goesonto say that depending upon
thetask and thedevel opment stageof an | T team, theleader(s) should exercise
thefull range of |eadership stylesranging from autocratic to transformational
leadership. Thisfull range of leader behavior isanintegral component of our
new model for influence in the current high performance IT context.

A NEW MODEL

With the call for both situational and transformational leadership, we
believeit istime for anew model. In their review of Situational Leadership
Theory (SLT), Fernandez & Vecchio (1997), based uponthemixed empirical
support, suggest, “it may be useful to expand on the original logic contained
in SLT toincorporate evidencethat relatively more effective leaders employ
agreater rangeof tacticsthat manifest avariety of styles, andthat suchleaders
are better able to identify tacticsthat are most appropriate for a given target
person” (p. 76).

In addition, although Bass and colleagues notion of the full range of
|eader behavior hasenjoyed exceptional empirical support, criticsof transfor-
mational |eadership theory have questioned Bass' (1985) construct asto its
practical implementationfor everyday, frontlineleadersand managers. There-
fore, we propose anew, practical model for matching situational diagnostics
with appropriate leader behaviors. We expand on Hersey and Blanchard’'s
situational model and relate it to the leadership work of Bass, and others,
providing guidance for leaders holding no position power (e.g., leading a
crossfunctional team), aswell asthosewith such power. Themodel describes
what behaviorsaleader might effectively employ, after careful diagnosis, and
how those behaviors might be employed in four key leadership situations.In
thelast threedecades, thework of Hersey and Blanchard (1969 through 1996),
Burns (1978), and Bass, with his colleagues (1985 through 1997), have
evoked much scholarly activity aimed at el ucidating thework and empirically
testing its efficacy (Avolio, Waldman, & Einstein, 1988; Avolio, Waldman,
& Yammarino, 1991; Bass, 1985, 1996, 1997; Bass & Avolio, 1989, 1990,
1994; Bass, Waldman, Avolio, & Bebb, 1987; Einstein, 1995; Graeff, 1983;
Howell & Avolio, 1993; L owe, Kroeck, & Sivasubramaniam, 1996; V ecchio,
1987; Waldman, Bass, & Einstein, 1987; Yammarino, Spangler, & Bass,
1993). To date, however, there have been few attemptsto explicitly combine
theleadershipmodel of Hersey and Blanchard with thetransactional -transfor-
mational leadershipideasof Burnsand Bass, et. a. in suchaway asto provide
behavioral guidance for leader-managersin practical situations. Certainly in
the 21% Century workplace, with the emphasison cross-functional teeamsand
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participative environments, adaptation of these important works to such

contexts is warranted.

Therefore, it is our purpose to: (1) present a diagnostic model that
integratesHersey and Blanchard’ ssituational model withtheleadershipwork
of Bass;, and (2) propose a new model that outlines specific leadership
behaviorswhich, flowing from the diagnostic model, might be employed by
leader-managersin situations involving formal leaders with position power
and informal leaders without such power.

We will propose particular leadership behaviors as they apply to situa-
tions where:

*  Theleader has position power (formal authority) and, after diagnosis,
chooses to exert control over followers,

*  Theleader has position power and, after diagnosis, chooses not to exert
control over followers;

*  Theleader does not have position power (e.g., is“project leader” in a
team environment) and, after diagnosis, chooses to exert control over
others (weintentionally avoid the use of “followers” in thisinstance as
the term follower implies that the leader does in fact have position
power); and

»  Theleader does not have position power and, after diagnosis, chooses
not to exert control over others.

Leadership is about influence, which is often defined as the ability to
change another’s behavior. Effective leadership, however, requires that
leadersnot only exerciseinfluence but they must determinewhen, where, and
how to exercise it (House & Howell, 1992; Winter, 1991). The goal of
leadership is to exert influence with the involvement of others; e.g., they
willingly agreeto change; |eadershipinvolvesthe use of power andinfluence
to affect aperson or group whether the person wielding theinfluence hasthe
ultimate authority (position power) to do so or not. Therefore, effective
leaders should be consciously focused ontheanal ysisof power rel ationships.

Transformational leaders analyze these relationships by diagnosing
leader-follower relations, understanding thejob demands, and then matching
thematurity level (readiness) of followersto thesituation (Bass, 1985). Thus,
they arein control of the situation and canidentify successful waysof dealing
with people by selecting a style of leadership called “contingent reward.”
Einstein (1995) recognized that in the early stages of the leader-follower
relationship, the leader isin control and, asin parenting, is*“responsiblefor”
the success of followers. As times goes on, the leader begins transferring
control and moving toward an interdependent state called “responsible to.”
Thismovement from contingent reward |eader behavior to themutual state of



16 Einstein & Humphreys

“responsible to” is the basis for the augmentation effect described by a
plethoraof previousresearch examining transforming leadership (Avalio,
Waldman, & Einstein, 1988; Geyer & Steyrer, 1998; Y ammarino, Spangler,
& Bass, 1993). Transformational |eaders begin the leader-follower rela-
tionship with a sense of “responsibility for” the growth and development
of followers. They seek to enhance the relationship by arousing and
mai ntaining trust, confidence, and desire, even in the transactional role.
The goal is to transform followers toward a relationship that shifts the
dependent “responsibility for” into arelationship that is interdependent,
and people are “responsible to” each other. A transformational leader’s
bottom line goal is to bring followers up to the level where they can
succeed in accomplishing organizational tasks without direct leader
intervention. Unfortunately, many traditional |eaders entrap themselves
and their followers by making themselves indispensable. They do this by
remaining in arelationship that relies on contingent reward. They rely on
position power to control the relationship. Transforming leadership re-
quires the leader to develop and maintain trust, by being consistent and
authentic in behavior toward followers (and others), build confidence by
sharing in the success of goal achievement(s), and heighten desire by
raising the level of individual need. Transformational |leaders exercise
their skill by way of athree-step process involving:

»  Diagnosingtheleadership situationwithrespect to the power dynam-
ics, the priorities of the situation (task or people), and follower
willingness (motivation);

* Maintaining control while transacting the basic contingent reward
relationship between leader and follower(s); and,

*  Transferring control while transforming followers into interdepen-
dent, effective, mature people who perform beyond normal expecta-
tions and have self-control (i.e., control is transferred as followers’
job capacity increases).

