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positive attitude that generated much needed energy. Mary Rokos and CeCe Jenkins
made it possible to finish.

Thanks to all of you. I learned a great deal.
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ABSTRACT
Business organizations spend a great of resources identifying and developing

high potential leaders to ensure the continuity of their enterprises. Much of the time and
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are not potential leaders. Many of these valuable employees enter the leadership stream

seckingrecoeniti v to istration and disannointment

The purpose of this study was to develop a cost effective tool that accurately
identifies potential leaders from new professional employees entering a midsize
specialty chemical company. By identifying potential leaders early in their employment
career, time and energy could be devoted to developing the employees with true
leadership potential.

The development of the instrument involved extensive interviews with
organizational leaders to determine what behaviors constituted desirable leadership
behaviors. The resulting sixty statement instrument was completed by supervisors of the
330 participants in a concurrent validity designed study. A factor analysis reduced the
items to four factors, three of which emerged as important for predicting potential
leadership: courageous decision making, networking, and perceived motivation.

Logistic regression was used to test the instrument's ability to differentiate
between groups. In the first test, the instrument was able to correctly predict
membership in the high potential group (83.1% accuracy) with courageous problem

solving as the most significant factor (N=264). In the second test, perceived motivation
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hieh.noteptial leaders(N = 95). Finally .netwarking was sienificant (76 5% acenracy)

E

for predicting potential icagers Eom the group of new professional employees (N=66).

These findings are promising. The instrument was able to identify new

employees with leadership potential, but more work needs to be done. A number of
potential leaders (28%) were incorrectly identified by the instrument. Future research is
needed to determine if the instrument or the leadership selection process within the

organization can be refined.

This was the first step in a process of developing a cost effective leadership

natential instmiment  Additional lnneinulinal research is needed to verifi the

applicability of this instrument.
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CHAPTER 1: INTRODUCTION
The process of leadership identification and selection has a long and storied

history_Manv technjaues have emerged thrnughont historv. Thev ranee the diyine

right of kings to the self coronation of Napoleon in 1804, and to the rigorous testing,
selection and development of the US military leaders. Techniques for picking the right
leader have varied from culture to culture and from time to time. The question of
leadership in business organizations, although arriving relatively late to the study of

leadership, has gained considerably in stature since the Industrial Revolution and

mruinufe {o gﬂm i“ liigg"i grg ie we mave tn a warld ecanamv (Staodill 1974

.
—W
One important purpose for studying leadership is to create a convenient and
useful model for identifying and selecting leaders (Emshoff, 1991; Mohrman & Lavler,
1998). Such a model would help organizational leaders understand leadership potential
in a world that is becoming more complex because of the enormous changes that are
taking place. Business organizations are experiencing a degree of change
unprecedented in its speed and complexity. The driving forces are well documented
(Bennis, 1990; Metz, 1998; Mohrman & Lawler, 1998; Nadler, Gerstein, Shaw, &
Associates 1992). Internet technology and the information highway are perhaps the
most obvious of these drivers. In a breathtakingly short period of time, they have
changed the way business is conducted and will continue to drive quantum changes.
There are other drivers that are not as obvious, but are just as revolutionary. The

globalization of competition, supply and markets, including the employee market, has



disrupted traditional supplier, manufacturer, and buyer relationships and has

transformed the work force dynamics, putting an end to the old assumed employment

A
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meaningful connection between performance and rewards. Governments of all types
have continued to become involved in many business activities. These drivers have
pushed organizations into thinking and planning on how to learn, transform themselves
and continuously improve.

Organizations have reacted in a variety of ways to meet these challenges that
these drivers created. “The popular business media are filled with the new vocabulary of
work redesign: TQM, flexible manufacturing, value chain management, outsourcing,
downsizing and restructuring, two-tiered workforces, self managed work teams, core
process redesign, total business reengineering, even micro computer-based “groupware”
that links employees around the world” (McCann & Buckner, 1994, p.24). These
change drivers and the tactics employed by business to adjust to them have led to a
number of articles proclaiming a “leadership crisis.” This would suggest that we are
undergoing a significant revision in the way we understand leadership and that we must
begin to understand it differently for the sake of developing leaders in our increasingly
complex business organizations. The task of selecting and developing leaders is
emerging as a major concern for humnan resource development professionals (Broad,
1982; Brockbank, 1996; Kalata & Wentling, 1999; Mohrman & Lawler, 1998,;
Rosenbluth & Peters, 1998).

The complex interaction of these forces is putting a great deal of pressure on an




rendered obsolete the time tested practice of position-person matching (or replacement
charting) i.e. having a slate of candidates ready for each position. Future leadership in
world business depends on the ability to design processes tha; will accelerate the
development of the next generation of leaders. Organizations will be forced to move
their thinking from wanting “seasoned” leaders to wanting the “seasoning” developed
sooner in careers (Metz, 1998).
The Development of the Concept of Leadership

In order to understand the task of selecting leaders, it is necessary to understand
what is meant by leadership and the context within which the leader must perform.
Leadership has been defined in many ways over the course of history, but the classic
clements of these definitions still apply. Leadership includes the ability to influence
others. This influence must be sanctioned or, at the very least, accepted by the

followers. Leadership must take place within the context of the organization. Leaders

must have a goal and serve to simplify the contextual complexities by providing a

compelling and emotionallv satisfving focal point (Wagner & Hollenbeck. 1995).




group objectives” (p.380). The subtle application of these components of the definition
of leadership vary with respect to the context within which they are practiced. Change
drivers help to describe the conditions under which leadership is defined in a business
context. These drivers are moving targets and, as such, cause the dynamics of
leadership to vary across time, place, and followership (McGill & Slocum, 1998).

