
                                                                     KAM 5 - Principles of Leadership 1 

 

RUNNING HEADER: Principles of Leadership 

 

 

 

KAM 5 

Principles of Leadership  

 

 

Walden University 

Mark T. Luckett 

Ph.D. in Applied Management and Decision Science 

Leadership and Organizational Change Management 

 

 

 

Assessor: Professor Earl Joseph 

 

 

March 25, 2003 

 

© 2003 Mark Thomas Luckett 

 

 



                                                                     KAM 5 - Principles of Leadership 2 

8510 Breadth Abstract  

 This paper explores principles of leadership.  A 

general review of the leadership grid theory, situa tional 

leadership, path-goal leadership theory, contingenc y 

leadership theory, transactional leadership, and 

transformational leadership is presented.  A compar ison of 

these theories is included along with conclusions b y the 

author. 
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8522 Depth Abstract  
 

This paper explores current literature on leadershi p 

development.  It focuses on transformational leader ship 

including the development of transformational leade rs and 

the transformational process.  Also contained in th is work 

is an annotated bibliography of recent articles on the 

various subjects contained in the paper.  The paper  ends  

with a summary and conclusions by the author. 
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8532 Application Abstract  

 
 This paper explores the relationship between train ing 

in the leadership grid theory and transformational 

leadership characteristics.  A survey is conducted using 

147 employees of a Fortune 500 company to determine  how 

formal training in the leadership grid theory corre lates to 

levels of transformational leadership characteristi cs.  The 

results of the survey are presented as well as 

recommendations for future research. 
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Introduction  

 

 This research paper will focus on leadership theor y 

and practices.  Works by six authors will be used.  Cited 

works by Peter Northouse, Robert Lussier, and Ken P arry 

will provide the research for defining leadership t heories, 

styles, and practices.  Additional information from  the 

writings of Stephen Covey, Peter Drucker, and Edwar d DeBono 

will be used to add theoretical application data.    

In this KAM, I will define leadership using current  

research.  I will explore the leadership grid theor y, the 

situational leadership theory, the path-goal leader ship 

theory, the contingency leadership theory, transact ional 

leadership and transformational leadership.  I will  define 

each theory including the strengths and weaknesses 

identified by the authors cited.  I will identify t he 

characteristics of each theory that address the 

effectiveness of leaders.  After providing research  on 

these leadership theories, I will articulate an ana lysis of 

the theories presented.  I will compare and contras t these 

theories.  Finally, I will offer a conclusion that 

summarizes my findings and offers a personal perspe ctive of 

what I have learned from the this KAM.  
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Leadership Definitions  

Peter Northouse identifies four components that are  

central to leadership.  First, he defines leadershi p as a 

process.  This implies that leaders affect and are affected 

by followers.  Because of this, leadership is an 

interactive event and is available to everyone, not  just 

those who are formally defined as leaders.  Second,  he says 

that leadership involves influence and, without inf luence, 

does not exist.  The third component is that leader ship 

takes place in the context of groups of people with  a 

common purpose.  The fourth component states that 

leadership involves the attainment of goals (Northo use 

2000).  Based on these components, Northouse says t hat  

“Leadership is a process whereby an individual infl uences a 

group of individuals to achieve a common goal” (Nor thouse 

2000, p. 3).   

Robert Lussier defines leadership in a very similar  

way.  He does, however add the element of change (L ussier 

and Achua 2001).  He describes leadership as “the p rocess 

of influencing leaders and followers to achieve 

organizational objectives through change” (Lussier and 

Achua 2001, p. 6).  The process of setting and infl uencing 

objectives is all about change (Lussier and Achua 2 001).  
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Ken Parry says that “The theme of influence by nonc oercive 

means is central to the definition of leadership, w hether 

in politics or in organizations” (Parry and Meindl 2002, p. 

2).  Most people will be willing to accept ideas if  they 

see how they, themselves, will benefit (DeBono 1985 ).  This 

“willing influence” of persuasion is the main disti nction 

between leadership and rulership.  Many leaders des cribed 

in literature were really rulers such as kings, sen ior 

officers, or managers (Parry and Meindl 2002).   

Sometimes leadership is described as a trait instea d 

of a process.  Looking at leadership as a trait sug gests 

that leadership qualities only exist in certain ind ividuals 

and that these individuals are the only ones with t he 

inborn talents to be leaders.  Some traits recogniz ed as 

leadership traits are height, intelligence, extrove rsion 

and fluency (Northouse 2000).   

Some leaders are assigned and some emerge.  Leaders hip 

that is based on the position a person holds in an 

organization is called assigned leadership.  Plant 

managers, department heads, and other administrator s are 

examples of assigned leadership.  Assigned leadersh ip is 

acquired from persons of authority and rank in an 

organization.  When a person is perceived by others  in an 

organization as a leader, regardless of his or her rank or 
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title, he or she is exhibiting emergent leadership.   

Emergent leadership is acquired through other peopl e in the 

organization who support and accepts a person’s beh avior 

(Northouse 2000).  Lussier says: 

Effective leaders are not simply born or made, they  

are born with some leadership ability and develop i t.  

Researchers indicate that many cognitive abilities and 

personality traits are at least partly innate.  So 

certain natural abilities may offer certain advanta ges 

or disadvantages to a leader (Lussier and Achua 200 1, 

p. 9). 

Peter Drucker describes effective leadership this w ay: 

The foundation of effective leadership is thinking 

through the organization’s mission, defining it and  

establishing it, clearly and visibly.  The leader s ets 

the goals, sets the priorities, and sets and mainta ins 

the standards (Drucker 1993, p. 121). 

There are similarities and differences between 

managers and leaders.  Influence, working with peop le, and 

goal accomplishment are all activities that are con sistent 

with both management and leadership.  The primary 

difference lies in the attribute of change (Northou se 

2000).  Northouse describes the difference this way : 
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The overriding function of management is to provide  

order and consistency to organizations, whereas the  

primary function of leadership is to produce change  

and movement.  Management is about seeking order an d 

stability; leadership is about seeking adaptive and  

constructive change (Northouse 2000, p.8). 

Managers are concerned with budgets, schedules, and  

agendas.  Leaders are concerned with setting direct ion, 

building a vision, and creating organizational chan ge 

(Northouse 2000).  Stephen Covey says: 

Management is a bottom line focus: How can I best 

accomplish certain things?  Leadership deals with t he 

top line: What are the things I want to accomplish?  

(Covey 1990, p. 101). 

 

Leadership Grid Theory  

 The leadership grid theory, a behavior theory, was  

developed by Robert Blake and Jane Mouton in 1964.  It has 

been updated in 1978, 1985, and 1991.  This grid th eory 

studies two dimensions of leadership.  The first is  the 

concern for production. The second is the concern f or 

people.  These concerns are measured through a 

questionnaire that rates each on a scale from one t o nine 

(Lussier and Achua 2001).  This theory has been use d 
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extensively to explain how leaders help organizatio ns reach 

their goals (Northouse 2000). 

 The concern for production measures how a leader i s 

concerned for whatever an organization is trying to  

accomplish.  The concern for people measures how a leader 

attends to the people trying to accomplish organiza tional 

goals.  The leadership grid joins these two concern s in a 

model with two intersecting axis (Northouse 2000). 

 The leadership grid identifies five leadership sty les.  

First is the impoverished leader (1,1) who has a lo w 

concern for both production and people.  This type of 

leader does the minimum to maintain his or her posi tion.  

The second is the authority-compliance leader (9,1)  who has 

a high concern for production and a low concern for  people.  

This style of leader focuses on accomplishing goals  and 

treats people like machines.  The third is the coun try-club 

leader (1,9) who has a high concern for people and a low 

concern for accomplishing goals.  This kind of lead er is 

more concerned with maintaining a friendly atmosphe re 

without concern for production.  The fourth style, the 

middle-of-the-road (5,5) leader, has a balanced but  medium 

concern for both people and production.  He or she strives 

to maintain a satisfactory level of performance and  

employee morale.  The fifth style of leader is the team 
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leader (9,9).  This kind of leader has a high conce rn for 

both people and production.  He or she strives to m aintain 

high levels of both performance and employee satisf action.  

This style is called the high-high leader (Lussier and 

Achua 2001).   

 This style approach to leadership theory is not a 

refined, prescriptive theory to explain effective 

leadership.  Instead, it provides a framework for b roadly 

assessing leadership.  It attempts to describe the major 

components of leadership behavior at task and relat ionship 

levels (Northouse 2000). 

 The style approach to leadership has four primary 

strengths.  First it has broadened the view of lead ership 

to include, not only personal characteristics, but their 

behaviors in different situations.  Second, with a history 

of research from Ohio State University and the Univ ersity 

of Michigan, the style approach is well substantiat ed and 

offers an approach to understanding the leadership process.  

Third, the style approach explores leadership, 

conceptually, by focusing on tasks and relationship s at the 

behavioral level.  These two aspects form the core of the 

leadership process.  Fourth, it provides a framewor k to 

understand the complexities of leadership.  Leaders  can 
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assess their actions and identify potential changes  to 

improve their effectiveness (Northouse 2000).   

 The style approach has several weaknesses.  First,  

research on styles fails to show how a leader’s sty le 

affects performance outcomes.  Second, no universal  style 

has been found to be effective in all situations. A nother 

weakness involves the high-high style.  The theory suggests 

that high-high managers are the most effective.  Ot her 

research suggests that certain situations require d ifferent 

styles of leadership (Northouse 2000).  Northouse s ays: 

At this point in the development of research on the  

style approach, it remains unclear whether the high -

high style is the most preferred style of leadershi p 

(Northouse 2000, p. 45). 

Critics of the style approach suggest using a situa tional 

model that prescribes using the leadership style th at best 

meets the needs of a given situation (Lussier and A chua 

2001).   

 

Situational Leadership  

 Situational leadership was developed by Paul Herse y 

and Ken Blanchard in 1977.  Situational leadership is not 

called a theory by its authors because it does not try to 

explain why things happen.  Instead, it is referred  to as a 
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leadership model.  Lussier describes the situationa l 

leadership model this way: 

The situational leadership model is used to determi ne 

which of four leadership styles (telling, selling, 

participating, and delegating) matches the situatio n 

(followers’ maturity level to complete a specific 

task) to maximize performance (Lussier and Achua 20 01, 

p. 182).  