DIAGNOSING THE LEADERSHIP SITUATION

The first step in employing effective transformational leadership in-
volves diagnosing the situation in terms of three critical issues. power,
priorities, and people (Einstein, 1995). In the diagnostic model of leadership
styles(Figurel), thesealliterated symbol srefer to the current power relation-
ship, the leader’ srolein priorities, and the followers' readiness.
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Figure 1. A diagnostic model of leadership styles

Position .......... LEADER'SPOWER.......... Per sonal
Task Demands.......... LEADER'SROLE.......... Relationships

Low............ SKILLSAND ABILITIES............ High
LOW...oovieiieenns GOAL FOCUS...........ce...e. High
LOW...ooooviieiinns WILLINGNESS................... High
DIRECT PERSUADE INVOLVE INSPIRE
<4— Contingent Reward ————» ‘ Transfor mational
“Responsible For” p “Responsible To”

Source: Einstein, W. O. (1995). The challenge of |eadership: A diagnostic model
of transformational |eadership. The Journal of Applied Management and Entre-

preneurship, 1(2), 120-133.

L eader-Follower Power Relationships

Position Power . Position power, coming fromtheorganization, givesthe
|eader the organizational right (authority) to demand compliancefromothers.
Typicaly, the leader has the formal position power to hire, fire, impose
decisions, and vetothe proposal sof followers. With position power theleader
controls people by alocating rewards (contingent reward) or by dishing out
retribution (contingent punishment). Position power isafiniteresource; e.g.,
the more one must useit, the less powerful it is, because people don’'t liketo
be intimidated and will at some point start to rebel.

Personal Power. Personal power is different from position power, asit
rests with theindividual regardless of formal bureaucratic position. Itsbasis
is some combination of expertise on the part of the leader in doing the work
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of the organization and willingness on the part of the follower to be influ-
enced. It also stems from the extent to which aleader can use followers’
internalized values or beliefs that he or she has the political skill and/or
expertise to find paths leading to valued rewards. Managers usually
overlook personal power because they have position power to rely upon
as their primary control mechanism. While people do not generally like
others to hold power over them, their resistance is less likely when the
power is perceived to be based on legitimate organizational expertise. A
further thought follows from considering power, that is, to the degree
power determines the range of choice the leader has to exercise control.
The bottom line of power is simply that if one has some combination of
position power aswell aspersonal power, that person caninfluence people
more easily and to a greater degree. Therefore, effective leaders must
consider personal power as atool.

Using personal power is essential because leaders are often not given
enough position power (authority) to do their jobs. If a manager has an
employeewhoisnot performing and whoseperformancecannot beimproved,
can the manager fire the employee? Or more importantly to this discussion,
if theleader isaproject |eader with team membersthat are not subordinates,
on what basis does the leader exert influence? Most |eaders know that they
don’t possesstheauthority they wouldliketo havesothey fill thegap by using
persona power. Power gaps differ from job to job, of course, but most
managers know that they have a power gap in their work. It is one of the
frustrating aspects of being a manager. Imagine then, the difficulty in
effectively leading ateam of professional sin acontext where position power
is at best very limited or, at worst, completely absent. Although there are
severa potential personal power characteristics, we believethat relationship
power offersthe greatest benefits in the current environment.

No personal power resource is better known than relationship power. We
hear of “ oldboy networks’ or thesaying, “ It snot so muchwhat you know aswho
you know.” Such commentsreflect animportant political redlity. Itiseasier (and
morerewarding) to work with peoplewho areliked, respected, and admired than
those who are not liked or known. Additionaly, most people find that work
conflictsare much easier to work through with friendsthan within the context of
formal rel ationships. Who you know, and moreimportantly whom you canwork
with harmonioudly, isimportant. Many successful people could not get anything
doneif they didnot havecoworkers, bosses, and subordinateswithwhomthey had
solid relationships.

There are situations that require leadersto rely on relationship power to
succeed. First of all, managers can experience a power gap in dealing with
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their subordinates. In certain circumstances, some subordinates may even

have more power than their managers. Consider these subordinates:

e expertsinaparticular part of the work,

» employeeswho are so popular with othersthat if they were disciplined,
it would have serious repercussions,

e individuals who are amost impossible to replace,

»  key peoplein the workflow.

Such individuals may be difficult to confront without some political
maneuvering and effectively using personal power. In today’s high-tech
world, this scenario is becoming quite commonplace.

In addition, most people have a host of others in key work groups on
whomthey rely. Theseothers, often called “internal suppliers,” providethem
with the raw materials or support they need in order to performwell. If these
other groups do not cooperate, managers cannot order them to do so. Many
professional I T project teams certainly operate in this manner. The manager,
or project leader, may have no recourse but to use effective personal power as
other methods of influence would be ineffectual.

Given the diagnosis model (Figure 1), it seems clear that the successful
leader must build personal power to expand the range of stylesavailable and
move the follower(s) toward a “responsible to” relationship, since the less
personal power one has the more one must rely on position power.