Leadership has been studied since the beginning of recorded history, but the

L studv of leadershin in a business context didnatreallyhgeip until the Indugstrial

Revolution. Leadership as a body of geory and research 1s an American creation

(Stogdill, 1974; Urwick & Wolf, 1984). Over the course of time, the study of

leadership and management has evolved through three major schools of thought and
countless minor contributions (McCall, 1998). This researcher’s current understanding
of leadership is based on these interrelated schools of leadership thought as described in
the next four sections.
The Legitimate Leader Era

The legitimate leader era describes a basic understanding of the concept of
leadership before it was studied scientifically. This was generally the era of a leader as
someone who could impose his/her will on others (Bass & Stogdill, 1990; Newstrom &
Bittel, 1996). The concept of the legitimate leader evolved froin the leader as the most
physically dominant person to the concept of the person most entitled to the leaders'
role. The European concepts of authority based on feudal and religious relationships
helped to reinforce this concept and helped it to make a lasting impression on the
current view of leadership. The political, church, military and business type

organizations were, and largely continue to be, based on the concepts of leader

4
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prestige (Ml!ler, 1964). !E Hese components are a“ essenna! to an unaerstandmg o! tﬂc

legitimate leader concept.

The business adaptation of these principles is reflected in the management
principles of the Industrial Revolution. For the first time in history, large business
organizations were emerging, and direct control of the workers was not effective or in
some cases not even possible (Morgan, 1996; Urwick & Wolf, 1984). The leadership of
these large developing organizations was based on recruiting the right leaders, that is
those from the right class, and promoting them. Business owners believed that if the
correct person was selected with the right pedigree, they would succeed. Development
of leadership talent was not an issue (Lee, 1997). Vestiges of the legitimate leader
thinking still influence many leadership selection decisions today in organizations
(Passmore & Fagans, 1992), but the mainstream of leadership research moved on to a
much more promising area early in the twentieth century (Drath, 1998; Kanter, 1983;
Morgan, 1996).

The Traditional Leader Era
The new area of focus in the beginning of the twentieth century, the traditional

leadership era, coincided with subtle leadership changes from -domination to influence.



unskilled labor force, but many leaders had begun to emerge from the ranks instead of
from the upper classes. This was the period of the classical leadership theorists such as
Frenchman Henri Fayol, the American F.W. Mooney, and the Englishman Col. Lyndall
Urwick who laid the groundwork for studying leadership by providing structure and
direction to the field (Morgan, 1996).

The era's defining events, the two world wide wars, swept away many of the
serious legitimate era leadership concepts as leaders tried to cope with the demands of
waging wars on an unprecedented scale and maintaining the industrial base to support
those efforts (Ferguson, 1998; George, 1972). Leaders were faced with finding effective
ways to manage organizations that were larger than any in history and ones which had
expanded at an unprecedented rate (Cummings & Worley, 1997). Leadership skills hed

to involve a logical approach to solving the enormous manufacturing and logistical

Arhlemeoresenteg by the wig oo [tuagahant thiglimpe that hehavinriem heaan ta

move out of the laboratory and into the field as leaders searched for ways to improve
productivity with a dwindling labor pool (George, 1972).

The traditional leadership era brought into question the concept of the legitimate
or rightful leader. Developing leaders during this period focused on increased training,
particularly training employees how to solve problems quantitatively (Lee, 1997).
Traditional leadership seems to have satisfied the leadership needs of this climatic
period, but the study of leadership was moving in a much more scientific direction

(George, 1972; Koontz, 1961).
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The Modem Leader Era

The shifting of leadership research toward a more scientific approach - the
modern leader era - has been driven to maturity by three forces: work design,
humanism, and process management. Each of these forces represents an important
piece of the puzzle for understanding the requirements of being a successful leader in
today's organizations.

A major contributor to the modern leader era was Frederick Taylor, the Father of
Scientific Management (Urwick & Wolf, 1984). Taylor was a pioneer in studying work

design. Five simple principles, which Taylor believed should drive leadership in
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since become a worldwide movement to use statistical measurement to improve most
aspects of organizational life. W. Edwards Deming, Philip B. Crosby, and Joseph M.
Juran are three U.S. quality experts who have inspired widespread adoption of an
approach known as Total Quality Management (TQM) (Cummings & Worley, 1997).
The guiding principal of Total Quality Management is continuous improvement in
quality through the use of individual responsibility, team work, and technology (Wagner
& Hollenbeck, 1995). This is, of course, an extension of the previous work of Mayo and
Taylor.

The modem leader era demands a new type of leader. Leaders now must have
experience in the processes they are expected to manage. They must understand how to
use measurement techniques to improve performance. They must understand the skills
of building teams, teaching others to solve problems, gaining commitment, and

knowledge about how people leam (Cummings & Worley, 1997).

The Future of Leadership

understanding of leadership is being expanded to include a more global understanding.
Asia Pacific thinking, led by Japanese techniques of management, is now common in
U.S. business leadership circles (Conway, 1992; Imai, 1986). These are not new
concepts. For instance, the concept of team decision making and interaction was first
given scientific recognition by Kurt Lewin in the mid-1940's (Lewin, 1947). In fact,
some leadership thinking is moving full circle toward concepts of leadership shared by
many of the American Indian societies. These concepts included a shared leadership

model that did not elevate the leader to a higher status and did not grant permanent

9
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leader status. (Miller, 1964) This idea of shared leadership, where the person with the
appropriate skills moves temporarily into the leader role, may have some relevance for
future leadership (Wagner & Hollenbeck, 1995; Kerr & Jermier, 1978).