This model is an adaptation of the Ohio State Unive rsity 

Leadership Model (Lussier and Achua 2001).  Situati onal 

leadership focuses on matching leadership styles wi th 

situations.  This requires leaders to adapt their 

individual styles to the demands of individual situ ations.  

These situations are determined, primarily, by the 

competence and commitment of the subordinates (Nort house 

2000).  Competence and commitment are categorized t his way: 

• Low (M1) – Followers are unwilling and unable or 

insecure.  They cannot or will not do specific 

tasks without detailed instructions and close 

supervision. 

• Low to Moderate (M2) – Followers are unable but 

willing or confident.  They have moderate 

abilities, but need specific direction and 

support to complete tasks properly. 
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• Moderate to High (M3) – Followers are able but 

unwilling or insecure.  The followers have high 

abilities but lack confidence.  They need support 

and encouragement. 

• High (M4) – Followers are capable of performing 

the task without direction (Lussier and Achua 

2001).   

The model identifies four leadership styles that ar e 

based on tasks and relationships.  These leadership  styles 

are categorized this way: 

• Telling (S1)–high-task/low-relationship behavior 

(HT/LR) – This style is appropriate with 

followers of low maturity (M1).  When using this 

style, detailed instructions and close 

supervision is provided. 

• Selling (S2)-high task/high relationship behavior 

(HT/HR) – This style is appropriate when the 

maturity of the followers is low to moderate 

(M2).  When using this style, leaders provide 

specific instructions and oversight while 

explaining the need for performing tasks and 

answering questions. 
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• Participating (S3)-low task/high relationship 

behavior (LT/HR) – This style is appropriate when 

the maturity of the followers is high-to-moderate 

(M3).  When using this style, leaders give 

general directions and spend most of their time 

giving encouragement.  Decisions are made 

together, or subordinates’ decisions are 

submitted for approval by leaders. 

• Delegating (S4)-low-task/low relationship 

behavior (LT/LR) – This style is appropriate when 

the maturity level of the followers is high (M4).  

When using this style, leaders let followers know 

what needs to be done, answer their questions, 

but provide little, if any direction (Lussier and 

Achua 2001). 

Using this model, leaders need to change style when  

followers or tasks change.  People perform a variet y of 

tasks in an organization and a leader’s style may n eed to 

change with the same individual depending on the ta sk 

(Lussier and Achua 2001). 

The situational approach has several strengths.  

First, it is well known and well established.  It h as the 

perception of offering a credible model for trainin g 

leaders.  Second, it is practical.  Situational lea dership 
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is easy to understand and apply to a variety of set tings.  

Third, it is prescriptive.  It tells a leader what he or 

she should and should not do in a variety of situat ions.  

Fourth, it stresses flexibility.  It requires leade rs to 

understand their subordinates and adapt their style s 

accordingly.  Fifth, it requires that leaders under stand 

tasks and how those tasks affect subordinates (Nort house 

2000).   

The situational approach also has weaknesses.  Firs t, 

even though it is widely accepted, there have been few 

research studies conducted to justify the models 

assumptions.  Second, the way the model assesses th e level 

of subordinates is not clear.  It does not clearly define 

how commitment and competence are combined.  Third,  studies 

that support the prescriptive facets of the model a re 

somewhat ambiguous.  Data gathered about immature 

subordinates correlate but data gathered about matu re 

subordinates is ambiguous (Northouse 2000). 

 

Path-Goal Leadership Theory  

The path-goal leadership theory was developed by 

Robert House.  The theory attempts to explain how a  

leader’s behavior influences the performance and 

satisfaction of his or her subordinates.  This mode l uses 
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contingency leadership variables as a framework (Lu ssier 

and Achua 2001).   

Leaders must choose a style that best motivates his  or 

her subordinates.  This is accomplished by choosing  the 

kinds of behavior that compliment or supplement the  needs 

of the workplace.  Leaders provide their subordinat es the 

things they think they need to accomplish their goa ls 

(Northouse 2000).  Lussier says: 

Path-goal leadership model is used to select the 

leadership style (directive, supportive, 

participative, or achievement-oriented) appropriate  to 

the situation (subordinate or environment) to maxim ize 

both performance and job satisfaction (Lussier and 

Achua 2001, p. 173). 

The leader is responsible for increasing the motiva tion of 

his or her followers to reach their personal goals and 

those of the organization (Lussier and Achua 2001).   

Leadership can motivate subordinates two ways.  Fir st, it 

can increase the payoffs received for work done.  S econd, 

it can make the path to the goal easy to follow thr ough 

direction and removing obstacles and making work sa tisfying 

(Northouse 2000).   

 The path-goal theory concerns itself with four maj or 

components.  These components are leader behaviors,  
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subordinate characteristics, task characteristics, and 

motivation.  Each type of behavior by leaders impac ts 

subordinates’ motivation differently.  These differ ences 

are contingent on the characteristics of the subord inate 

and the task (Northouse 2000).   

 Four leadership behaviors have been researched as part 

of the path-goal theory.  These are directive, supp ortive, 

participative, and achievement-oriented (Northouse 2000).  

In directive leadership, the leader provides a high  level 

of structure.  This is appropriate when followers w ant 

authority in their leadership and the ability of th e 

followers is low.  It is also appropriate when the task is 

complex or ambiguous.  Supportive leadership is app ropriate 

when followers do not want autocratic leadership, h ave a 

high degree of internal control, and a high ability  to 

follow.  It is also appropriate when tasks are simp le and 

formal authority is weak.  Participative leadership  

includes employee input in decision making.  This s tyle of 

leadership is appropriate when followers want to be  

involved in decision making, their abilities are hi gh, and 

the task is complex.  Achievement-oriented leadersh ip is 

when goals are difficult but achievable.  Followers  must 

perform at the highest levels and are rewarded for 

performance.  Leaders provide high structure and su pport 
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behaviors.  This style is appropriate when follower s are 

open to autocratic leadership, follower abilities a re high, 

and the task is simple (Lussier and Achua 2001).    

 The characteristics of subordinates determine how a 

leader’s behavior will be interpreted.  Path-goal 

researchers have focused on the subordinates’ need for 

affiliation, structure, control as well as their se lf-

perceived abilities.  Analysis of these subordinate  

characteristics can help determine which style of 

leadership will work best in different organization al 

situations (Northouse 2000).   

 The characteristics of tasks have a bearing on how  

leadership behavior will affect the motivation of 

subordinates.  These characteristics include subord inate 

task design, organizational authority systems, and the 

primary workgroup of the subordinates.  When there is a 

structured task, strong group dynamics, and a clear  

authority system, then there is an apparent path to  the 

desired goals for the subordinates to follow.  In t hese 

situations, leadership can be perceived as excessiv e.  As 

these characteristics change, the need for leadersh ip 

changes and may require more involvement, definitio n, and 

structure (Northouse 2000). 
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 The strengths of the path-goal theory are that it 

provides a framework for understanding how leadersh ip 

behavior affects subordinate behavior and performan ce, it 

is situational, it addresses motivation, and it is 

practical in its approach to defining goals and rem oving 

the obstacles of attainment.  Two primary weaknesse s of the 

theory are that it is very complex because of the v ariables 

involved, and it assumes that leadership is a one-w ay 

event.  It addresses the way that leaders affect 

subordinates but not the way subordinates affect 

leadership. 

 

Contingency Leadership Theory  

 The contingency leadership theory was developed by  

Fred E. Fiedler.  It was developed to specify how 

situational variables interact with the personality  and 

behavior of leaders.  It assumes that leadership st yle 

reflects personality and behavior traits and that 

leadership styles are basically consistent.  This t heory is 

used to match leadership styles and leadership situ ations 

to determine if they a compatible to maximize perfo rmance.  

This is referred to as situational faborableness (L ussier 

and Achua 2001).  Lussier describes the relationshi p when 

he says: 
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Situation faborableness refers to the degree a 

situation enables the leader to exert influence ove r 

the followers.  The more control the leader has ove r 

the followers, the more favorable the situation is for 

the leader (Lussier and Achua 2001, p. 167). 

The theory attempts to match leaders to appropriate  

situations.  It is described by the word contingenc y 

because it assumes that the effectiveness of a lead er 

depends on how well his or her style fits the conte xt of 

the situation (Northouse 2000).   

In the contingency theory, leadership styles are 

either task-motivated or relationship-motivated.  T o 

measure a leader’s style, Fiedler developed the Lea st 

Preferred Co-Worker (LPC) scale.  Scoring high on t his 

scale indicates relationship motivation.  Low score rs are 

task-motivated (Northouse 2000).   

The contingency theory identifies three situational  

variables.  The first is leader-member relations.  This is 

the strongest determinant of favorableness.  Good 

relationships are those that are cooperative and fr iendly.  

Followers trust, respect, and have confidence in th e 

leader.  Poor relationships are antagonistic and di fficult 

and exhibit tension.  Leaders have more influence w hen 

relationships are good (Lussier and Achua 2001).  T he 
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second variable is the task structure.  Situations in which 

employees perform routine, unambiguous, tasks that are 

easily understood are considered structured situati ons. 

Leaders in these situations have more influence and  the 

situation is considered more favorable (Lussier and  Achua 

2001).  The third variable is position power.  Situ ations 

in which the leader has the authority to assign wor k, 

reward, punish, hire and fire are considered strong  ones.  

Leaders with a position of power have more influenc e and 

have more favorable situations (Lussier and Achua 2 001). 

Using the contingency theory, the three situational  

variables are measured using the LPC to predict whe ther a 

particular leader will be effective in a given situ ation.  

A leader’s style is compared to various types of 

situations.  The contingency theory stresses that l eaders 

will not be effective in all situations (Northouse 2000).  

Northouse says: 

If your style is a good match for the situation in 

which you work, you will be good at the job; if you r 

style does not match the situation, you will most 

likely fail. (Northouse 2000, p. 79). 

