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Leadership Development 

BassÕ (1989 & 1990) theory of leadership 
!" Trait Theory 
!" Great Events Theory 
!" Transformational Theory 

The Process of Great Leadership 

The road to great leadership (Kouzes & Posner, 1987) that is common to 
successful leaders:  

!" Challenge the process - First, find a process that you believe needs 
to be improved the most. 

!" Inspire a shared vision - Next, share your vision in words that can be 
understood by your followers. 

!" Enable others to act - Give them the tools and methods to solve the 
problem. 

!" Model the way - When the process gets tough, get your hands dirty. A 
boss tells others what to do...a leader shows that it can be done. 

!" Encourage the heart - Share the glory with your followers' heart, 
while keeping the pains within your own. 

 
 

Leadership is a process by which a person influences others to accom-
plish an objective and directs the organization in a way that  makes 

it more cohesive and coherent.  



Authoritarian Leader  (high task, low relationship) 
People who get this rating are very much task oriented and are hard on their 
workers (autocratic). There is little or no allowance for cooperation or col-
laboration. Heavily task oriented people display these characteristics: they 

are very strong on schedules; they expect people to do what they are told 
without question or debate; when something goes wrong they tend to focus 

on who is to blame rather than concentrate on exactly what is wrong and how 
to prevent it; they are intolerant of what they see as dissent (it may just be 

someone's creativity), so it is difficult for their subo rdinates to contribute or 
develop.  

 
Team Leader (high task, high relationship)  

This type of person leads by positive example and endeavors to foster a team 
environment in which all team members can reach their highest potential, 

both as team members and as people. They encourage the team to reach team 
goals as effectively as possible, while also working tirelessly to strengthen the 
bonds among the various members. They normally form and lead some of the 

most productive teams.  
 

Country Club Leader (low task, high relationship) 
This person uses predominantly reward power to maintain discipline and to 
encourage the team to accomplish its goals. Conversely, they are almost inca-
pable of employing the more punitive coercive and legitimate powers. This 

inability results from fear that using su ch powers could jeopardize relation-
ships with the other team members.  

 
Impoverished Leader (low task, low relationship) 

A leader who uses a "delegate and disappear" management style. Since they 
are not committed to either task accomplishment or maintenance; they es-

sentially allow their team to do whatever it wishes and prefer to detach 
themselves from the team process by allowing the team to suffer from a se-

ries of power struggles.  

(Courtesy of The Art and Science of Leadership) 



Transformational leaders inspire followers to transcend 
selfinterest and perceptions of their own limitations to become 
more effective in pursuing collective goals (Bass, Avolio, Jung, & 
Berson, 2003). 
 
!" Positively associated with subordinate performance at the in-

dividual and organizational levels of analysis (Conger, 1999; 
Judge & Piccolo, 2004). 

 
!" Transformational leadership ratings of platoon leaders and 

sergeants in the U.S. army predicted unit performance in com-
bat simulations (Bass, 2003) 

 
Four Dimensions of Transformational Leadership 

(Bass, 1994) 

1. Idealized Influence 
2. Inspirational Motivation 
3. Intellectual Stimulation 
4. Individualized consideration 

Yerkes-Dodson Law (1908) - Performance increases with cog-
nitive arousal (stress) 
!" Stress threshold - Eustress vs. Stress 
!" Stress and Crisis (Halverson, Murphy, & Riggio, 2001) 
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Transformational leadership (Burns, 1978; Bass, 1985) is a style of leadership in which the 

leader inspires followers to transcend self interest and perceptions of their own limitations to become 
more effective in pursuing collective goals.  With Transformational leadership, followers feel trust, ad-
miration, loyalty, and respect toward the leader, and they are motivated to do more than they originally 
expected to do (Yukl, 2001).  These types of leaders have been found to consistently improve business 
production, organizational change, and follower satisfaction.  According to Bass (1985), the leader 
transforms and motivates followers by: 1. making them more aware of the importance of task out-
comes; 2. inducing them to transcend their own self-interest for the sake of the organization or team; 
and 3. activating their higher-order needs of social justice, achievement, and self-actualization. 
 There are four types of transformational behavior which the leader exercises to motivate and 
improve follower performance.  Idealized influence is behavior that arouses strong follower emotions 
and identification with the leader.  Intellectual stimulation is behavior that increases follower aware-
ness of problems and influences followers to view problems from a new perspective.  Individualized 
consideration includes providing support, encouragement, and coaching to followers while taking into 
consideration the unique abilities, needs, and skills each follower.  Lastly, inspirational motivation 
includes communicating an appealing vision, oftentimes using symbols to focus subordinate effort, and 
modeling appropriate behaviors. 
 
1. The coach in the film clip ÒFacing the GiantsÓ provides an example of transformational leadership.  
As a group, identify the presence of each one of the four transformational behaviors, and discuss their 
effectiveness in the context of the situation. 
 