Lee (1997) believes that leadership and leadership studies are entering into the
phenomenological era. This approach to studying leadership attempts to examine a

wider aspect of leadership than the mechanical study of leadership behaviors. It

attﬂnﬁ'c_[n eynlare whv Inidrrg_and fﬁ"‘wi arf.in certain wave rather than evamining

the interaction itself (Bass & Stogdill, 1990). For Lee, this term captures the fluid
nature of the evolving leadership studies. Successful leaders in the near future will have
to be able to sense the impact of the change drivers and react appropriately to them
(Galbraith & Lawler, 1998; Porras & Silvers, 1991). Lee sees leaders in the
phenomenological era driving organizations to reach and include those shareholders and
constituents not now included within the boundaries of the organization. Organizations
will be viewed as systems that include all the forces of the environment acting on it
(Lee, 1997). Successful leaders will be individuals who can lead large change projects
and relate to all elements of the expanded organization (Hall, Rosenthal, & Wade, 1993;
Kanter, 1983; Woodman, 1989). The idea that a hierarchy can control an organization
or plan for the future will be called into question and the value of people to the
organization will be apparent (Pfeffer, 1977, Schein, 1993). The ability to manage all
these complex relationships will require a leader skilled at developing mutual meaning

and value for all the component parts of the organization in order to be successful

(Galbraith & Lawler, 1998; Kotter, 1995).



The Leadership Development Challenge

The level of competence displayed by a leader is one of the critical factors in
defining success for an organization (Johnson & Johnscn, 1997). Business organizations
are no exception. A successful business organization needs a competent leader. Day
and Lord (1988) suggested that “The results of research on the impact of changes in top
level leaders, when properly interpreted and methodologically sound, show a consistent
effect for leadership succession explaining 20% to 45% of the variance in relevant
organizational outcomes” (p. 458). Leadership makes a measurable financial difference
(Ulrich, 1999). In fact, ineffective leadership could threaten the very existence of the
organization in turbulent times (Forum, 1990). Because leadership roles are critical,
organizations employ various methods to try to ensure the continuity of quality leaders.
Techniques for selection to the leadership ranks vary from individual supervisor
selection or recommendation to elaborate multi-member panels and muiti-source
feedback techniques (McCall, 1998). The identification, selection, and ultimately, the
retention of those leaders are complex undertakings. Currently, these processes are
much more difficult because of the shortage of talent (Calandra, 2000) and the pressure
of increasing competitive forces (Metz, 1998). Development Dimensions International,

a large consulting company, reported that that over the next five years, one fifth of the

S U Tl 0 A

more of their upper management due in large part to retirement. This is happening at a
time when the 35 to 44 year old age group is expecting to drop by about 15%.
Consequently, by the year of 2010 there will be a 20% gap between the number of

managerial jobs available and the number of people aged 35-50 to fill them. The current

11



gap is about 4-5% between job managerial openings and potential candidates (Corporate
University Review, 1999). Bynum (1999) believes that about 40-50% of the executives
in older, more established companies will leave within the next five years. He also
believes that there will not be enough people to replace these leaders. As a result, there
will be fierce competition for leadership talent and organizations will be faced with
costly turnover problems. Leadership turnover and the cost of replacement (about
$750,000 per position for executives) is already a matter of extreme importance to
business organizations (Bynam, 1999; Grossman, 1999). This leadership gap may also

lead organizations to move people into positions of leadership who do not have the

requisite skills or who may not want to follow a leadership career path.
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employ those with high management potential and lose much of the contribution they
could make and, second, they employ people who do not have the potential.

The use of assessment centers has had limited acceptance within the business
community. Bill Bynam (2000), the founder of Development Dimension International,
continues to promote the idea of the modern assessment center as a process through
which organizations can spot potential leaders and diagnose their specific development
needs. He believes that there are many leaders in an organization, but it is sometimes
difficult to find them. He also believes that assessment centers provide a better insight
than any other method primarily because the observers are trained to observe leadership
potential. The end result is a process that is viewed as fair, job relevant and accurate by
the participants. Byham cautions that assessment centers, like any other type of
assessment, are costly but they do offer defined resultf.

Some organizations use a less formalized system than the assessment center

aporoach. These technioues combine some tvoe of testing with a more intensive

development planning process. One system that typifies this approach is the
Commonwealth Edison system (Metz, 1998). This system features a self-nomination
process based on twenty two strategic competencies selected by the business units. To
enter the system, a manager must nominate him/herself and provide a list of employees
who are asked to complete a detailed assessment. These assessment scores along with
performance appraisal results are evaluated to determine the candidates eligibility for
higher level positions.

The least formal leadership selection process involves finding the "right stuff”

(McCall, 1998). This type of selection evolves from a corporate culture that believes

14
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the dissatisfaction with the results of development efforts on the part of companies
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developing leaders is hampered by cost ( ASTD, 1998), political considerations

(McCall, 1998), and ineffective techniques (Drew & Wah, 1999).

This research is an attempt to address some of the problems of identifying and
developing potential leaders. The proposed research aims at providing an inexpensive
means of identifying potential leaders early in their careers thereby providing a
competitive advantage to an organization in selecting and retaining potential leaders. It
also has the potential advantage of providing employees with input that could lead to a
more satisfying career. It is believed that organizations stand to save a great deal by
identifying employees early in their career and crafting their development to meet the
needs of both the employee and the organization.