 

Contingency theory has several major strengths.    
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First, it is well-researched and supported in popul ar 

literature.  Second, it forces one to consider the impact 

of situations on leaders.  Third, the predictive na ture of 

the theory allows for an analysis of whether a lead er will 

be effective in a given situation.  Fourth, it reco gnizes 

that leaders will not be effective in all situation s.  

Contingency theory is useful to organizations that are 

developing leadership education for their unique si tuations 

(Northouse 2000).   

 Weaknesses of contingency theory include the fact that 

it does not explain why certain leaders are effecti ve in 

given situations.  The LPC scale is somewhat questi onable 

because it relies on one person making an assessmen t of 

another.  This theory is cumbersome to use in real- world 

settings.  It requires the use of questionnaires an d the 

analysis of complex variables.  It also fails to be  

prescriptive in mismatch situations (Northouse 2000 ).   

 

Transactional Leadership Theory  

Transactional leadership focuses on the exchange 

between leaders and their followers.  Examples of 

transactional leadership are; politicians who win v otes by 

promising not to increase taxes, managers who offer  

promotions to employees who surpass their goals, an d 
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teachers who give grades for completing work (North ouse 

2000).  Lussier describes it this way: 

Transactional leadership seeks to maintain stabilit y 

rather than promoting change within an organization  

through regular economic and social exchanges that 

achieve specific goals for both the leaders and the  

followers (Lussier and Achua 2001, p. 383). 

There is a transitory aspect to transactional leade rship.  

Once a transaction is complete, the relationship be tween 

the leader and the followers may end or be redefine d for 

the next transaction (Lussier and Achua 2001). 

The Full Range of Leadership Model, developed by B.  M. 

Bass, depicts the factors of transformational and 

transactional leadership as a continuum.  Two of th e 

factors are transactional.  Factor one is contingen t 

reward.  This is the process of exchange leaders an d 

followers.  It refers to the situations where effor ts are 

exchanged for rewards.  The leader identifies what needs to 

be done and what the payoff for followers will be i f 

objectives are met.  The second factor is called 

management-by-exception.  This type of leadership i nvolves 

corrective criticism, negative feedback, and negati ve 

reinforcement.  This factor actually has two forms,  active 

and passive.  Leaders who practice the active form watch 
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followers closely.  They take corrective actions 

immediately whenever they see mistakes or violation s of 

rules.  Leaders who practice the passive form take action  

after problems arise.  Both forms use negative 

reinforcement instead of contingent reward (Northou se 

2000).   

There are strengths to transactional leadership.  I n 

stable, repetitive situations, it maintains the sta tus quo.  

It establishes a relationship between the leader an d 

followers where the leader clearly defines objectiv es and 

rewards followers for obtaining those goals.  Leade rs and 

followers can accurately predict outcomes for thems elves 

and each other. 

Weaknesses associated with transactional leadership  

include the fact that it is difficult to introduce change 

in organizations where it is used.  The transaction al 

nature of this style of leadership fosters short-te rm 

relationships between leaders and followers. 

 

Transformational Leadership Theory  

 Transformational leadership became popular with a work 

titled Leadership by political sociologist James MacGregor 

Burns in 1978.  Burns linked the roles of leaders a nd 

followers.  Instead of looking at leadership as a p ower-
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wielding position, he considered it inseparable fro m the 

needs of the followers (Northouse 2000).  Lussier s ays 

that: 

Transformational leadership focuses on what leaders  

accomplish, rather than on a leader’s personal 

characteristics and followers’ reactions.  As 

organizations continue to face global challenges, t he 

need for leaders who can successfully craft and 

implement bold strategies that will transform or al ign 

the organization with the level of environmental 

turbulence is ever greater (Lussier and Achua 2001,  p. 

381).  

Transformational leaders are charismatic, but 

transformational leadership is different from chari smatic 

leadership (Lussier and Achua 2001). 

 Transformational leadership is focused on change.  

Lussier defines it this way: 

Transformational leadership serves to change the 

status quo by articulating to followers the problem s 

in the current system and a compelling vision of wh at 

a new organization could be (Lussier and Achua 2001 , 

p. 382). 

The transformational leadership process engages wit h others 

to raise the level of motivation and morality in bo th the 
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leader and the followers.  Transformational leaders  

motivate behavior in their followers that supports the 

greater good instead of their own self interest. (N orthouse 

2000). 

The Full Range of Leadership Model, developed by B.  M. 

Bass, depicts the factors of transformational and 

transactional leadership as a continuum.  Four of t he 

factors are transformational.  Factor one is ideali zed 

influence or charisma.  This refers to the leader a s a role 

model for followers to emulate.  These leaders are highly 

respected and articulate a vision and mission to fo llowers.  

The second factor is inspirational motivation.  The se 

leaders communicate high expectations to followers and 

inspire them to become part of a shared vision.  Fa ctor 

number three is intellectual stimulation.  This typ e of 

leader stimulates creativity in followers.  They en courage 

followers to challenge their own beliefs as well as  those 

of the leader and the organization.  The fourth fac tor is 

individualized consideration.  Leaders create a sup portive 

environment.  They listen to the individual needs o f the 

followers and act as coaches and advisors.  Leaders hip that 

embodies these factors produces results that exceed  

expectations (Northouse 2000).   
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Transformational leaders possess certain attributes .  

Lussier lists the following: 

• They see themselves as change agents. 

• They are visionaries who have a high level of 

trust for their intuition. 

• They are risk takers, but not reckless. 

• They are capable of articulating a set of core 

values that tend to guide their own behavior. 

• They possess exceptional cognitive skills and 

believe in careful deliberation before taking 

action. 

• They believe in people and show sensitivity to 

their needs. 

• They are flexible and open to learning from 

experience (Lussier and Achua 2001, p. 383).   

There are several strengths to the transformational  

approach to leadership.  There is a lot of research  to 

support it.  It is appealing to people because they  like 

the idea of the leader being the lead change agent 

providing the vision of the future.  It treats lead ership 

as a process between leaders and followers.  It inc ludes 

followers in the process of leadership.  The 

transformational approach includes not only the 
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transactional elements of rewards, but also the lea der’s 

attention to the growth and needs of the followers 

(Northouse 2000).     

Transformational leaders are usually brought into a n 

organization in trouble to affect a turnaround.  Th ey must 

communicate the need for change, create a new visio n, 

manage the transition, and institutionalize the cha nge 

(Lussier and Achua 2001).   

 There are some weaknesses associated with 

transformational leadership.  Because it covers so much, 

including vision creation, motivating, and being a change 

agent, it is difficult to identify its parameters.  Some 

people have trouble seeing how transformational lea dership 

fits in with other approaches to leadership.  North ouse 

says: 

Another difficulty with transformational leadership  is 

that it is often interpreted too simplistically as an 

“either-or” approach and not as a matter of degree.   

There is a tendency to fail to see transformational  

leadership as occurring along a continuum that 

incorporates several components of leadership 

(Northouse 2000, p. 147). 

Some also see transformational leaders as antidemoc ratic 

because of their roles as change agents.  This is 
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considered a negative aspect because of how this af fects 

the perceptions of followers (Northouse 2000). 

 

Analysis of Leadership Theories  

 The leadership theories described in this paper 

take different approaches to the practice of leader ship.  

The Grid Theory focuses on a leader’s style and the  balance 

between his or her approach to people and productio n.  The 

Situational Leadership Theory also focuses on a lea der’s 

style, but ties the leader’s style to the maturity level of 

followers and the complexity of the task being perf ormed.  

The Path-Goal Theory focuses on how a leader’s beha vior 

influences the performance and satisfaction of his or her 

subordinates.  This is accomplished by choosing the  kinds 

of behavior that compliment of supplement the needs  of the 

workplace.  Leaders provide their subordinates the things 

they think they need to accomplish their goals.  Th e 

Contingency Leadership Theory focuses matching a le ader’s 

personality and behavior traits to specific leaders hip 

situations.  Transactional leadership focuses on th e 

exchange between leaders and their followers.  

Transactional leadership seeks to maintain stabilit y rather 

than promoting change within an organization.  

Transformational leadership focuses on what leaders  
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accomplish, rather than on a leader’s personal 

characteristics and followers’ reactions.  Transfor mational 

leaders focus on changing the organization. 

The grid theory establishes a goal, referred to as 

high-high, for each manager to achieve.  The assump tion is 

that the high-high style of manager is the best in all 

situations.  The situational theory, however assume s that 

the leader must be able to modify his or her style to match 

the needs of the environment at hand.  Instead of 

describing a universal approach, the situational mo del 

provides a framework for analyzing the environment and 

identifying the situation.  It also describes diffe rent 

leadership styles and prescribes the proper style f or the 

situation.  Both theories address leadership 

characteristics as styles, but the grid promotes on e over 

the rest.   

Unlike the grid and situational theories, the 

contingency theory assumes that a leader’s style is  

constant.  It consists of characteristics associate d with 

achieving goals and relating to people.  The grid a nd 

situational theories describe how leaders can devel op the 

perfect style or choose the right style.  The conti ngency 

theory focuses choosing the leader, not the style.  Instead 

of choosing the leadership style for a given situat ion or 
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developing a style that fits all situations, the 

contingency theory focuses on leadership selection.   It 

focuses on analyzing the variables associated with tasks 

and people and not leadership variables. 

Transactional leadership focuses on a leader’s 

charisma.  It focuses on the exchange between leade rs and 

subordinates.  Using transactional leadership, the leader 

assesses what motivates followers in a given situat ion.  It 

assumes that leaders can exchange rewards for perfo rmance.  

Goals are set and metrics are established to measur e 

productivity.  Followers are compensated or rewarde d for 

achieving set goals.  Leaders focus on helping subo rdinates 

achieve their goals instead of analyzing situations  and 

matching styles.  Transactional leadership is resul ts 

oriented. 