L eader’s Role I ssues

The leader’s mission is to balance priorities between accomplishing
taskscentral to the organization’ sexistence and making peopleresponsiveto
those job demands. For a leader to approach priorities in this way is
particularly important because it focuses the leader’s thinking on where
leadership control should be directed. The mission of the leader isto make
decisions about tasks, take care of people, and set priorities between these
two. Astheleader proves successful in task accomplishment, the priority for
tasksshiftsto thefollower(s), and effective use of contingent reward enables
the leader to shift to a persuasive style. As personal power builds, a bond
begins to form between the leader and the follower(s).

Follower’s Job Capacity

Thethird element of the leader’ sdiagnosis hasto do with an analysis of
the follower’s capacity to accomplish the assigned task(s). This area of
diagnosis is where the least research has been done under the heading of
transformational leadership. Theleadingwork ontheconcept of readinesshas
been accomplished by Hersey and Blanchard (1969 through 1996), who state
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that readiness, in relation to one’ s job consists of two combined factors: (1)
the readiness factor (innate ability, education, training, and experience),
which reflects a person’s capability for performing the job; and (2) the
psychological maturity factor, which isassociated with an individual’ s self-
confidence, desirefor achievement, and willingnessto accept responsibility.

Webelievethereisoneother critical factor; the degree of understanding
and commitment followers and/or team members show toward organiza-
tional goals. When a person possesses high capability, high desire for
achievement, high commitment, high responsibility, and understands and
accepts organizational goals, that person possesses high job capacity.

Having diagnosed theappropriatel eadership style, thesecond stepfor the
effective transformational leader isto help the followers answer the contin-
gent reward question: “What’ sinit for me?’ Theleadership stylewithwhich
the leader accomplishes this step is dependent upon the diagnosis just
discussed. For example, if thediagnosisshowsthat job demandsare ambigu-
ous, thefollower’ scapacity to performislow, and theleader has sufficient
position power, then ahigh degree of direction and |eader control may be
necessary. By directing followers toward what must be done, there is a
greater chance that taskswill be successfully completed and rewardswill
follow. The leader may consequently use a directive, telling style of
leadership. As job demands become relatively straightforward and fol-
lowersbegintodevelop clearer “responsibleto” behaviors (asdetermined
by effective diagnoses), the leader may employ a more persuasive,
involving, or inspiring style.

At its best, the leader is able to diagnose which style will get the best
results given the power, priorities, and people with which the leader has to
work. Effectiveleadersshift from directing to persuading, and then makethe
control shift of being involved but no longer in control, and finally to an
inspiring style where transformations can take place.

MATCHING BEHAVIORSAND STYLE

Thus far we have discussed the concepts of Hersey/Blanchard and Bass
as seen through a model proposed by Einstein (1995) as they relate to the
selection and employment of leadership styles which match a leader’s
diagnosis of agiven situation (Figure 1).

Figure 2 provides an overview of an expansion of the material just
discussed, which can be used to help leaders manage their leadership
responsibilitiesnot only withintheir supervisory group, but outsidethisgroup
aswell. Three conceptsare presented: (1) leadership behaviorsdemonstrated
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withinthegroup whentheleader hasposition power at his/her disposal (upper
half of the model) versusthose behaviors outside the group, where the leader
doesnot have position power (lower half of themodel); (2) behavioral styles,
presented on a continuum from Directive to Inspirational, with a mid-point,
between Persuading and Involving, which signals a shift in control from
“responsible for” toward “responsible to” behaviors; and (3) a notation
indicating the point at which Contingent Reward styleleadership movesfrom
Transactional to a Transformational style.

Based on the model represented in Figure 2, we believethat transforma-
tional leaders havethe opportunity to use any and all leadership styles, asthe
situation requires. Transactional leaders, on the other hand, stop short. That

Figure 2. Leader behavior matching leader styles within and outside
supervisory group

Leader in Control

Group in Control
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is, they can move left to right within this model but they only go as far as
“involve” and never getto“inspire.” Y ouwill noticethat the behaviorsonthe
left side of themodel arequite different fromtop to bottom. Astheleadership
styles shift right, however, the behavioral differences are less pronounced
because of the “responsibility to” relationship that is emerging.

L eader in Control: Within the Group

If adiagnosi sdeterminesthenecessity for aleader toemploy aDirectivestyle,
certain behaviorswill bemoresuccessful than others. Specifically, asaDirective
leader, one should maintain control since the priority isto accomplish required
taskswith peoplewholack certainaspectsof job capacity. Itisthereforenecessary
to help membersestablish an orderly processto accomplish organizational tasks,
whiles multaneoudy seekingwaystoimprovethediagnosed deficienciesintheir
capacities. Leadersin such situations:

Establish process. Provide direct supervision, set up rules to make
repeated actions more routine, and provide a forum for people to suggest
alterations or improvements to the rules.

Set job objectives. Assign specific tasks; assure the objectives are
measurable; provide mechanisms for ensuring feedback that will compare
performance with past and expected future accomplishment; and providethe
necessary direct support to make sure that the objectives are attainable,
realistic, and timely. As the leader-follower relationship moves toward a
“responsible to” relationship, the leader implements a more shared process.

Monitor performance. Itiswell understoodthat peopledesireandrequire
feedback in order toregulatetheir own performance. Feedback isan essential
ingredient in any situation where the leader wishesto maintain control while
simultaneously fostering personal growth in followers.

Careful diagnosis may indicate that leader control is necessary but,
because of the perceived job capacities of the followers, the appropriate
behaviors should be persuasive and evauative rather than directive and
controlling. In such situations, leaders will:

Coordinate process. This style affords more flexible interpretation of
rulesand moreinformal talk among followers about accomplishing tasks. In
this environment, the leader can spend moretime asacoach and lesstime as
boss. Feedback is still an important commaodity, with the primary source of
data coming from co-workers.