Statement of the Problem
Much of the resources devoted each year to the training, development, and

retention of future leaders is spent on emplovees who view a manaecerial career track as

P



surfing” results in organizations spending money to train employees who may not want
to be leaders or who may lack the basic leadership skills, and not spending it on training
and development opportunities for employees who could develop into genuine leaders.
The result of this misdirected effort could help to explain the dissatisfaction with the
results of leadership training today and the turnover that results from people ending up
in inappropriate career tracks. An inexpensive tool that would help to select and counsel
employees regarding leadership options would offer genuine financial and emotional
costs savings.

From a practical business perspective, a cost effective leadership potential
identification instrument is the first step in the process of filling the leadership pipeline.
There are, of course, a progression of experiences needed to complete the development

of an effective leader. Middle level management experience provides an individual with

an opportunity to hone the skills required of an executive. Middle management




Purpose of the Study

The purpose of this study is to create an instrument that accurately identifies the
potential of new employees for mid-level leadership situations in a midsize specialty
chemical company. Identifying a person for a mid-level position may appear to be short
sighted at first, but the intent is to build a qualified pool of mid-level mangers from
which executives could be drawn. Hence, identifying potential leaders early in their

employment career allows more time to develop them through structured formal

;—'ir’.man‘a:..“—f.—-wz W=l B Ry a — | e ——
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greater responsibility.

Research Questions

1. Can a cost effective assessment instrument be developed that will predict
which employees are likely to become high potential leaders?

2. Will this instrument exhibit acceptable criterion validity when examined in a
concurrent validation design?

3. What combination of factors best predicts high potential leadership

candidates?

Assumptions



%

%

%

%

%

%

<2

%

)

$ <22<,



CHAPTER 2: LITERATURE REVIEW
What is leadership? As we have seen, Jago (1982) emphasized the symbolic and
non coercive nature of leadership. He believed that it is the leader’s role to organize and
control the group in such a way that it will help them accomplish their goals. Jago's
view of leadership incorporated several concepts that are important to the organization

of this study: the skill of the leader, the receptiveness of the followers and the nature of

th~ gty -

The actual framework for the study of leadership was proposed earlier by
Hollander (1978). His observations about the studies of leadership led him to suggest
that leadership is a relational process. It is not confined to one person acting alone. A
leadership action or behavior is influenced by the characteristics of the leader, the
followers and the situation. All these elements play a part in an effective outcome and
they are not independent elements. Hollander provided a comprehensive and
understandable model of the elements of leadership and, as such, presents an excellent
guide for this study.

It will begin by looking at the leader and the research involving the impact of the
leader on the act of leadership. Within the leader category, it will examine the literature
focused on leadership traits, behaviors, and motivation with the intention of building an
understanding of how leadership potential might be observed.

The second section will review the pertinent literature as it relates to the
relationship between the leader and the followers and the relationship between the

leader and the situation. Some of the important research examined for this category

20
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includes transformational or charismatic leadership, path goal theory, leader-member
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Finally, contingency theory, which incorporates all three elements, will be

reviewed. Keeping in mind that the volume of research concerning leadership (one
conservative estimate suggests more than three thousand studies) it must noted that each
theory will be discussed only to the degree that it provides some insight to the area of
leadership potential.

The Leader

Quite naturally, most of the research into leadership involves close attention to

2oa_ 8 __ cal . N ___a___ 2 _
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]
the leader as a person including the leader’s tra 'ts, behavior, anz motivation.

Leadership as a Trait

A trait is a relatively stable individual difference that is observable across many
situations. A great deal of research energy has been devoted to identifying leadership
traits. Given the early physical nature of life and work, it is not suprising that some of
the first studies of leadership centered on the traits of the leader, more specifically the
physical traits of the leader. The economy was dominated by farm work and industries
requiring a great deal of unskilled labor. The leader had to have some physical

advantage to command the discipline of the worker and direct the work. To a certain



Bass & Stogdill (1990), in their comprehensive review of the research on
leadership, suggested that the trait approach to examining leadership remained

influential until the behavioral school, with its emphasis on centrality of the individual,

pushed it aside lp_th&lv 1900s. Most of the early trait studigs concentrated on
- =

-
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of speech and scholarship. The !ocus o! leadershlp trait research began to cﬂange agout

mid-way through the century. Factors such as energy, personality, desire to achieve,

administrative abilities, personal integrity, and interpersonal skills began to emerge as
important constructs for researchers.

Several possible reasons exist for this change of direction. Mid-way through the



This has not deterred researchers. Research methods continue to improve and
researchers continue to apply them in the belief that if it is possible to define the traits of
a successful leader, it is possible to use them to select future leaders. For example, a
recent study of 347 Senior government executives (from 5600) revealed that 72%
believed that “adaptability and flexibility” were the most important attributes for future
leaders. They also believe that accountability (69%), vision and strategic thinking
(64%), customer orientation (58%) and commitment (55%) are also very important.
Only 23% believe that technical expertise is essential. (Cosgrove, 1999).

There is one trait that has held up across the years of research as a critical
leadership trait: a baseline intellectual ability (Bray et al., 1974; Pagonis, 1992; Potts &
Sykes, 1993; Yukl, 1989). Leaders are called on to perform many higher order tasks
involving creativity, critical decision making, envisioning and communicating. This
requires the use of many higher order intellectual skills such as knowledge acquisition,

information distribution, information interpretation, and the capacity to learn

iinnhini[ |iﬁﬁ\ Thic dnec nnt [Jgpimm[ prmwggg :clzui'nnchin hothween

intellect and leadership capability as many other factors are involved in the act of
leadership. But, because of the complex nature of the task of leading, it requires a
certain level of intellect (Thompson, 1999).