Transformational leadership is focused on meeting t he 

needs of leaders and subordinates.  It is focused o n the 

achievements of leaders instead of the characterist ics of 

leaders, followers, and tasks.  Transformational le aders 

are charismatic, but unlike transactional leadershi p, they 

are focused on changing the status quo.  They exhib it 

characteristics from other theories.  From the grid , they 

show a high concern for followers and production.  As in 

the path-goal and contingency theories, transformat ional 
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leaders use their influence and concern to clearly 

articulate issues and reasons for change.  They cle arly 

define a vision for the new organization so that fo llowers 

understand their role in it. 

 

Conclusion  

The “full range of leadership” model developed by B ass 

and Avolio depicts a continuum within which effecti ve 

leaders operate.  It suggests that effective leader s 

operate along the full range of leadership characte ristics 

depending on the environment (Northouse 2000).   

Accomplishing objectives requires leaders and 

followers to understand the characteristics of the human 

resources available to perform the tasks at hand.  

Leadership theories provide tools to help analyze t hese 

characteristics and develop, choose, or adapt them to 

enhance performance and satisfaction.  Accurately m atching 

the skills of subordinates to tasks allows leaders to adapt 

their styles to situational characteristics to achi eve 

transformational results in areas where the environ ment 

demands them.  Even during periods of tumultuous ch ange, 

business organizations must maintain the stability of the 

status quo in areas of the business that are operat ing 

well.  Followers must understand what things will c hange 
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and what things will remain the same.  Reward and 

repercussion systems must clearly reflect these goa ls so 

that the behavioral requirements of subordinates ar e not 

ambiguous.  Effective leadership involves making su re that 

leaders, followers, and the organization all benefi t from 

accomplishing goals. 

Organizations can benefit by using leadership theor ies 

to develop their people.  The overall organization can be 

analyzed to gauge the complexity of its tasks and t he 

sophistication or maturity of its subordinates.  Le adership 

styles can be developed or hired to match the prope r 

leadership traits to the organization’s requirement s.  

Should a transformational change be required, this 

information can be used to match leaders, tasks, an d 

subordinates along the full range leadership contin uum to 

maximize performance and satisfaction.   
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Annotated Bibliography  

 

Atwater Leanne E., S. D. Dionne, et al. (1999). "A 

longitudinal study of the leadership development pr ocess: 

Individual differences predicting leader effectiven ess." 

Human Relations  52(12): 1543-1562. 

  In this article, the authors report the results 

of a study of 236 cadets through their time at a 

military college.  The study tracked increases in 

physical and mental capabilities over the four year s 

of study.  The authors conclude that the emergence of 

leadership qualities can be predicted by analyzing 

these factors.  The authors identify the individual  

characteristics associated with effective leaders.  

  This article is relevant to my research because 

it examines leadership characteristics and a proces s 

for predicting the emergence of these characteristi cs 

in individuals. 

  Research for this article comes from data 

gathered and analyzed about 401 cadets.  Included i n 

the data were Scholastic Aptitude Test (SAT) scores , 

California Psychological Inventory (CPI) ratings, a nd 

Leader Potential Index (LPI)measures. 
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Barker, B. (2001). "Do leaders matter?" Educational  Review  

53(1): 65-76. 

  This article explores how headteachers in the UK 

improve the effectiveness of the schools in which t hey 

work.  It describes how colleagues perform when 

headteachers are introduced in existing academic 

situations. 

  Research of this article comes from comparing 

information gathered at three schools.  The researc h 

appears to be more of a comparison of case studies 

than research using scientific methods. 

  This article is relevant to my research because 

it establishes the effectiveness of leadership 

positions in non-traditional roles that are not 

associated with upper management positions. 

   

Bowman, R. J. (2000). "Examining Six Different Lead ership 

Styles in Relation to Constrained Change at Winona State 

University." Education  120(3): 455-561. 

  This article explores leadership styles in the 

context of disruptive change in organizations.  The  

article compares different leadership styles and th eir 

effectiveness in different change situations. 
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  Research for this article comes from a literary 

review by the author.  Case studies from university  

settings are also used as examples. 

  This article is relevant to my research because 

it compares leadership styles.  It attempts to 

establish the applicability of different styles to 

different change situations. 

 

Cassel, R. N. and T. Standifer (2000). "Comparing t he 

Leadership Development Between High School JROTC Ca dets and 

Beginning College School Administrator Students." E ducation  

120(3): 422-427. 

  This article compares JROTC students and 

beginning school administrator students.  The 

Leadership Ability Evaluation (LAE) test is used to  

compare four characteristics of leadership between the 

two groups. 

  Research for this article comes from data 

gathered from 100 Air Force ROTC cadets and 171 

beginning students in school administration.  A 

statistical analysis was done using the data gather ed 

from the LAE test.  The results of a multiple 

regression analysis, Pearson correlation, and facto r 
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analysis are presented.  The study appears to have 

followed good scientific research techniques.  

  This article is relevant to my research because 

it presents scientific findings comparing the  

leadership attributes two groups.  It shows that th at 

the two groups compared equally. 

 

Ciulla, J. B. (2001). "Carving leaders from the war ped wood 

of humanity." Canadian journal of administrative sc iences  

18(4): 313-319. 

  This article explores leadership and ethical 

standards.  The author explores the concept that 

studying the ethical failure of leaders is essentia l 

to the development of leadership skills.  She asser ts 

that, since leaders come from the general populatio n, 

they should not be expected to fail less than other s.  

Moral standards, ethics, and the challenges of powe r 

are examined. 

  This article is relevant to my research because 

it deals with the qualities of leaders and how they  

are the same and different from those people that t hey 

lead.  A lot of literature on leadership tends to 

dwell on successes rather than failures.  This arti cle 

takes a different tact. 
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  Research for this article comes from a literary 

review.  The author includes a lot of her own opini ons 

and presents published evidence that support them. 

 

Danzig, A. (1999). "How might leadership be taught?  The use 

of story and narrative to teach leadership." Intern ational 

Journal of Leadership in Education  2(2): 117-131. 

  This article looks at how leadership skills are 

taught.  The article explores the concept of teachi ng 

leadership through the use of stories.  Stories are  

crafted and analyzed to help students learn about 

leadership and administrative practice.   

  This article is relevant to my research because 

it deals with the subject of leadership education.  It 

studies this education in an academic setting versu s a 

business setting. 

  Research for this article comes from a literary 

review as well as information gathered from the 

education process.  Although not a scientific study , I 

liked the academic approach to gathering data and 

analyzing it. 
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Davidhizar, R. and C. Cramer (2000). "Gender differ ences in 

leadership in the health professions." Health Care Manager  

18(3): 18-24. 

  This article explores gender differences and 

leadership styles in the healthcare industry.  The 

authors look at how leadership qualities have evolv ed 

over time and include cultural and emotional aspect s 

as well as how other employees respond to female 

leaders. 

  This article is relevant to my research because 

it explores leadership styles and differences 

attributed to gender.  The authors bring in the 

perspective of culture which is also a factor in 

organizational change. 

  Research for this article comes from a review of 

literature on the subject.   

 

Davis, N. J. (2001). "Developing leaders with follo wer 

weight." Organization Development Journal  19(3): 27-35. 

  This article explores leadership development 

where both the person being developed is as involve d 

in his or her own development as the person doing t he 

development.  The author looks at performance 

measurements needed to develop leadership 
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characteristics.  She also looks at development 

processes that include goal setting, performance 

reviews, and reward systems. 

  Research for this article comes from a literary 

review by the author as well as her own consulting 

experience. 

  This article is relevant to my research because 

it looks at leadership development and the processe s 

to accomplish it.  It also includes succession 

planning and the importance of it in leadership 

development. 

 

Evans, G. A. (2001). "World on our backs." Communit y 

College Journal of Research & Practice  25(3): 181-192. 

  In this article, the author examines the role of 

women in making cultural and organizational changes  in 

a community college environment.  The author assert s 

that women are uniquely qualified to lead the chang es 

necessary transform colleges to take advantages of new 

technologies and learning techniques.  These change s 

are necessary to meet the demands of the informatio n 

age economy. 

  This article is relevant to my research because 

it examines the leadership challenges associated wi th 
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rapidly changing demands in an entrenched environme nt.  

It looks at the gender-specific attributes of 

leadership qualities. 

  Research for this article comes, primarily from 

the author's experience in the community college 

environment.  Data is quoted, but sources are not 

cited.  I would have preferred that the author reve al 

the sources of the information given. 

 

Foels, R., J. E. Driskell, et al. (2000). "The effe cts of 

democratic leadership on group member satisfaction. " Small 

Group Research  31(6): 676-701. 

  This article compares autocratic and democratic 

leadership styles.  The authors measured satisfacti on 

levels in groups with the two different leadership 

styles.  The study also explored other group-

environmental factors that can influence satisfacti on.   

  This article is relevant to my research because 

it explores the effectiveness of two leadership 

styles.  The comparison of these two specific style s, 

democratic and autocratic, is especially useful to me 

because of the clear differences between the two.  

  Research for this article comes from a review of 

several other studies using a meta-analytic techniq ue.  
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This technique is very interesting because the 

procedure involved leverages studies done by other 

researchers.  The results of these studies are 

integrated into the final study.  

 

Gadiesh, O., R. Buchanan, et al. (2002). "The leade rship 

testing ground." The Journal of Business Strategy  23(2): 

12-17. 

  This article deals with the unique leadership 

challenges associated with corporate mergers.  The 

author identifies core characteristics of leadershi p.  

Several examples from industry are cited with an 

analysis of successful strategies.   

  This article is relevant to my research because 

it establishes leadership issues encountered in 

corporate mergers.  It also presents ideas of the c ore 

competencies required by leadership in merger 

situations. 

  Research for this article comes from a review of 

public information available about recent mergers.  

Quotes from corporate leaders are included, but the  

majority of the information seems to come from the 

author's experience in the field of corporate merge rs.  
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Gibbons, S. (1999). "Learning teams: Action learnin g for 

leaders." The Journal for Quality and Participation  22(4): 

26-29. 

  In this article, the author explores the 

challenges faced by organizations as they develop 

their future leaders.  Issues discussed include 

communications, limited resources, and personnel 

development.  The author addresses how leadership 

teams are formed, developed and utilized. 