Analyze activities. Setting objectives becomes a shared process as
followerstakeonagreater role. Asjob capacity increases, so doesthepersona
stake in setting objectives. The leader is building an environment where
capable people support the activities they help create.
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Appraise performance. In this context, the leader is not so much con-
cerned with formal appraisals but, rather, in the leader being on hand to
understand what isgoing on and what intrinsic rewards might be appropriate
for each of the followers.

Group in Control: Within the Group

When diagnoses indicate that the group being supervised might be
willing and ableto exert more control over situations, the leader may choose
toemploy aninvolving styleand attempt to facilitatetheir interaction. In such
situations, the leader will:

Build cohesion. Cohesion is developed in collaborative organizational
climates, which aregrounded in trust (Larson & LaFasto, 1989). Trust flows
from a climate that includes: (1) honesty, no lies, no exaggerations; (2)
openness—a willingness to share; and a receptivity to information, percep-
tions, ideas; (3) consistency—predictable behavior and responses; and (4)
respect—treating people with dignity and fairness (Larson & LaFasto, 1989).

Manage conflict. In 1981, Fisher and Ury saw conflict as a growth
industry. Today, with more emphasis on collaborative climate building, the
ability to manage conflict is tantamount to being an effective leader when
one’ sdiagnosisindicatestheneedfor anInvolving L eadership Style. Lewicki,
Hiam, and Olander (1996), outlines effective strategy for reducing conflict:
reduce tension by injecting humor (when appropriate), by separating the
parties, or by facilitating atension reduction interaction, during which each
person in conflict makes small, usually public, concession and invites the
other party to reciprocate.

Develop teams. Larson and L aFasto (1989) provideasuccinct overview,
empirically based, of team development issues. Leaders, working with these
elements, will strive toward developing and maintaining clear, elevating
goals, results-driven structures, competent team members, unified commit-
ment, and principled |eadership.

When the diagnosesindicate that the group can handleit, aleader might
engage in inspirational behaviors aimed at creating bonds. Such behaviors
wouldinclude promoting follower influence, stimulatingintellectual inspira-
tion, and being individually considerate (clearly and specifically equitableas
opposed to equal). Thismaterial iscovered at length in theworks of Avalio,
Waldman, and Einstein (1988), Avolio, Waldman, and Y ammarino (1991),
Bass (1985), Bass and Avolio (1990), and Einstein (1995). We obviously
believetheideasto beof great importancebut spaceconstraints, and our focus
in this Chapter, do not allow for extrapolation here.
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L eading Groups Outside the Chain of Command

Muchof aleader’ stimeisspentinactivitiesoutsidethegroup over which
she/he has legitimate hierarchical authority (position power). Whereas, in
previous discussions, the leader has had both personal and position power at
her/his disposal, in these circumstances the leader must evoke power on the
basisof personal characteristicsoutsidetherealm of organizational authority
(personal power).

Thediagnostic processisessentially the samewith the exception that the
leader has no position power. For example, aleader may see it necessary to
apply directive control with a group with low job capability, but must do so
usingdifferent behaviors. However, theprocessisexactly thesame: diagnosis
is crucial. The use of contingent rewards is still important, but in these
instances, theleader must rely almost exclusively onintrinsicrewardsoffered
to followers. Leaders, consistent with diagnoses, should still move from
Directive to Persuasive to Involving to Inspirational (along with the corre-
sponding shift from a*“responsible for” towards a*“responsible to” relation-
ship) stylesof leadership. The differencesin leader behaviors may be subtle,
but arenonethel ess of great importance (seeFigure 2, at thebottom, under the
heading “ Outside the Group the Leader”).

Leader in Control: Outside the Chain of Command

The leader of aproject team (or other such group outside hig’her “chain
of command”) isin charge of aproject that isstrictly time-bound, the success
of whichisoften crucial to the survival of an organization. After diagnosis of
the project team members, the leader determinesthat it is necessary to exert
some control. This leader has two styles available, depending upon the
diagnosis of the team members and the preferred style: Directive or Persua-
sive. If the leader sees adirective style as being most appropriate, the focus
will be on providing the group a definition of the problems or mission,
planning the goals related to the problem solution or mission accomplish-
ment, and generating the ground rules for successful completion of the
project. In other words, theleader, using personal power, takes charge of the
group. The success or failure of the mission will depend upon the correct
diagnosis of the situation and the amount of personal power attributed to the
leader by the followersin the situation.

If, given the same situation, adetermination ismade, through diagnosis,
that a Persuasive style is better suited, the leader will, after defining the
problemsand devel oping thegoal sand ground rules, win acceptancefromthe
group of these rules and goals, help the group focus on the task, and, using
persona power and intrinsic rewards (superordinate goal's, sense of accom-
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plishment, etc.) asmotivators, win support fromthegroup asleader and move
them toward action.

Group in Control: Outside the Chain of Command

Where diagnosis of the situation, the organizational climate, and leader-
follower relations warrant, leaders may determine that the best style mandates
more intensive group involvement. In such situations, the leader will attempt to
facilitate cooperation by: acting supportively, employing communication skills
such as active listening (Rogers, 1957), and “principled leadership” behaviors
(Larson& LaFasto, 1988); negotiating ideas, using thestrategic skillsoutlinedin
Lewicki, et. d. (1996); and, through the development and use of such skills,
building persona power. Unlike position power, persona power is given to
leaders by followers and, when used appropriately, becomes stronger with use.