Trait research continues to provide insight into the concept of leadership. One
interesting direction in the study of leadership traits is in the area of leadership
personality. Ghiselli and Wyatt (1972) were able to predict some managerial progress
from a battery of tests measuring constructs such as intelligence, supervisor ability, self

assurance, decisiveness, self-actualization, and motivation to achieve. However,

23



personality testing has not been widely accepted. A great deal of effort has gone into
attempts to validate personality measures, but there has been very little acceptance of
the results. In the 1990s, new approaches to predicting performance from personz;lity
have emerged (Barrick & Mount, 1991; Gutkowski & Osbum, 1999; Nowack, 1997).
Some exciting new results began to revolve around the five factor model (the big five).

The five factor model is based on work several researchers starting in the mid 1950s but
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that extroverts tend to exert more leadership and executives scored high on the
conscientiousness scale (Howard & Howard, 2001).

Hogan, Curphy, and Hogan (1994) contended that leadership effectiveness
requires the presence of the “big five” and the absence of the “dark side.” These are
personality tendencies that tend to irritate people and interfere with the ability to work
in teams and to lead effective teams. Bentz (1990) identified them as “playing politics,
moodiness, dishonesty.” The Center for Creative Leadership research added arrogance,
vindictiveness, untrustworthiness, selfishness, emotional displays, complusivenss, over
controlling, insensitivity, abrasiveness, aloofness, ambitiousness, and the inability to
delegate or make decisions (Lombardo & Eichinger, 1996).

An interesting research chain has been underway in the last couple of years
regarding Aberrant Self Promoters (ASP). These are individuals who are exploitative,
grandiose, and manipulative. They have a need for dominance, lack of empathy, and a
lack of guilt, but they do exhibit a superficial charm that may provide an opening into a
leadership role. Whatever impact or effectiveness they may have is not lasting
(Holloway, Russell, & Gustafson, 1998).

Big five personality research is not without detractors. Eysenck (1991) proposed

roa fantar mnadal DEN that hoe hali 1ahla ar~ranntad far mara
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variance and was more applicable to different segments of the population. McAdams
(1992) pointed out six reasons why he believed that the five-factor model did not hold

up as a theory of personality. McAdams argues that the five factor model relies too



4

C

%

# +C

%

$ >88<,9%
) " H
$ <222P /

%

%

%

>E

Q

*

H

HH

#H#

%

%$ <228,

%

%

%

%

%

*

%



* The decision making or deciding scale describes how people prefer to make
decisions. The thinking person prefers to decide on logic and reason (T) while
the feeling person makes decisions based on people values (F).

* The life style scale describes how people prefer to live their lives. The judging

style refers to people who prefer to lead planned, organized lives (J) while the

perceiving style refers to people who prefer a more open, spontaneous style (P)
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Leadership research using the MBTI has focused on two separate, but related
directions a functional track and a hierarchy track. Within the functional area,
researchers have examined how the different MBTI types are distributed by function or
which MBTI types operate more effectively in some situations. For instance, in decision
making situations, some research indicates that TJs have an advantage (Craig, Craig, &
Sleight, 1988), but in creative problem solving situations N and P preferences are more
effective (Gryskiewicz & Tullar, 1995).

In research into the distribution of Myers-Briggs types in different functions,
Pollitt (1982) found that upper management of a biochemical organization were

generally distributed as follows:



$ 3

%

%



managers also showed a higher proportion of T and J preferences with more INTJs
being promoted to senior levels of management (Reynierse, 1991). Roach (1986)
concluded that there was significantly more N behavior and significantly less S behavior
at the executive level than at any other level of the organization. It is important to note
that these findings do not address performance. In fact, it appears that performance has
been difficult to predict based on type, but management clearly prefers NT, and TJ
regardless of occupation or business function (Walck, 1992). NTs are considered
powerful conceptualizers, systematic planners, competent, consistent, firm-minded, and
fair (Hirsh & Kummerow, 1990).

Leadership trait research, particularly in the area of personality, has offered
some insight into leadership and, by extension, into leadership potential, but it has some
inherent problems. First, it is sometimes difficult to measure these traits. McAdams'
(1992) critique of the five factor model applies to the MBTI also. The complex nature of
humans is difficult to categorize from simple words. In addition, research that is
narrowly focused on personality traits ignores the impact of the situation and the culture
within which the leadership act is taking place. It has also failed to account for the

composition of the followers and the iob performance. One interestine research track is

examining how personality traits relate to contextual job pEormance. EquwsE! ang

Osburn (1999) have suggested three dimensions of job performance that could help

provide a frame for this research. They suggest that performance could be categorized
into three areas:

Task performance or how well the incumbent performs the tasks required on the

job.
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Contextual performance which includes the psychological and social
environment of the organization, but does not include formal job requirements.

Personal effectiveness which includes the interpersonal behaviors and skills such
as oral communications skills, interpersonal flexibility, interpersonal sensitivity,
patience, managing service, team orientation and self presentation skills.

If future research could use these categories of job performance to define what areas of
job performance are influenced by personality traits and which ones help to demonstrate
leadership, the task of identifying potential leaders would be made simpler. Clearly, the
relationship between personality traits, job performance and leadership potential has not

been firmly established, but research on the various elements is well underway.