  This article is relevant to my research because 

it establishes leadership issues faced by developin g 

organizations.  It explores the leadership challeng es 

that are faced as organizations attempt to adopt mo re 

leading-edge styles of management. 

  Research for this article comes from the author's  

experience as an assistant human resource director.   

The article does not cite a literature review, but 

does establish a credible list of issues faced by 

leadership. 

 

Gomes, R. (1999). "Marketing department leadership:  An 

analysis of a team transformation." Journal of Mark eting 

Education  21(3): 164-174. 
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  This article describes an analysis of an academic   

marketing department that underwent a cultural 

transformation that included changes in interaction s 

with  employees and customers.  Changes in how 

employees and their families were supported as well  as  

how the marketing department developed itself were 

tracked and measured for effectiveness. 

  This article is relevant to my research because 

it explores transformational leadership styles and how 

their effectiveness can be measured.  It attempts t o 

identify the things that worked and those that did not 

work. 

  Research for this article comes from the use of 

qualitative and quantitative research methods to 

produce results.  An academic, scientific method wa s 

used to produce and present the findings.  I 

especially liked this article because it used the 

methods I have learned in my doctoral studies.  

  

Gunn, B. (2002). ""Level five" leaders." Strategic Finance  

83(8): 14-16. 

  The author of this article explores a study 

performed by Jim Collins in which leaders who are a ble 

to transform their companies are identified.  The 
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author asserts that only eleven of 1,400 leaders we re 

able to transform their companies from "above avera ge" 

to "superior".   

  This article is relevant to my research because 

it deals with transformational leadership. 

  Research for this article comes, primarily from 

an article by Jim Collins.  Although not a scientif ic 

study, the article helps put this research in 

perspective. 

 

Hanson, D. (2000). "The Challenges of Eco-Leadershi p." 

Greener Management International (29): 95-107. 

  In this article, the author looks at leadership 

that is focused on being sensitive to the natural 

environment.  He examines leadership styles, includ ing 

transformational and transactional.  The article he lps 

define leadership styles and terms within the conte xt 

of an environmentally-friendly perspective. 

  This article is relevant to my research because 

it looks at many of the same themes that other 

articles explore.  the difference is the additional  

perspective of focusing on the environment. 

  Research for this article comes, primarily, from 

a review of published literature.  No scientific 
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research is done, but the article provides addition al 

information that adds an environmental perspective to 

other data I am using. 

 

Harrison, B. (1999). "The nature of leadership: His torical 

perspectives & the future." Journal of California L aw 

Enforcement  33(1): 24-30. 

  This article looks at the nature of leadership.  

In it, the author looks back over the past forty ye ars 

and describes the evolution and misconceptions of 

leadership.  The author looks at how leaders have b een 

perceived as heroes, and at the confusion between 

leadership and management. 

  This article is relevant to my research because 

it establishes some popular beliefs and perceptions  

about leadership.   

  Research for this article comes from a literary 

review.  The article is written from a perspective of 

the author's opinion with research to support it.  It 

is not a scientific study. 

 

Jung, D. I. (2000-2001). "Transformational and 

Transactional Leadership and Their Effects on Creat ivity in 

Groups." Creativity Research Journal  13(2): 185-195. 
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  In this article, the author studies transactional  

and transformational leadership.  The article explo res 

how leadership and creativity are linked.  The arti cle 

asserts that transformational leaders generate more  

innovative ideas from those they lead than 

transactional leaders. 

  This article is relevant to my research because 

it contrasts two different leadership styles.  

Scientific data is presented in the form of an 

academic dissertation. 

  Research for this article comes from a literature  

review as well as data generated from studying two 

groups.  One hundred ninety-four undergraduate 

students were studied as part of this research.  I 

liked this article because it seemed to use scienti fic 

methods to generate and analyze data. 

 

Karau, S. J. and A. H. Eagly (1999). "Invited react ion: 

Gender, social roles, and the emergence of leaders. " Human 

Resource Development Quarterly  10(4): 321-327. 

  In this article the authors examine factors 

associated with the emergence of leaders.  It explo res 

how conditions affect men and women differently in 

their tendencies to emerge as leaders.  The study 
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shows how factors such as attitude and confidence 

influence a person's tendency to emerge as a leader . 

  This article is relevant to my research because 

it explores how leaders emerge.  It looks at gender  

differences and leadership qualities.  It establish es 

a basis to explore gender differences in 

organizations. 

  Research for this article comes from a review of 

literature published over the past twenty years.  M uch 

of the article references another article by Judith  

Kolb which is used as a framework for this article.  

 

Roepke, R. (2000). "Aligning the IT human resource with 

business vision: The leadership initiative at 3M." MIS 

Quarterly  24(2): 327-353. 

  This article describes the transformation of 

Information Technology Leadership at 3M corporation .  

It includes the realignment of the organization as 

well as the training and development of the 

leadership.  The article also describes changes in the 

recruitment practices of the Human Resources 

department.   
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  This article is relevant to my research because 

it focuses on transformational leadership in 

information technology.   

  Research for this article comes from a review of 

published literature.  In addition to the literary 

review, surveys were conducted with 3M employees. 

 

Sharkey, L. D. (1999). "Changing organizational cul ture 

through leadership development: A case in leadershi p 

transformation." Organization Development Journal  17(3): 

29-37. 

  In this article, the author explores how the 

development of leaders can be used to change an 

organization's culture.  Measurements of cultural 

change are presented for organizations who invest i n 

leadership training.  Conclusions are drawn about h ow 

leadership training affects cultural change.  The 

author also makes some assumptions about leadership  

turnover. 

  This article is relevant to my research because 

it addresses both leadership and organizational 

change.  It establishes a foundation for exploring 

correlations between leadership and culture. 
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  Research for this article comes from a review of 

published literature as well as data gathered throu gh 

a survey.  The Organizational Culture Inventory (OC I) 

was used as the primary survey instrument. 

 

Silverthorne, C. and T.-H. Wang (2001). "Situationa l 

Leadership Style as a Predictor of Success and Prod uctivity 

Among Taiwanese Business Organizations." The Journa l of 

Psychology  135(4): 399-413. 

  The authors of this article explore the 

correlation between leadership styles and worker 

productivity.  They investigate differences between  

adaptive and nonadaptive leaders.  The authors also  

consider the unique culture that exists in high-tec h 

companies as well. 

  This article is relevant to my research because 

it compares two leadership styles.  Also, this 

article's subjects are based in Taiwan, so it adds an 

international perspective to my research. 

  Research for this article comes from a review of 

published literature as well as data gathered from 

primary research.  The Leadership Effectiveness and  

Adaptability Description (LEAD) instrument was used  to 

gather and analyze data. 
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Thaler-Carter, R. E. (2000). "Whither global leader s." 

HRMagazine  45(5): 82-88. 

  This article explore the leadership needs of U.S.  

companies as they strive to become more global.  It  

addresses the issues associated with the developmen t 

of global leadership characteristics in business 

organizations. 

  Research for this article comes from a study of 

Fortune 500 companies by MIT, a literary review, as  

well as research by the author.  Case studies of 

several companies are also included.  

  This article is relevant to my research because 

it deals with issues associated with leadership in a 

global organization.  It makes an attempt to define  

characteristics essential for global leaders to 

possess and the challenges in developing those 

characteristics. 

 

Van Engen, M. L., R. Van Der Leeden, et al. (2001).  

"Gender, context and leadership styles: A field stu dy." 

Journal of Occupational & Organizational Psychology  74(5): 

581-598. 
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  The authors of this article explore the 

leadership behavior of male and female leaders in 

department store environments.  Employees were 

surveyed to measure leadership styles in male and 

female dominated organizations as well as male and 

female dominant departments in stores. 

  This article is relevant to my research because 

it provides a basis for exploring leadership 

differences between male and female leaders.  It ad ds 

the additional, contextual element of examining 

settings where gender is dominant in the activities  of 

the department.  Examples include lingerie as a 

female-dominant department and sporting goods as ma le-

dominant. 

  Research for this article comes from data 

gathered through instruments including the Supervis ory 

Behavior Description Questionnaire (SBDQ) and the 

Multifactor Leadership Questionnaire (MLQ).  

Scientific methods were used to analyze the data 

collected. 

 

Watson, C. A. (2001). "Innovative leadership invite s the 

future." Nursing Management  32(9): 14. 
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  This article describes the efforts of the 

American Organization of Nurse Executives (AONE).  It 

lists the three major goals as leadership developme nt, 

promotion of research, and development of the 

organization.   

  Research for this article appears to come from 

the author’s exposure to AONE.  This article seems to 

have been written with a goal of making people awar e 

if AONE. 

  This article is relevant to my research because 

it establishes the fact that organizations exist in  

nursing industry that are dedicated to the developm ent 

and promotion of leadership. 
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Background  

 For years researchers have suggested that 

organizational revitalization requires transformati onal, 

not transactional leadership (Roepke 2000).  

Transformational leaders engage in at least three k inds of 

activity.  These are; the creation of vision, the 

mobilization of commitment to the vision, and the 

institutionalization of change.  Leadership is an e nabler 

of organizational change (Roepke 2000). 

Research indicates that participants in 

transformational leadership conditions outperform t heir 

counterparts in the transactional leadership condit ions.  A 

key characteristic of transformational leaders is t hat they 

build environments for creativity through intellect ual 

stimulation.  Managers who employ transformational 

leadership behaviors help subordinates become more 

motivated to create new approaches to problems (Jun g 2000-

2001).  Transformational leaders are charismatic, b ut 

transformational leadership is different from chari smatic 

leadership (Lussier and Achua 2001). 

 Transformational leadership is focused on change.  

Lussier defines it this way: 
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Transformational leadership serves to change the 

status quo by articulating to followers the problem s 

in the current system and a compelling vision of wh at 

a new organization could be (Lussier and Achua 2001 , 

p. 382). 

 Organizational change is motivated by some action.   

This motivation starts as an awareness and then act ion.  