In situationswhere changeinitiation and management isaprimary issue
and where diagnosis of leader-follower relationships, climate, and personal
stylepreferenceswarrant, theleader may attempt a Transformational style of
leadership. Previous research has indicated causal relationships between
transformational leadership and innovation/change (Bass, 1985; Conger &
Kanungo, 1987; House, 1977; Howell & Avalio, 1993; Howell & Higgins,
1990; Oberg, 1972). Treating peopl e asindividual sand providing opportuni-
ties and support for intellectual stimulation are at the heart of Bass' (1985)
transformational leadership model, and instill confidence and strengthen
desires of followers to do their best. We believe that in the current high
technology context, effective influence dictates that |eaders employ the full
range of leader behaviors from contingent reward to truly transformational,
and that the models provided would assist leaders (formal and informal) in
determining which behaviors are appropriate.

FUTURE TRENDS

Itisclear that information technology hasforever changed the structure
of many organizations and that this restructuring has created significant
leadership challenges. We' veattempted to provide sol utionsto some of those
challenges in this Chapter. This being said, however, the future will likely
exacerbate the current issues and create new ones. We believe that one such
areawill beproviding effectiveleadershipto virtual teams. Firmsarealready
beginning to establish virtual project teams where members tend to only
interact via information technology (Grenier & Metes, 1995; Lipnack &
Stamps, 1997). Although virtual teams offer tremendous flexibility and the
ability torapidly servetheneedsof adynamicenvironment, “adark sidetothe
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new form also exists. such dysfunctions aslow individual commitment, role
overload, roleambiguity, absenteeism, and social |oafing may beexaggerated
in avirtual context” (Jarvenpaa & Leidner, 1999, p. 792). Clearly, future
research shouldfurther investigatetheleader-follower relationshipwithinthe
virtual team context.

CONCLUSION

Rapid technological advancements, especially those associated with
information technologies, are forcing organizations to rethink how they
operate and accept that many approaches that worked well in the past are
simply no longer effective. There is little question that many organiza-
tions are becoming less structured and that a premium is being placed
upon the firm's ability to adapt to ever-changing environments often
created by new technologies. Morethan ever, today’ s organizations must
focusonthe development of leadersthat can not only cope, but also thrive
in this complex and dynamic world.

Bass asserts that for organizations to achieve long-term superior
performance, especially in achanging environment, anew type of leader
must emerge. Webelieveitiscrucial that as management thinking moves
into the 21% Century, effective leadership (both contingent reward and
transformational) must be developed at all levels of the organization. We
believe that thisis particularly true when discussing leadership and high
performance teams of technology professionals. How practicing manag-
ers determine and deliver the appropriate transforming leader behaviors
has been the focus of this Chapter.

InthisChapter, wehaveprovided adiagnosticmodel of |leadershipstyles.
In addition, a new model was proposed that outlines specific leadership
behaviors that, when used with the diagnostic model, can provide specific
behavioral guidance to leaders. Using the diagnostic model, leaders can
evauate the leader-follower relationship (power), the job demands versus
relationship building (priorities), and the readiness of the followers (people)
inorder to select an appropriatestyleof |leadership that fitsthesituation. Then
leading the group toward interdependence with the leader to a shared
“responsibility to,” theleader can move beyond contingent reward to leader-
ship behaviors that are truly transforming. By gaining skill in selecting
appropriate leader behaviors and applying the characteristics of transforma-
tional leadership, leaders can guide their followers toward extra effort and
performance beyond expectations.
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Further, the new model, when used in conjunction with effective
diagnosis, provides guidance to leaders in situations where they have
position power aswell as those where such power islacking. We believe
that thisissue, wherethe leader has no position power and ischarged with
effecting and/or managing change, is both common to many current team
environmentsand richinresearch possibilities. Researchin organizations
should now begin to test the efficacy of the model and, perhaps more
importantly, examine the informal leadership behaviors necessary to
create and manage change in environments where innovation issimply a
business imperative. How do such leaders enhance trust, instill confi-
dence, and strengthen desires in their “followers’? To what extent can
organi zationsthat have been successful at managing changeattributetheir
successto suchinformal |eaders?What specific behaviorsdo such |eaders
exhibit, particularly those attempting to influence a cohesive IT team?
There are many questions yet to be answered.

ACKNOWLEDGEMENTS

We gratefully acknowledge Ms. Molly Zettel for her comments and
editing in the preparation of this manuscript.

REFERENCES

Armstrong, C. P. and Sambamurthy, V. (1999). Information technology
assimilation in firms: The influence of senior leadership and IT infra-
structures. Information Systems Research, 10(4), 304-327.

Avolio, B. J. and Bass, B. M. (1991). The Full Range of Leadership
Development. Binghamton, NY : Center for Leadership Studies.

Avolio, B. J.,, Bass, B. M. and Jung, D. I. (1995). Multifactor Leadership
Questionnaire Technical Report. Redwood City, CA: Mind Garden.

Avalio, B. J.,, Waldman, D. A. and Einstein, W. O. (1988). Transformational
leadership in a management game simulation: Impacting the bottom
line. Journal of Group and Organizational Sudies, 13(1), 58-80.

Avalio, B. J.,, Waldman, D. A. and Yammarino, F. J. (1991). Thefour I’ s of
transformational leadership. Journal of European Industrial Training,
15(4), 9-16.

Bass, B. M. (1985). Leader ship and Perfor mance Beyond Expectations. New
Y ork: The Free Press.

Bass, B. M. (1990). From transactional to transformationa |eadership:
L earning to share the vision. Organizational Dynamics, 18(3), 19-31.



28 Einstein & Humphreys

Bass, B. M. (1996). Isthereuniversality inthefull rangemodel of leadership?
International Journal of Public Administration, 19(6), 731-762.

Bass, B. M. (1997). Does the transactional—Transformational leadership
paradigm transcend organi zational and national boundaries? American
Psychologist, 52(2), 130-1309.

Bass, B. M. and Avolio, B. J. (1989). Manual for the Multifactor Leadership
Questionnaire Profile. New Y ork: Free Press.