IHM jmc:pﬂ'cﬁrc nf individual ngﬂtri gﬂcﬁ jpr{gmﬂfqm_p

possibilities for identifying leadership potential. Early research was able to isolate base
line intelligence as a needed trait for a successful leader. More current tools, especially
the Myers-Briggs Type Indicator and the five factor instruments, have helped to create a
vocabulary for describing possible leadership traits. Conscientiousness, extroversion,
and intuitive thinking without the self promotion associated with the *“dark side” are
emerging as effective leader traits. If the assumption is made that the recruitment and
hiring process will determine the required base line intelligence, then these leadership
traits offer some insight into other elements of leadership potential. Leadership traits, of
course, mean very little unless they are applied. Exactly what causes these traits to be
applied or activated is the subject some current research. Trait activation research is

lookine intg which frait relevant sityatians arise certaip hehaviors (Tett 190R) and it is

in the examination of leadership behaviors where we begin to see leadership in context.
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Leadership as Behavior

A behavior is an observable and potentially measurable action. The behavioral

./ nnrnach. which facnses on abservable leadership actians. nravjdes methoadology far A
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behaviors are triggered by an event (the antecedent) and result in a consequence, they
are observed in context. That context includes the situation and the reactions of other
people. The behavior school therefore provided researchers with important technology
for studying leadership.

The Behavioral School can trace it’s origins to J.B. Watson who introduced the
term in 1913. Other early contributors included Ivan Pavlov who developed the concept

of conditioned response and J.D. Watson who believed that differences in people are a
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to be), and what the organization will commit to get there (Quigley, 1994). This greatly
understates the leader’s role in creating the shared vision. The leader’s ability to picture
a positive future state of the organization is critical to the success an organization
(Kouzes and Posner, 1990; Maani & Benton, 1999). Anderson (1992) found that the
envisioning role of the leader, including the championing of a vision, was the key
element in the success of major change interventions in 17 companies. Other authors

(Beer & Waltan. 1987: Bennis. 1989: Kotter. 1990\ sunnported the envisionine role of

of organizational performance and team building (Maani and Benton, 1999). Team
performance is heavily dependent on the management of interactions rather than

individual skills. The leader’s ability to create the team vision, encourage genuine






Being able to articulate the behaviors associated with strategic visioning is an
important step for understanding more about how effective leaders create a vision.
Equally important, however, is how that vision is communicated to the workforce.

Interpersonal Effectiveness and Communications. Inteipersonal effectiveness
and communications are closely linked categories of behaviors often identified with the
successful leader. They are fundamental to leadership. Good leaders lead people so they
must be able to interact and communicate with people. Good leaders are good listeners
(Beer & Walton, 1987) and adroit questioners (Cashman, 1998). They must also exhibit
strong presentation skills that make a forceful and likable impression on others (Bottger,
1984; Cashman, 1998; Calano & Salzman, 1988; Keys & Case, 1990; Mayfield,
Mayfield, & Kopf, 1998; Pearce, 1995). Many researchers stress the importance of these
interpersonal skills for networking/collaborating (Emshoff, 1991), although Luthans
(1988) makes a distinction in communications skills between successful (those who are
promoted) and effective leaders (those who get results). His research investigated the
use of four factors: communications, traditional management (planning, decision

making, and controlling), networking, and human resource management

~r mannmine annfling ctaffine and
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with senior managers (Potts & Sykes, 1993). Keys & Case (1990) suggested that
different types of influencing skills are used depending on the relationship of the
individual involved. For example, use of “rational explanations” is most effective with
superiors.

In summary, it appears that a leader must have an array of interpersonal and
communications skills if he or she is to be effective in getting others to perform and
additional or different skills if he/she is to be promoted. Regardless of the disposition of

the individual, certain interpersonal behaviors remain important. Listening,

(}uestigang, social skills including demonstrations of respect and warmth, and ,
[ 2N i i I ) I I e B —

and effective presentation skills are basic tools of the trade of leadership.
Mobilizing Energy. Creating and articulating a vision helps to focus the

attention of the employees, but there are other elements necessary for becoming a
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Several authors attempt to describe motivation is terms of the individual needs.

This approach features such distinguished writers as Maslow (1954), Alderfer (1969),

nd Murrv (102R) The needec annrn. S nmg ‘ywp \ s inmfﬁen M(wnqp

comes from within the person and the leader’s role is to understand the person’s
thoughts, feelings, and values as they relate to the job. Maslow’s (1954) well known
hierarchy of needs theory and two lesser known theories, Alderfer’s ERG theory (1969)
and Murray’s (1938) theory of manifest needs, are based on similar concepts. Maslow,
Alderfer, and Murray believed that a person is motivated by basic needs. Maslow’s
hierarchy of needs suggest that people are motivated to satisfy five levels of
fundamental needs. These needs are: physiological, safety, affection or belonging, self
esteem, and self actualization. They are fulfilled in a hierarchical order until the person
reaches the self actualization level. At the self actualization level, a person has satisfied
all the lower level needs and is free to fulfill his or her potential (Wagner & Hollenbeck,
1995).

Alderfer (1969) proposed a model similar to Maslow's, but only containing three
levels of needs. Alderfer’s levels are existence needs, relatedness needs, and growth
needs, all which could be worked on by the person at the same time. This view differed
from Maslow’s understanding that each need had to be satisfied in a linear order before
a person could move onto the next need. Alderfer’s three-level approach offered a
simpler view of motivation and réceiVed more academic support, but it was not as

widely accepted as Maslow’s Hierarchy (Alderfer,1969; Wagner & Hollenbeck, 1995).

Murrav (1938 heljeyed that negple have . set of twepty 'eamgdj&‘dsgml&r

Maslow who believed that need are intrinsic). These needs were not hierarchical, so that
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a person could be motivated by any number of them at the same time. Each of the
twenty needs contained two elements, an object and an intensity. The object is what the
need is intended to satisfy (e.g. order, achievement, dominance) and the intensity level
is a measure of how important or urgent the need is at the time. Murry developed an
interesting technique for examining these needs called the Thematic Apperception Test.
This test invited participants to write stories about a non- descript picture. The stories
are then analyzed for themes that express need object and intensity.