Organizations see these motivations in the environm ent in 

which they operate.  Change can be motivated by 

competition, new technology, changes in government 

regulations, or failures within the organization it self 

(Anderson and Anderson 2001).  The introduction of 

technology often requires transformational change i n an 

organization.  The rapidly changing nature of techn ology 

may require an ongoing transformational culture wit hin an 

organization (Kuruppuarachchi 2001). 

 Effecting change requires leaders to remember that , 

within organizations, leaders are working with webs  of 

relationships.  Margaret Wheatley uses this analogy  to 

describe this concept: 

Most of us have had the experience of touching a 

spider web, feeling its resiliency, noticing how 

slight pressure in one area jiggles the entire web.   

If a web breaks and needs repair, the spider doesn’ t 



                                                                     KAM 5 - Principles of Leadership 62 

cut out a piece, terminate it, or tear the entire w eb 

apart and reorganize it.  She reweaves it, using th e 

silken relationships that are already there, creati ng 

stronger connections across the weakened spaces 

(Wheatley 2001, p. 145). 

In order to change, an organization needs to learn more 

about itself from itself (Wheatley 2001). 

  

Developing Transformational Leadership  

Some researchers believe that organizations should 

develop an internal capacity to transform.  It is n ot one 

of the business functions that can be outsourced si nce it 

will become more necessary in the future.  Outside guidance 

and expertise should be leveraged, but relying on o utside 

firms to transform a company is not the path to suc cess 

(Anderson and Anderson 2001).   

Creating this environment for change requires leade rs 

to have unique transformational skills.  Bernard Ba rker, of 

the University of Leicester says “the best managers  are 

interested in using socialized power to benefit the  

organization as a whole and are not concerned to be  liked 

by people” (Barker 2001, p. 68).  Leadership skills  are a 

combination of personal abilities and developed abi lities.  

“Global leaders are born and then made” (Thaler-Car ter 
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2000, p. 86).  The challenge for leaders is to comb ine 

logic and objectivity in a change process that is h ighly 

emotional in most organizations (Bowman 2000).  To meet 

this challenge, organizations must institute leader ship 

development programs that produce transformational leaders.  

Nancy J. Davis, PhD says: 

We can define leadership development as the stretch  of 

one’s capacity to become aware of and build skills 

around the dynamic of positive leader-follower 

outcomes (Davis 2001, p. 29). 

Based on recent articles, one can conclude that lea dership 

skills, especially transformational leadership skil ls, can 

be learned by individuals.  Leadership training pro grams 

rely heavily on exposing potential leaders to real- world 

situations.  Bob Harrison describes the way leaders hip 

literature is written when he says: 

Many contemporary leadership texts are actually 

anthologies of successful managers who are thought to 

have possessed the secret of motivating others to 

higher performance (Harrison 1999, p. 26). 

They focus on studying cases with both positive and  

negative outcomes.  Leadership stories teach new le aders 

how other leaders have succeeded and failed, Negati ve 
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outcomes often teach ethical lessons (Ciulla 2001).   Arnold 

Danzig says: 

Leadership is learning to tell one’s story in a way  

that is understandable to others and learning that 

there are other stories which are equally powerful 

determinants of action (Danzig 1999, p. 130). 

 Studies indicate that several characteristics 

correlated with the emergence of leadership.  Among  those 

characteristics are cognitive ability, conscientiou sness, 

self-confidence, values, and a tolerance for stress  

(Atwater Leanne E., Dionne et al. 1999).  One of th e most 

crucial attributes, of a high-performance leader, i s 

humility.  Only eleven out of 1,400 companies sampl ed in a 

study Jim Collins showed a 3:1 transformational imp rovement 

in market capitalization.  Each of these companies had 

leaders with great humility and a strong will to ac hieve 

(Gunn 2002).  Jim Collins describes these “Level 5”  leaders 

this way: 

Level 5 leaders channel their ego needs away from 

themselves and into the larger goal of building a 

great company.  It’s not that Level 5 leaders have no 

ego or self-interest.  Indeed, they are incredibly 

ambitious – but their ambition is first and foremos t 
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fir the institution, not themselves (Collins 2001, p. 

21). 

 Developing effective leaders does not, however, ch ange 

the culture of an organization.  A fifteen month st udy at 

Scandinavian Airline Systems revealed that changing  and 

developing effective leaders did not result in stra tegic 

organizational change.  However, the behavior of th e 

managers did change as well as their assumptions ab out 

leadership.  More enlightened and confident leaders  may 

tend to seek out positions in other organizations w here 

their new skills can be leveraged (Sharkey 1999) 

 Statistics indicate that there are fewer women tha n 

men in leadership positions (Van Engen, Van Der Lee den et 

al. 2001).  One explanation is that women do not po ssess 

the same leadership attributes that men do.  These include 

competitiveness, hierarchical authority, and emphas is on 

control.  A review of current research indicates th at:  

1)  Men almost always are perceived to be potentially 

more successful than women. 

2)  Women may be perceived as equally successful as 

men in some occupations, especially when those 

occupations tend to be associated with women. 
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3)  Attribution of success by others is dependent 

upon the sex of the person being evaluated 

(Merrick 2002, p. 98). 

However, current studies indicate that sex differen ces in 

leadership styles are negligible (Van Engen, Van De r Leeden 

et al. 2001).  An article in the Journal of Occupat ional 

and Organizational Psychology says “Women managers are just 

as vigorous and goal-oriented, and as socially skil led and 

charismatic as men managers are” (Van Engen, Van De r Leeden 

et al. 2001, p. 594). 

 

The Transformational Leadership Process  

 Change is driven by a sequence of triggers.  Each 

trigger requires a response or change from the othe r 

triggers that it affects.  Dean and Linda Anderson describe 

seven attributes that trigger or drive change.  The  first 

is the environment.  These are the larger forces wi thin 

which people and organizations operate.  These forc es 

include social, economic, political, governmental, 

demographic, and natural.  The second trigger is th e 

marketplace’s requirements for change.  These inclu de the 

customers’ requirements for a business to succeed i n a 

given marketplace.  The third is business imperativ es.  

These imperatives outline the strategic moves the c ompany 
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must make to be successful.  The fourth trigger is the 

organizational imperatives.  These are the changes required 

in the organization’s structure, systems, processes , 

technology, and skill base to achieve its business 

imperatives.  Cultural imperatives are the fifth tr igger.  

These are the collective ways of working and relati ng in 

the company that must change to support the organiz ation’s 

new design.  The sixth trigger is leader and employ ee 

behavior.  This is the collective behavior that cre ates and 

expresses an organization’s culture.  The final imp erative 

is leader and employee mindset which includes the m ental 

models that cause people to behave the way they do 

(Anderson and Anderson 2001).   

 The scope of the change required determines the ex tent 

of the type of change needed.  Minimal marketplace and 

environmental changes may only dictate content chan ges.  

Developmental or transitional changes may be called  for to 

address organizational imperatives but not cultural  ones.  

Transformational change is dictated when marketplac e and 

environmental changes are so great that content, cu lture, 

and people must change and all triggers are affecte d 

(Anderson and Anderson 2001).   

 Three types of change occur in organizations.  The y 

are developmental change, transitional change, and 
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transformational change.  Developmental change repr esents 

the improvement of existing skills, methods, and 

performance standards.  Transitional change is more  

complex.  Instead of improving the current situatio n, it 

replaces the current situation with something compl etely 

different.  Transformational change is the most com plex.  

It is a radical shift so significant that it requir es a 

change in culture, behavior, and mindset to success fully 

implement and sustain (Anderson and Anderson 2001).   In 

transformational change, leaders must initiate a ch ange 

process that realigns the organization with its env ironment 

and involves all of the drivers of change (Anderson  and 

Anderson 2001).  Followers of transformational lead ers 

think of old problems in new ways (Jung 2000-2001).    

 During transition, an organization’s core purpose 

remains the same.  This includes its fundamental wa y of 

serving its customers and marketplace.  Anderson sa ys: 

To provide focus during the chaos, people need to 

remember why the organization is in business and wh at 

it stands for – its values.  Organizations that los e 

touch with their core purpose, vision, and values h ave 

no inspiration to fuel their process of change 

(Anderson and Anderson 2001, p. 45). 
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Without this inspiration, fear and panic can take o ver.  

With it, leaders can move the organization from the  past, 

through uncertainty, and into a tangible future (An derson 

and Anderson 2001).  Wheatley says: 

People need to be connected to the fundamental 

identity of the organization or community.  Who are  

we?  Who do we aspire to become?  How shall we be 

together? (Wheatley 2001, p. 146). 

 There are three elements of change strategy.  The 

first is content.  Content refers to what must chan ge.  

Examples of content are structure, business process es, 

management systems and technology.  The second elem ent is 

people.  This component refers to human dynamics th at 

influence or are influenced by change.  The third e lement 

is process.  This component refers to how the organ ization 

will transform.  Change strategy is the leaders’ hi gh-level 

approach to an integrated organizational change (An derson 

and Anderson 2001).  Anderson says that it summariz es all 

three elements and explicitly states: 

• How you will position the transformation in the 

organization; 

• Core activities for igniting and accomplishing the 

transformation; 
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• How management and the workforce will be involved i n 

the effort to create a critical mass of commitment;  

and 

• Your critical milestones and general timeline 

(Anderson and Anderson 2001, p. 114). 

Developing a transformational change strategy requi res 

leaders to build the case for change and clearly 

communicate it to the organization.   

 In departmental transformation, a study in the Jou rnal 

of Marketing Education (1999) lists several key act ions 

that worked in a quantitative study.  It states tha t 

leaders should possess high levels of honesty, kind ness, 

and integrity.  Transformational leaders are consis tent, 

provide feedback, and believe in department members .  They 

encourage high levels of achievement and performanc e (Gomes 

1999).   

 When leaders are perceived as transformational, 

subordinates will seek more technical information a bout 

tasks.  They will also require more performance and  social 

feedback (Madzar 2001).  Initial communications sta rt with 

sponsors, key change leaders, and selected managers  and 

employees from throughout the organization.  From t here the 

communications cascades down throughout the organiz ation.  