Bass, B. M. and Avalio, B. J. (1990). Developing transformational |eadership:
1992 and beyond. Journal of European Industrial Training, 14(5), 21-27.

Bass, B. M. and Avolio, B. J. (Eds.) (1994). Improving Organizational
Effectiveness Through Transformational Leadership. Thousand Oaks,
CA: Sage.

Bass, B. M., Avalio, B. J. and Goodheim, L. (1987). Quantitative description
of world-class industrial, political, and military leaders. Journal of
Management, 13, 7-19.

Bass, B. M., Waldman, D. A., Avalio, B. J. and Bebb, M. (1987). Transfor-
mational leadership: Thefalling dominoeseffect. Group and Organiza-
tion Sudies, 24, 73-87.

Beatty, L. and Lee, G. (1992). Leadership among middle managers: An
exploration in the context of technological change. Human Relations,
45(9), 957-989.

Blank, W., Weitzdl, J. R. and Green, S. G. (1986). Situational leadership
theory: A test of underlying assumptions. Paper presented at the Na-
tional Academy of Management Conference, Chicago.

Blank, W., Weitzel, J. R. and Green, S. G. (1990). A test of situational
leadership theory. Personnel Psychology, 43(3), 579-597.

Burns, J. M. (1978). Leadership. New Y ork: Harper & Row.

Butler,J. K.andReese, R. M. (1991). L eadership styleand sal esperformance:
A test of the situational leadership model. Journal of Personal Selling
and Sales Management, 11(3), 37-46.

Bycio, P., Hackett, R. D. and Allen, J. S. (1995). Further assessments of
Bass's (1985) conceptualization of transactional and transformational
leadership. Journal of Applied Psychology, 80(4), 468-478.

Caskey, F. (1988). Leader ship Styleand Team Process. A Comparison of the
Managerial Grid and Stuational Leadership (Project No. 25). St. Paul,
MN: University of Minnesota, Department of V ocational and Technical
Education (ERIC Document Reproduction Service No. ED 296 162).

Clerk, J. (2000). For U.S. MBAs, it’s about vision and risk. International
Herald Tribune, March, 16.



The Changing Face of Leadership: The Influence of Information Technology 29

Cohen, A. and Bradford, D. (1989). Influence Without Authority. New
York: Wiley.

Conger, J. A. and Kanungo, R. N. (1987). Toward a behavioral theory of
charismatic |eadership in organizational settings. Academy of Manage-
ment Review, 12, 637-647.

Conger, J. A. and Kanungo, R. N. (1988). Charismatic Leadership: The
Elusive Factor in Organizational Effectiveness. San Francisco, CA:
Jossey-Bass.

Deluga, R. J. (1988). Relationship of transformational and transactional
|eadership with employee influencing strategies. Group and Organi za-
tion Studies, 13(4), 456-467.

Dervitsiotis, K. N. (1998). Thechallenge of managing organi zational change:
Exploring the relationship of reengineering, developing learning orga-
nizations and total quality management. Total Quality Management,
9(1), 109-123.

DeVries,R.E.,Roe,R.A.and Taillieu, T. C. B. (1998). Need for supervision.
Journal of Applied Behavioral Science, 34(4), 486-502.

Dubinsky, A. J., Yammarino, F. J. and Jolson, M. A. (1995). An exami-
nation of linkages between personal characteristics and dimensions
of transformational |eadership. Journal of Businessand Psychology,
9(3), 315-335.

Dubinsky, A. J.,, Yammarino, F. J., Jolson, M. A. and Spangler, W. D.
(1995). Transformational leadership: Aninitial investigationinsales
management. Journal of Personal Selling and Sales Management,
15(2), 17-29.

Ehrlich, S., Meindl, J. and Vidllieu, B. (1990). The charismatic appeal of a
transformational leader: An empirical case study of a small, high
technology contractor. Leadership Quarterly, 1(4), 229-248.

Einstein, W. O. (1995) The challenge of leadership: A diagnostic model of
transformational leadership. The Journal of Applied Management and
Entrepreneurship, 1(2), 120-133.

Fernandez, C. F. and Vecchio, R. P. (1997). Situational leadership theory
revisited: A test of an across-jobs perspective. Leadership Quarterly,
8(1), 67-85.

Fisher, R. and Ury, W. (1981). Getting to Yes: Negotiating Agreement
Without Giving In. New Y ork: Penguin Books.

Foster, R. N. (2000). Managing technologica innovation for the next 25
years. Resear ch Technology Management, 43(1), 29-31.



30 Einstein & Humphreys

Fulmer, R. M., Gibbs, P. A. and Goldsmith, M. (2000). Developing leaders:
How winning companieskeep on winning. S oan Management Review,
42(1), 49-60.

Gardiner, J. (1988). Building leadership teams. In Green, M. M. (Ed.),
Leaders For a New Era. New Y ork: MacMillan Publishing Company.

Geyer, A. L. J. and Steyrer, J. M. (1998). Transformational leadership and
objective performance in banks. Applied Psychology: An International
Review, 47(3), 397-420.

Goodman, P., Devadas, S. and Hughson, T. (1988). Groupsand productivity:
Analyzing effectiveness of self-managing teams. In Campbell, J.,
Campbell, R. & Associates (Eds.), Productivity in Organizations. San
Francisco: Jossey-Bass.

Graeff, C. L. (1983). The situational leadership theory: A critical view.
Academy of Management Review, 8, 285-291.

Grenier, R. and Metes, G. (1995). Going Virtual. Upper Saddle River, NJ:
Prentice Hall.