One additional theory that is an extension of the needs model of motivation is
Herzberg's two-factor theory. Herzberg (1968) began his research on what motivated
people in the 1950’s. Using an innovative technique referred to now as critical incident
interviewing, he asked people what satisfied them in their work. From the results of
these interviews, Herzberg was able to conclude that the factors causing job

dissatisfaction (hygiene factors) were not the same as the factors that caused satisfaction

(rantivaters)_He determiped that the matiyatars,_achieyement_reeognjtinn the acpial

work, responsibility, advancement, and personal growth addressed uniquely human
needs and are fulfilled in the job content. The hygiene factors addressed the more basic
needs such as avoiding pain or making life easier and are a part of the job environment.
Herzberg believed that it was the leader’s role to make sure the hygiene factors were
satisfied as a form of baseline for job performance. Improved job performance,
however, had to be addressed through the motivators. These motivators are all well
within the leader’s capacity to satisfy.

In summary, the needs approach to motivation suggests that the leader energizes

people by understanding what each person needs and providing it. To do that, the leader
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Table 1.

The Reasoned Situational Grid
Perspective Internal Ware’s Reasoned | External
motivation Situational motivation
theories approach theories
(people motivate (people are
themselves) motivated by
others)
Public view Need for job Selected use of job | No job enrichment
enrichment enrichment
Management view | Individual oriented | Selected use of Group oriented
Clinical and humanistic and Non-clinical
subjective behavioral tools Results oriented
humanistic Behavior
modification
employed
Academic/training | Cognitive theory Combinations of Behavioral theory
view only cognitive and only
behavior theory

In summary, it is obvious that the leader has an important role in generating

energy and motivating followers. The leader’s perception of how that role is executed

depends on which motivational philosophy the leader adopts. If the leader understands

motivation as needs-based, he or she will make an effort to comprehend the needs of

the followers and make sure those needs are met. If the leader views motivation as

process based, he or she will try to understand the needs of the followers and make sure
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Role Modeling. Another group of behaviors important to successful leaders is
the demonstration of values critical to society and, by transference, to the organization.
Behaviors that demonstrate to potential leaders that the leader has integrity (Bennis,
1989) and can be trusted (Cashman, 1998; Donnithorne, 1993; Fleishman & Harris,
1962; Keys & Case, 1990; Ogilvy,1995) are important because they serve as examples
of how a leader should behave and how the leader expects them to behave if there is to
be a level confidence required to share responsibility (Holman, 1995). The leader helps
to build this level of trust by consistently showing confidence and encouraging
employees (Keys & Case, 1990). In addition to illustrating how to build confidence, the

leader also demonstrates how potential leaders are expected to behave within the culture

of the wtlmmw Donmthamei 1993 Holman. 1995:

|
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motivation concerning the job is to be demonstrated (Cashman, 1998).

Building Value. Many discussions of leadership include the need for leaders to
be good decision makers and complex problem solvers. These types of behaviors are
part of the leaders charge to build value through getting results (Bavelas, 1964; Bray et

al., 1974; Ford & Ford, 1995; GraefT, 1983; Guest & Blucher, 1998; Hill, 1993;
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that comes from an attribute or trait of the person. It is personal, circumstantial and
resides in the person. It cannot be transferred to another person. It is based on the
concept of “being and authority” and is forfeited if the leader appears to be self serving.
It is not the right to command or coerce. ‘“Potestas” is the rights of office. It is the
property of the office not the individual so it can be transferred. It is the right to
command and coerce, but it does not ensure compliance. Finally, “potentia” is the
“power” to reward or apply sanctions (sanguis). A basic understanding of these three
concepts of power provides a framework for studying the legitimate use of power by a
leader.

In an organizational setting the exercise of power, referred to as politics, is
related to the establishment and maintenance of the social order (Hosking & Morley,
1988). It is within this social order that the leader exercises power as an influencing
technique. Researchers have identified two categories of influence tactics used by
managers. The direct tactics include rational persuasion, exchange of benefits, pressure,

integration, appeal to authority, consultation, and inspirational appeals. Indirect

influencing skillsinclnde role mndeline situatiopal ppeinepring farmine coalitions
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sharing information versus not sharing it, making decisions quickly versus delaying
them (negative timing), and being innovative versus not being innovative (Martin &
Sims, 1964; Schwartz & Davis, 1981). While these differences of opinion could easily
be explained by differences in organizational cultures, they could also be explained by
differences in individual leaders. Both effective leaders and successful leaders use their
interpersonal skills to modify the formal power distance in organizations (Luthans,
1988).

Power as a behavior has been studied from several perspectives. French (French

& Rayen 1959) was one of the first rgsearchers to catesorize nower His model eronnede oo

Social exchange theory (Hollander, 1978) suggests that individuals who display loyalty

and are expert problem solvers are granted greater power by the organization through

being given higher status. These are the individuals who are recognized as leaders



equally. Because they have a high need for self-control, they are concerned about
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perspective on this finding. They investigated presidential performance using
McClelland’s motivational theory. They found that effective US Presidents scored high
in the need for power probably because they are unlikely to have developed strong
persuasive skills. He also found them to be low in the need for affiliation probably
because it is usually politically unwise to offend people by making tough people
decisions.

The use of power as a possible selection variable for leaders is complex and will
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The conclusions reached by Dessler (1980) as a result of his behavioral styles

research demonstrates the importance of leader’s behavior as it relates to the followers.

ol (N T = e Yl a1 R
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in turn, is usually related to higher performance (others factors may enter into this
outcome). Production centered leadership can be more effective, but the risk is poor
attitudes and high turnover.