Facts, perceptions, and outcomes are clearly articu lated.  
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Feedback is solicited and questions are answered.  The next 

wave of communications provides an update to the 

organization.  Actions, outcomes, and best practice s are 

communicated.  Subsequent communications continue t he 

pattern celebrating successes and explaining issues  and 

challenges (Anderson and Anderson 2001).   

 Transformational leaders develop and communicate a  

vision to the organization.  There are three parts to 

transformational visioning.  First, leaders must ag ree on 

the content of the vision.  This includes the direc tion and 

outcomes of the transformation.  Second, leaders mu st craft 

a vision statement that captures the possibilities for what 

the transformation will produce.  Third, transforma tional 

leaders ensure that the entire organization underst ands and 

commits to the vision creating a collective intenti on for 

the success of the transformation (Anderson and And erson 

2001).  

 There are nine phases to the change process.  The 

first is preparing to lead the change.  During this  phase, 

leaders initiate the transformation, clarify change  

leadership roles, create the case for change, and b uilding 

the strategy.  In phase two, leaders create the 

organizational vision, commitment, and capacity.  P hase 

three involves assessing the current situation to d etermine 
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the requirements of the new design.  In phase four,  the 

desired state, including processes and structure, i s 

defined.  During phase five, the system-wide impact  of the 

desired state is assessed to analyze its impact on the 

organization.  In the sixth phase, leaders plan and  

organize for the implementation of the desired stat e.  In 

phase seven, the change is implemented and the desi red 

state is corrected as the change process is monitor ed.  

Phase eight is where the new state is celebrated an d 

integrated as it is mastered by the organization.  In phase 

nine, a process is implemented to refine and contin uously 

improve the new state.  In this phase, any temporar y change 

support structures and management systems are disma ntled 

(Anderson and Anderson 2001).  

 In order to support transformation, leaders must 

promote changes to the mindset and behavior of the 

organization.  This is an area that does not always  receive 

the attention required for success.  A critical mas s of the 

organization must be involved in initiating a break through 

process of self-awareness and transformation.  This  is done 

by leveraging the case for change and sustaining it  

throughout the transformation process.  It is impor tant to 

make sure that the organization understands that th e old 
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way of operating no longer exists (Anderson and And erson 

2001).  Anderson says: 

People must recognize that the future promised by t his 

transformation is better and more essential than th e 

past or the present.  Otherwise, they will not be 

willing to change (Anderson and Anderson 2001, p. 

141). 

People must abandon the realities of the present be fore 

they can embrace something new no matter how much s elling 

or coercion they are subjected to (Anderson and And erson 

2001). 

 It is important for transformational leaders to 

understand their role in organization-wide transfor mation.  

Everyone that has influence over the transformation  must be 

supported.  This includes executives, employees, an d 

consultants that are contributing to the effort.  T op 

leaders can squelch transformation if they resist t he 

requirements of transformation.  Leaders operating in the 

traditional command and control fashion often do no t 

understand or support the requirements of transform ation 

(Anderson and Anderson 2001).  Anderson says: 

It has been our experience 100 percent of the time 

that, when the entire system must transform, even i f 

the change ignites in the middle or bottom of the 
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organization and then spreads out, if the senior 

executives do not eventually get on board with the 

shift in consciousness and behavior required for th e 

transformation to succeed, the transformation 

eventually dies on the vine or goes underground.  I t 

is put aside until the top leaders get a painful 

enough wake-up call that they finally recognize the  

need to change (Anderson and Anderson 2001, p. 245) . 

 

  Transformational leaders should understand the 

punctuated equilibrium model described in a study i n the  

Journal of Management Information Systems (1999).  This 

article references the model which describes organi zational 

change as consisting of long periods of stable 

infrastructure interrupted by brief periods of 

revolutionary change.  Three distinct features of t he 

punctuated equilibrium are: 

1.  Deep structure; the set of fundamental choices an 

organization is made up of.  These are the basic 

parts into which an organization is segmented and 

the activity patterns within these segmentations. 

2.  Equilibrium periods; the stability in the 

organization’s structure and activity patterns.  

Equilibrium consists of maintaining the deep 
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structure.  Equilibrium periods are maintained by 

awareness, motivation, and obligation.  As long as 

an organization’s deep structure is intact, it is 

difficult to change. 

3.  Revolutionary periods; the major upheaval and 

reformation of deep structure.  For significant 

change to occur, the deep structure must be 

dismantled, leaving the organization temporarily 

disorganized.  This period includes a 

reconfiguration of the organization with a new set 

of rules (Lassila 1999). 

These three periods are consistent with the nine ph ases of 

the change process. 

 

Summary And Conclusion  

 Changes in an environment often require drastic 

changes in organizations that exist in that environ ment.  

Economic, governmental, technical, and customer exp ectation 

changes often require transformational leadership t o cope 

with them.  Transformational leadership is sometime s 

required for survival.   

 A transformational leader must be able to assess a  

situation and create a vision for the future.  He o r she 

must be able to clearly communicate this vision cle arly to 
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followers.  This communication must also include a clear 

explanation of what is wrong with the current state  and why 

transformation is necessary.   

 Transformation leadership skills can be developed.   

These skills are a combination of personal and deve loped 

abilities.  Some organizations have implemented lea dership 

development programs that produce transformational leaders.  

The key to the success of these programs is getting  

potential leaders with the right personal character istics 

into them.  Developing leaders, alone, does not cha nge an 

organization’s culture.  Leaders trained with new s kills 

may leave organizations if these skills are not uti lized.  

Newly trained leaders may have the confidence to le ave for 

organizations where their new skills can be leverag ed.   

 Studies indicate that there are more men than wome n in 

leadership positions.  One popular explanation is t hat 

women to not possess the same leadership attitudes that men 

do.  Current studies however indicate that this is not the 

case.  One would expect that, as society evolves th ese 

misconceptions will give way to facts and the sexua l 

demographics of leadership positions will begin to reflect 

the demographics of the general workforce populatio n. 

 Transformational leadership is all about change.  

Change is driven by environmental, business, 
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organizational, and cultural imperatives, to name a  few.  

Change that is dictated by a few drivers may only r equire 

content changes.  Change that is driven by multiple  drivers 

requires transformational change.  Transformational  change 

is the most complex type of change.  It requires a shift in 

culture, behavior, and mindset to implement and be 

successfully sustained.   

 The transformational leadership process requires 

leaders to motivate followers to change.  This is d one 

through clear and frequent communication at all lev els of 

the organization.  This communication must make the  case 

for change, describe the activities for accomplishi ng the 

transformation, explain how the workforce will be i nvolved 

in the change, and report the status of the transfo rmation 

at critical milestones.  For credibility, transform ational 

leaders must possess high levels of honesty, kindne ss, and 

integrity.  People must recognize that the future s tate 

promised by the transformation is better and more n ecessary 

than the past or current state.   

 Transformational leaders must be aware of the 

organizational upheaval that will likely occur duri ng the 

transitional period.  As core processes are revampe d, 

organizations are often moved from a state of equil ibrium 

to a state of revolution.  The deep, internal struc ture of 
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an organization must be changed for transformation to take 

place.  As this structure is dismantled, the organi zation 

is temporary disorganized.  As the new structures t ake hold 

and become institutionalized, a new period of equil ibrium 

evolves making the organization stronger than it wa s in the 

past.   
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Introduction  

 

 A Fortune 500 company in the automotive industry is  

going through a transformational period.  This 

transformation includes divesting non-core aspects of the 

business, reorganizing its business units to gain 

synergies, realigning its business drivers and goal s to 

meet the changing, global environment of the automo tive 

industry.   

 As part of this transformation, the company is 

reorganizing its information technology organizatio ns to 

better utilize them to gain a competitive advantage .  This 

corresponding transformation in the IT community wi ll 

require transformational leaders to be identified a nd 

utilized.   

 The company believes in and educates its employees  in 

the Leadership Grid theory (Blake & McCanse).  Cour sework 

provided by Grid International, Inc. is presented i n a 

week-long class as part of a structured management training 

program presented the corporation’s own university.   All 

instructors are trained and certified by Grid 

International.  The managers of the information tec hnology 

groups are interested in knowing if the employees t rained 
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in grid theory possess higher levels of transformat ional 

characteristics than those not trained in the Grid theory. 

 

Purpose  

Many organizations subscribe to the leadership grid  

theory as a way of developing leaders.  The rapidly  

changing business environment and advances in techn ology 

have caused some of these organizations to see the need to 

transform to maintain a competitive advantage.  

The Leadership Grid theory studies two dimensions o f 

leadership.  The first is the concern for productio n. The 

second is the concern for people.  These concerns a re 

measured through a questionnaire that rates each on  a scale 

from one to nine (Lussier and Achua 2001).  This th eory has 

been used extensively to explain how leaders help 

organizations reach their goals (Northouse 2000).  The 

concern for production measures how a leader is con cerned 

for whatever an organization is trying to accomplis h.  The 

concern for people measures how a leader attends to  the 

people trying to accomplish organizational goals.  The 

leadership grid joins these two concerns in a model  with 

two intersecting axes (Northouse 2000). The leaders hip grid 

identifies five leadership styles.  First is the 

impoverished leader (1,1) who has a low concern for  both 
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production and people.  This type of leader does th e 

minimum to maintain his or her position.  The secon d is the 

authority-compliance leader (9,1) who has a high co ncern 

for production and a low concern for people.  This style of 

leader focuses on accomplishing goals and treats pe ople 

like machines.  The third is the country-club leade r (1,9) 

who has a high concern for people and a low concern  for 

accomplishing goals.  This kind of leader is more c oncerned 

with maintaining a friendly atmosphere without conc ern for 

production.  The fourth style, the middle-of-the-ro ad (5,5) 

leader, has a balanced but medium concern for both people 

and production.  He or she strives to maintain a 

satisfactory level of performance and employee mora le.  The 

fifth style of leader is the team leader (9,9).  Th is kind 

of leader has a high concern for both people and 

production.  He or she strives to maintain high lev els of 

both performance and employee satisfaction.  This s tyle is 

called the high-high leader (Lussier and Achua 2001 ).   