Hackman, R. (1986). The psychology of self-management in organizations.
In Pollack, M. and Perloft, R. (Eds.), Psychology and Work: Productiv-
ity, Change, and Employment. Washington, DC: American Psychologi-
cal Association.

Handy, C. (1995). Trust and the virtual organization. Harvard Business
Review, 73(3), 40-48.

Hater, J. J. and Bass, B. M. (1988). Superiors evaluations and subordinates
perceptionsof transformational and transactional leadership. Journal of
Applied Psychology, 73(4), 695-702.

Hersey, P. and Blanchard, K. H. (1969). Management of Organizational
Behavior. Englewood Cliffs, NJ: Prentice Hall.

Hersey, P. and Blanchard, K. H. (1993). Management of Organizational
Behavior: Utilizing Human Resources, 6" ed. Englewood Cliffs, NJ;
Prentice Hall, Inc.

Hersey, P., Blanchard, K. H. and Johnson, D. E. (1996). Management of
Organizational Behavior. (7th ed.) Englewood Cliffs, NJ. Prentice Hall.

Hitt, M. A. (2000). The new frontier: Transformation of management for the
new millennium. Organizational Dynamics, 28(3), 7-17.

House, R. J. (1977). A 1976 theory of charismatic leadership. In Hunt, J. G.
and Larson, L. L. (Eds.), Leadership: The Cutting Edge, 189-207.
Carbondale, IL: Southern Illinois University Press.

House, R.J. andHowell, J. M. (1992). Personality and charismaticleadership.
Leadership Quarterly, 3, 81-108.



The Changing Face of Leadership: The Influence of Information Technology 31

Howell, J. M. and Avolio, B. J. (1992). The ethics of charismatic
leadership: Submission or liberation? Academy of Management Ex-
ecutive, 6(2), 43-54.

Howell, J. M. and Avalio, B. J. (1993). Transformational |eadership, transac-
tional leadership, locus of control, and support for innovation: Key
predictors of consolidated-business-unit performance. Journal of Ap-
plied Psychology, 78(6), 891-902.

Howell, J. P. and Bowen, D. E. (1990). Substitutes for leadership: Effective
aternativesto ineffectiveleadership. Organizational Dynamics, 19(1),
20-39.

Howell, J. and Dorfman, P. (1981). Substitutes for leadership: Test of a
construct. Academy of Management Journal, 24, 714-728.

Howell, J. and Dorfman, P. (1986). Leadership and leadership substitutes
among professional and nonprofessional workers. Journal of Applied
Behavioral Science, 22(1), 29-46.

Howell, J. M. and Frost, P. J. (1989). A laboratory study of charismatic
leadership. Organizational Behavior and Human Decision Processes,
43, 243-269.

Howell, J. M. and Higgins, C. A. (1990). Champions of technological
innovation. Administrative Science Quarterly, 35, 317-341.

Humphreys, J. H. (2001). Transformational and transactional |eader behav-
ior: The relationship with support for e-commerce and emerging tech-
nology. In Proceedings of the Inter national Applied Business Research
Conference, Cancun, Mexico.

Humphreys, J. H. and Parise, P. A. (2000). Shifting culture: Therelationship
between transformational leadership and sales productivity during a
period of organizational turbulence. Interactive session presented at the
41% meeting of the Western Academy of Management, Hawaii, April.

Jarvenpaa, S.L.andLeidner,D. E. (1999). Communicationandtrustinglobal
virtual teams. Organization Science, 10(6), 791-816.

Katzenbach, J. and Smith, D. (1993). The Wisdom of Teams. New Y ork:
Harper Business.

Kerr, S. and Jermier, J. M. (1978). Substitutesfor |eadership: Their meaning
and measurement. Organizational Behavior and Human Performance,
22, 375-403.

Kessler, T. G. (1993). The Relationship Between Transfor mational, Transac-
tional, and Laissez-faire Leader ship Behaviors and Job Satisfactionin
a Research Environment. Unpublished doctoral dissertation, Nova
University, Ft. Lauderdale.



32 Einstein & Humphreys

Kirby, P.C., Paradise, L. V. and King, M. |. (1992). Extraordinary leadersin
education: Understanding transformational |eadership. Journal of Edu-
cational Research, 85(5), 303-311.

Klenke, K. (1997). Leadership dispersion as a function of performance in
information systems teams. Journal of High Technology Management
Research, 97(8), 149-170.

Larson, C. and LaFasto, F. M. J. (1989). Teamwork: What Must Go Right/
What Can Go Wrong. Beverly Hills, CA: Sage.

Larson, C., LaFasto, F. M., Lewicki, R. J., Hiam, A. and Olander, K. W.
(1996). Think Before You Speak: A Complete Guide to Strategic Nego-
tiation. New Y ork: John Wiley & Sons.

Lipnack, J. and Stamps, J. (1997). Virtual Teams: Reaching Across Space,
Time, and Organizationswith Technology. NewY ork: John Wiley &
Sons.

Lowe, K. B., Kroeck, K. G. and Sivasubramaniam, N. (1996). Effective-
ness correlates of transformational and transactional leadership: A
meta-analytic review of the MLQ literature. Leadership Quarterly,
7, 385-425.

Manz, C.and Sims, H. (1993). Busi nessWithout Bosses. New Y ork: John Wiley.

Mata, F. J., Fuerst, W. L. and Barney, J. B. (1995). Information technology
and sustained competitive advantage: A resource based analysis. MIS
Quarterly, 19(4), 487-505.

McGrath, J. (1990). Time matters in groups. In Galegher, J., Kraut, R. and
Edigo, C. (Eds.), Intellectual Teamwork: The Social and Technological
Bases of Cooperative Work. Hillsdale, NJ: Erlbaum.