A. Idealized Influence 
___________________________________________________________________________________
___________________________________________________________________________________ 
___________________________________________________________________________________ 
 
B. Intellectual Stimulation 
___________________________________________________________________________________
___________________________________________________________________________________ 
___________________________________________________________________________________ 
 
C. Individualized Consideration 
___________________________________________________________________________________
___________________________________________________________________________________
__________________________________________________________________________________ 
 
D. Inspirational Motivation  
___________________________________________________________________________________
___________________________________________________________________________________
___________________________________________________________________________________ 
 



U.S. ArmyÕs (1973) Ten Principles of Leadership 

1. Know Yourself 
2. Be Technically Proficient 
3. Seek Responsibility 
4. Make Sound and Timely Deci-

sions 

5. Set the Example 

6. Know Your People 
7. Develop as Sense of Responsibility 

8. Ensure Tasks are understood, Su-
pervised, and Accomplished 

9. Train as a Team 
10. Use OrganizationÕs full Capabilities 

ÒLeaders seek to equip, empower, and encourage their team to 
realize a shared vision through ethical practices and honest  

solutionsÓ  
~ Andrew Gonzales, SSARC Assistant Director  

!" Equip - provide each individual with the necessary tools and in-
formation related to their responsibilities 

 
!" Empower - provide opportunities for each individual to exercise 

their natural and acquired abilities  
 
!" Encourage - support and develop your team throughout each 

project or task, building trust relationships and providing nec-
essary feedback focused on the improvement of the teamÕs talents 

Working towards a complete model of Community Leadership 



ÒManagers are people who do things right, while lead-
ers are people who do the right thing.Ó 

- Warren Bennis, Ph.D. On Becoming a Leader 

!" Leaders do not command excellence, they build excellence. Excel-
lence is "being all you can be" within the bounds of doing what is 
right for your organization. 

 
!" Excellence starts with leaders of good and strong character who en-

gage in the entire process of leadership. 
 

Effective Leadership and Trust 

One of the ways to build trust is to display a good sense of character 
composed of beliefs, values, skills, and traits. 

!" Beliefs - what we hold dear to us and are rooted deeply 
                   within us. 
!" Values - attitudes about the worth of people, concepts,  
                   or things. 
!" Skills - knowledge and abilities that a person gains  
                  throughout life. 
!" Traits - distinguishing qualities or characteristics of a  
                  person, while character is the sum total of these  
                  traits. 



(Compiled by the Santa Clara University and the Tom Peters Group) 
 

!" Honesty - Display sincerity, integrity, and candor in all your ac-
tions. Deceptive behavior will not inspire trust. 

!" Competent - Your actions should be based on reason and moral 
principles. Do not make decisions based on childlike emotional 
desires or feelings. 

!" Forward-looking  Set goals and have a vision of the future. The 
vision must be owned throughout the organization. Effective 
leaders envision what they want and how to get it. They habitu-
ally pick priorities stemming from their basic values. 

!" Inspiring -  Display confidence in all that you do. By showing en-
durance in mental, physical, and spiritual stamina, you will in-
spire others to reach for new heights. Take charge when neces-
sary. 

!" Intelligent -  Read, study, and seek challenging assignments. 
!" Fair-minded - Show fair treatment to all people. Prejudice is the 

enemy of justice. Display empathy by being sensitive to the feel-
ings, values, interests, and well-being of others. 

!" Broad-minded - Seek out diversity. 
!" Courageous - Have the perseverance to accomplish a goal, re-

gardless of the seemingly insurmountable obstacles. Display a 
confident calmness when under stress. 

!" Straightforward -  Use sound judgment to make a good deci-
sions at the right time. 

!" Imaginative - Make timely and appropriate changes in your 
thinking, plans, and methods. Show creativity by thinking of 
new and better goals, ideas, and solutions to problems. Be inno-
vative! 

ÒCourage - not complacency - is our need today.  
Leadership not salesmanship.Ó 

- John F. Kennedy 



!" Dionysian (Artisan) - This temperament seeks freedom, values 
spontaneity, and resists being constrained or obligated. They do 
things because the process of doing them is pleasing, regardless 
of the goal or outcome. They are action driven, here-and-now, 
and thrive on situations requir ing immediate response. They are 
optimists who are not easily controlled. They are the ultimate 
troubleshooters and negotiators. They tend to dislike bosses, 
policies, and procedures. 

!" Epithean (Guardian) - People with this temperament have 
strong affiliation needs, a sense of duty, are keepers of tradi-
tions, get satisfaction from giving, and have strong work ethics. 
They want recognition and appreciation they believe is merited, 
but will not request it. They are pessimists who elicits confor-
mity to group norms. They like making clear cut decisions and 
will follow established organizational protocol without ques-
tion. 

!" Promethian (Rationalist) -  This type of person understands, 
predicts, explains and harness phenomena. They value compe-
tence in themselves and others, thrive on challenges, and strive 
to control situations. They are the most self-critical of all and 
consistently set higher goals of perfection. They are almost never 
satisfied with accomplishments and are embarrassed by praise. 
They are imaginative, analytical, and like to build systems for the 
future. They will create sweeping changes if they see the need. 

!" Apollonian (Idealist) -  An Apollonian sets extraordinary goals, 
even transcendent, that is hard for them to even explain. They 
strive to "be real" and are always in the process of "becoming." 
Work, relationships, efforts, and goals must be imbued with 
"meaning." They are hard workers if the cause is deemed worth-
while, and are tireless in pursuit of a cause. Can be a gadfly in 
pursuing one goal after another. They prefer the big picture over 
details, are centered on people and relationships, and would 
rather focus on ideas than tasks 