Transformational leadership links the roles of lead ers 

and followers.  Instead of looking at leadership as  a 

power-wielding position, it considers it inseparabl e from 

the needs of the followers (Northouse 2000).  Lussi er says 

that: 
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Transformational leadership focuses on what leaders  

accomplish, rather than on a leader’s personal 

characteristics and followers’ reactions.  As organ izations 

continue to face global challenges, the needs for l eaders 

who can successfully craft and implement bold strat egies 

that will transform or align the organization with the 

level of environmental turbulence is ever greater ( Lussier 

and Achua 2001, p. 381).  

Transformational leadership is focused on change.  

Lussier defines it this way: 

Transformational leadership serves to change the 

status quo by articulating to followers the problem s in the 

current system and a compelling vision of what a ne w 

organization could be (Lussier and Achua 2001, p. 3 82). 

The transformational leadership process engages wit h 

others to raise the level of motivation and moralit y in 

both the leader and the followers.  Transformationa l 

leaders motivate behavior in their followers that s upports 

the greater good instead of their own self interest . 

(Northouse 2000). 

Transformational leaders possess certain attributes .  

Lussier lists the following: 

• They see themselves as change agents. 
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• They are visionaries who have a high level of 

trust for their intuition. 

• They are risk takers, but not reckless. 

• They are capable of articulating a set of core 

values that tend to guide their own behavior. 

• They possess exceptional cognitive skills and 

believe in careful deliberation before taking 

action. 

• They believe in people and show sensitivity to 

their needs. 

• They are flexible and open to learning from 

experience (Lussier and Achua 2001, p. 383).   

Transformational leaders are usually brought into a n 

organization in trouble to affect a turnaround.  Th ey must 

communicate the need for change, create a new visio n, 

manage the transition, and institutionalize the cha nge 

(Lussier and Achua 2001).    

 The purpose of this study is to analyze the 

transformational leadership characteristics of peop le who 

have attended structured training on the Leadership  Grid 

Theory. 

  

The question being researched is: 
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Do people who attend structured Leadership Grid 

training have different transformational leadership  

characteristics than those who do not? 

 

Hypothesis: 

H0: Leadership Grid training has no significance  

 when predicting a person’s level of 

transformational leadership characteristics. 

H1: Leadership Grid training is significant 

 when predicting a person’s level of 

transformational leadership characteristics. 

 

Method  

The Multifactor Leadership Questionnaire (MLQ) is t he 

most widely used measure of transformational leader ship 

(Northouse 2000).  This questionnaire was developed  by M. 

Bass and J. Avolio in 1985.  It consists of twenty one 

questions which measure the following seven 

transformational leadership factors: 

Factor 1:  Idealized influence indicates how well a  

leader holds the trust of their subordinates and sh ow 

dedication to them. 
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Factor 2:  Inspirational motivation measures how we ll 

a leader provides a vision and makes subordinates f eel 

their work is significant. 

Factor 3:  Intellectual stimulation measures the 

degree to which leaders encourage subordinates to 

think creatively about old problems. 

Factor 4:  Individualized consideration measures ho w 

well a leader shows interest in the well-being of 

subordinates and pays attention to those who are le ss 

involved in the group. 

Factor 5:  Contingent reward measures the degree to  

which leaders tell subordinates what they need to d o 

to be rewarded. 

Factor 6:  Management-by-exception assesses how wel l 

leaders communicate job requirements to subordinate s 

and if they are content with standard performance. 

Factor 7:  Laissez-faire measures the degree to whi ch 

leaders require little of subordinates and are cont ent 

to let them manage themselves (Northouse 2000). 

Northouse says, “High scores on individualized 

consideration and motivation factors are most indic ative of 

strong transformational leadership” (Northouse 2000 , p. 

158). 
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This research identifies employees who have attende d a 

Leadership Grid training class and those who have n ot.  A 

customized version of the MLQ is used to capture 

information about the employees’ leadership charact eristics 

as well as some information specific to the company ’s 

training programs.  Transformational Leadership 

characteristics will be compared between the two gr oups.   

One hundred forty seven individual Information 

Technology workers at a US based Fortune 500 compan y were 

surveyed.  A web-based survey tool called 2-Way was  used to 

administer the survey electronically. This software  package 

allows the user to conduct an anonymous survey over  the 

internet.  The results are recorded in a secured ce ntral 

database.  The survey link was sent out via e-mail to IT 

professionals with e-mail accounts.  This represent s 100% 

of the IT workers at the corporate data center.  Of  the 147 

individuals surveyed, 51 responded for a response r ate of 

34.69%.  Appendix 1 contains the survey. 

 

Results  

 Table 1 contains a sample listing of the individua l 

results for the survey.  Microsoft Excel templates,  

included with the textbook Complete Business Statis tics, 

were used to perform statistical tests (Aczel 2002) .  The 
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first test analysis was done to compare the mean ra tings of 

the two groups surveyed.  Tables 2 through 15 conta in the 

basic statistics for each group’s results for each of the 

seven MLQ factors.  Each of the factors was compare d.  For 

factor 1, idealized influence, Grid students had a mean 

score of 11 compared to 10.18 for non-Grid students .  For 

factor 2, inspirational motivation, Grid students h ad a 

mean score of 10.52 compared to 9.4 for non-Grid st udents.  

For factor 3, intellectual stimulation, Grid studen ts had a 

mean score of 10.22 compared to 9.5 for non-Grid st udents.  

For factor 4, individualized consideration, Grid st udents 

had a mean score of 10.78 compared to 9.46 for non- Grid 

students.  For factor 5, contingent reward, Grid st udents 

had a mean score of 8.8 compared to 8.07 for non-Gr id 

students.  For factor 6, management-by-exception, G rid 

students had a mean score of 10.52 compared to 9.39  for 

non-Grid students.  For factor 7, laissez-faire, Gr id 

students had a mean score of 7.7 compared to 7.86 f or non-

Grid students.   

A secondary analysis was performed on all seven 

factors.   A t-test for difference in population means was 

performed to compare each one.  The results of this  test 

appear in table 16.  For factor 1, with a confidenc e level 

of 95%, the null hypothesis is rejected.  For facto r 2, 
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with a confidence level of 95%, the null hypothesis  is 

rejected.  For factor 3, with a confidence level of  95%, 

the null hypothesis is not rejected.  For factor 4,  with a 

confidence level of 95%, the null hypothesis is rej ected. 

For factor 5, with a confidence level of 95%, the n ull 

hypothesis is not rejected. For factor 6, with a co nfidence 

level of 95%, the null hypothesis is rejected.  For  factor 

7, with a confidence level of 95%, the null hypothe sis is 

not rejected.   

 

Discussion And Conclusion  

 This paper focuses on the effect that training in the 

leadership grid theory has on transformational lead ership 

factors in individuals.   

 The survey results indicate a correlation between grid 

theory training and transformational leadership fac tors.  

The null hypothesis is rejected for three of the se ven 

factors measured by the MFL questionnaire.  It shou ld be 

noted, however, by comparing the mean score for eac h 

factor, that grid training did not always have a po sitive 

correlation to an overall score that would suggest a strong 

tendency toward transformational leadership 

characteristics.  For almost all factors, the grid students 

scored higher than the non-grid students.  One woul d expect 
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higher scores for factors 1 through 4 and lower sco res for 

factors 5 through 7 in a model subject representing  strong 

transformational leadership tendencies.   

 Most of the subjects in this study were not manage ment 

or supervisory workers.  Most would be considered 

subordinates instead of leaders.  This may have ske wed the 

results of the study since most of the survey parti cipants 

have a subordinate view.   

 Future research is indicated.  A similar study 

involving grid-trained and non-grid-trained subject s is in 

order.  All subjects should have positions of leade rship to 

help ensure a consistent perspective.  Many of the 

questions in the survey are only relevant to people  who 

hold positions of leadership or authority in an 

organization. 
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Appendix 1  

 
 
Survey  
 

I am doing a research project to study Transformati onal 

Leadership Characteristics.  The link below will pr esent 

you with an anonymous survey.  This survey is inten ded to 

be filled out by employees of an organization that is 

involved in organizational transformation.  If you would 

like the results of this survey, please send a e-ma il 

request to mluckett@waldenu.edu. 

 

Please enter your years of service  

 

Have you taken the “Styles” Class where you study t he 

Managerial Grid? 

  Y N 

 

 

 

 

 

 

1.  I make others feel good to be around me. 

0.  = Not at all 
1.  = Once in a while 
2.  = Sometimes 
3.  = Fairly often 
4.  = Frequently, if not always 
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0 1 2 3 4 

2.  I express with a few simple words what we could and  

should not do 

0 1 2 3 4 

3.  I enable others to think about old problems in new 

ways 

0 1 2 3 4 

4.  I help others develop themselves 

0 1 2 3 4 

5.  I tell others what to do if they want to be rewarde d 

for their work 

0 1 2 3 4 

6.  I am satisfied when others meet agreed-upon 

standards 

0 1 2 3 4 

7.  I am content to let others continue working in the 

same way as always. 

0 1 2 3 4 

8.  Others have complete faith in me. 

0 1 2 3 4 

9.  I provide appealing images about what we can do. 

0 1 2 3 4 

10.  I provide others with new ways of looking at 

puzzling things. 
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0 1 2 3 4 

11.  I let others know how I think they are doing. 

0 1 2 3 4 

12.  I provide recognition/rewards when others reach 

their goals. 

0 1 2 3 4 

13.  As long as things are working, I do not try to 

change anything. 

0 1 2 3 4 

14.  Whatever others want to do is OK with me. 

0 1 2 3 4 

15.  Others are proud to ba associated with me. 

0 1 2 3 4 

16.  I help others find meaning in their work. 

0 1 2 3 4 

17.  I get others to rethink ideas that they had never 

questioned before. 

0 1 2 3 4 

18.  I give personal attention to others who seem 

rejected. 

0 1 2 3 4 

19.  I call attention to what others can get for what 

they accomplish 

0 1 2 3 4 
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20.  I tell others the standards they have to know to 

carry out their work. 

0 1 2 3 4 

21.  I ask no more of others than what is absolutely 

essential. 

0 1 2 3 4 
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