Mumford, M. D., Zaccaro, S. J., Connellly, M. S. and Marks, M. A. (2000).
L eadership skills: Conclusionsand future directions. Leader ship Quar-
terly, 11(1), 155-171.

Mumford, M. D., Zaccaro, S. J., Harding, F. D., Jacobs, T. O. and Fleishman,
E. A. (2000). Leadership skillsfor achanging world: Solving Complex
socia problems. Leadership Quarterly, 11(1), 11-36.

Norris, W. R. and Vecchio, R. P. (1992). Situational leadership theory: A
replication. Group and Organization Management, 17(3), 331-342.

Oberg, W. (1972). Charisma, commitment, and contemporary organization
theory. M.SU. Business Topics, 20, 18-32.

Podsakoff, P. M., Dorfman, P. W., Howell, J. P. and Todor, W. D. (1986).
Leader reward and punishment behaviors: A preliminary test of a
culture-free style of leadership effectiveness. In Farmer, R. N. (Ed.),
Advancesin|nternational Compar ative Management, 2, 95-138. Green-
wich, CT: JAI Press.



The Changing Face of Leadership: The Influence of Information Technology 33

Podsakoff, P.M.and MacKenzie, S. B. (1997). Kerr and Jermier’ ssubstitutes
for leadership model: Background, empirical assessment, and sugges-
tions for future research. Leadership Quarterly, 8(2), 117-133.

Podsakoff, P. M., MacKenzie, S. B., Moorman, R. H. and Fetter, R. (1990).
Transformational leader behaviorsand their effect onfollowers' trustin
leader, satisfaction, and organizational citizenship behaviors. Leader-
ship Quarterly, 1(2), 107-142.

Podsakoff, P. M., Todor, W. D. and Skov, R. (1982). Effects of leader
contingent and noncontingent reward and punishment behaviors on
subordinate performance and satisfaction. Academy of Management
Journal, 25(4), 810-821.

Pool, S. W. (1997). The relationship of job satisfaction with substitutes of
leadership, leadership behavior, and work motivation. Journal of Psy-
chology Interdisciplinary & Applied, 131(3), 271-284.

Robbins, S.P. (1989). Organizational Behavior: Concepts, Controversies,
and Applications. Englewood Cliffs, NJ: Prentice-Hall.

Roepke, R. (2000). Aligningthel T human resourcewith businessvision: The
leadership initiative at 3M. MIS Quarterly, 24(2), 327-354.

Rogers, C.R. (1957). ActiveListening. Chicago: University of Chicago Press.

Ross, J. W., Beath, C. M. and Goodhue, D. L. (1996). Building long-term
competitiveness through I T assets. Soan Management Review, 38(1),
31-42.

Ross, S. M. and Offerman, L. R. (1997). Transformational |eaders. Measure-
ment of personality attributesand work group performance. Personality
and Social Science Bulletin, 23(10), 1078-1086.

Sawhney, M. and Prandelli, E. (2000). Communities of creation: Managing
distributed innovation in turbulent markets. California Management
Review, 42(4), 24-55.

Seltzer, J. and Bass, B. M. (1990). Transformational leadership: Beyond
initiation and consideration. Journal of Management, 16(4), 693-703.

Slowinski, G., Oliva, E. and Lowenstein, L. (1995). Medusa alliances:
Managing complex interorganizational relationships. Business Hori-
zons, 48-52.

Smith, P. B. and Peterson, M. F. (1988). Leadership, Organizations, and
Culture: An Event Management Model. London: Sage Publications.

Stewart, T.A. (1997). Intellectual Capital: The New Weal th of Or gani zations.
New Y ork: Currency.

Tichy, N. M. and DeVanna, M. A. (1986). The Transformational Leader.
New York: Wiley.



34 Einstein & Humphreys

Tichy, N. M. and Ulrich, D. O. (1984). The |leadership challenge-A call for
the transformational |eader. Soan Management Review, 59-68.

University Associates. (1986). Stuational Leader ship Resource Guide. San
Diego, CA: University Associates.

Vecchio, R. P. (1987). Situationa leadership theory: An examination of a
prescriptive theory. Journal of Applied Psychology, 72, 444-451.
Vroman, W. (1994). Workplace by design: Mapping the high performance

workscape. Academy of Management Executive, 8(4), 83-86.

Waldman, D. (1994). Transformational leadership in multifunctional teams.
In Bass, B. and Avalio, B. (Eds.), Improving Organizational Effective-
ness Through Transformational Leadership. Newbury Park, CA: Sage.

Waldman, D. A., Bass, B. M. and Einstein, W. O. (1987). Leadership and
outcomes of performance appraisal. Journal of Occupational Psychol-
ogy, 60, 177-186.

Waldman, D. A., Bass, B. M. and Yammarino, F. J. (1990). Adding to
contingent reward behavior: The augmenting effect of charismatic
leadership. Group and Organization Sudies, 15(4), 381-394.

Waldman, D. A., Ramirez, G. G., House, R. J. and Puranam, P. (2001). Does
leadership matter? CEO leadership attributes and profitability under
conditions of perceived environmental uncertainty. Academy of Man-
agement Journal, 44(1), 134-143.

Wang, S. (1997). Impact of information technol ogy on organizations. Human
Systems Management, 16(2), 83-91.

Winter, D. G. (1991). A motivational model of leadership: Predicting long-
term management successfrom TAT measuresof power motivation and
responsibility. Leadership Quarterly, 2(2), 67-80.

Y ammarino, F. J. and Bass, B. M. (1990). Transformational |eadership and
multiple levels of analysis. Human Relations, 43(10), 975-995.

Y ammarino, F. J., Spangler, W. D. and Bass, B. M. (1993). Transformational
leadership and performance: A longitudinal investigation. Leadership
Quarterly, 4(1), 81-102.