In summary, behavior research has helped to build a more complete picture of
leadership potential by helping to understand how current leaders behave. Trait research
into individual characteristics has pointed out some possible directions for examining
leadership potential, but behavior research has provided a better foundation. It has
demonstrated that the leader behaves in a context, that the context includes followers
and it is through these followers that the leader will demonstrate effectiveness. It has
offered groupings such as developing and communicating a vision, interpersonal
effectiveness, role modeling, building value, mobilizing energy and the effective use of
power as behaviors that demonstrate leadership capacity. Each of these constructs
presents the researcher with an opportunity to collect measurable data about a potential
leader.

Leadership as a Relationship to the Followers

The first section of this chapter examined characteristics of the leader as a basis
for understanding leadership potential. In this section, relationship management or
interactive theories will be reviewed for additional information that may provide some

direction for establishing a leadership potential instrument. As we have seen, leadership
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the importance of the managing the situation will be discussed. These are elements of
the context of leadership upon which leadership success is built. That context, to a large
degree, is established by important relationships (Kouzes & Posner, 1990; Wheatley,
1992) and no relationship is more important to the leader than that of the relationship
with the follower. There is no leadership without someone to follow and leadership is
not something that someone does to someone else. It is a reciprocal process during
which the followers assign some level of credibility to the leader based on their
assessment of the leader’s honesty, competence, ability to look forward and to inspire
them (Kouzes & Posner, 1990). A review of a number of relational leadership theories
was undertaken to determine if they provided some direction for understanding
leadership potential.
Leader-Member Exchange (vertical dyad theory)

The purest example of the interactive leadership theory is the leader-member
exchange theory. Researchers that support this theory focus on the individual

relationship between the leader and each follower as an independent and legitimate unit
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follower was less likely to receive important information about the job, have less
latitude to make changes in the job, receive less support and attention from the
supervisor, and have less influence on decision making (Cashman, et al., 1976).
Because the quality of the relationship between follower and leader is a key predictor
of several important career outcomes including advancement (Wakabayashi & Graen,
1984), leader-member exchange research points the way to some important
considerations for this study.

Some of the findings include;

1. The quality of the relationship between the leader and the follower is

established verv auicklv. Some research would suggest that it is begins in the first two

weeks of employment (Liden, Wayne, & Stilwell, 1993) but, more conservatively, there
is agreement that the quality of the relationship is firmly established by the end of the
first year. This quality is reinforced during the second and third years and remains stable
after that (Wakabayashi & Graen, 1984).

2. The quality of the leader-member relationship is partially explained by
compatibility (Duchon, Green, & Taber, 1986). Compatibility between the personality
of the leader and follower can impact performance and satisfaction (Avolio & Howell,
1992). In a study to determine if gender, age, race, education, company and job tenure
had an effect on performance rating, found that increasing dissimilarity in demographics
is associated with lower effectiveness as perceived by the superior, less personal
attraction on the part of the superior and more role ambiguity on the part of the
subordinate (Tsui & O’Reilly, 1989). The concept of “liking” appears to be the

dominate predictor of leader-member relationships (Liden et al., 1993). It is interesting
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1999). Further research has lead to the observations that the effectiveness of the
immediate working relationship between the leader and the follower can predict a
number of career outcomes such as the amount of leadership attention (Dansereau et al.,
1975), job satisfaction, the size of the contribution, excellent job performance, and the
degree of agreement on job issues (Graen & Schiemann, 1978). 5. Within-group
leader-member relationship research suggests that managers have different relationships
depending on the performance of the follower. High performers have a great deal of
contact with the leader regarding the job tasks and the relationship is more friendly,
while low performers have less task contact and less friendly relations with the
supervisor (Crouch & Yetton, 1988). A high quality relationship which is based to some
degree on a higher locus of control of the leader (Avolio & Howell, 1992) is necessary
if one of the most important developmental processes, delegation, is to be successful
(Schriesheim, Neider, & Scandura, 1998).

Leader-member exchange theory has made some important contributions to the
study of leadership. Initially it sought to address two assumptions that had hindered
leadership research:

1) All members of a work group who report to the same supervisor are homogeneous on
important measures and can be considered a single entity and 2) A supervisor behaves

the same toward each member of the groun (Dansereau et al.. 1975). From_that point.

the research helped to establish the idea that the relationship between the leader and
each follower is the appropriate unit of measure in leadership studies (Dansereau et al.,
1975; Graen & Schiemann, 1978) and helped to establish the idea of in-groups versus

out-groups with the subsequent results of being identified with those categories. It has
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provided somé specific findings that offer a degree of insight into the potential of this
research. The findings that relate to career progression are particularly relevant to this
study. |

Leader-member exchange theory continues to receive attention as a relationship
model of leadership, but it’s conceptual weaknesses pointed out by Yukl (1989) have
not been addressed. For instance, it is not clear how individual measures of the quality
of the leader-member relationship (trust, loyalty, role definition, etc.) are related to
leader-member behaviors and how both are related to performance or career success
(Yukl, 1989). It has not been able to address the problem of how the follower becomes
a member of the in-group, although research has begun to address this issue under rubric
of “image management”.

Some of these measures used to study leader-member relationships relate to the
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Transformational Leadership

Because leadership trait studies placed a heavy emphasis on the leader, it is
logical that the focus would evolve into an examination of how the leader would
manipulate rewards and punishment to maintain performance, now referred to as
transactional leadership. In the 1970’s it became apparent that more was needed and
expected from leaders than just the use of recognition and punishment to drive
productivity. The “transactional” model of leadership was used as a building block by
Burns (1978) and Bass (1985) to introduce and refine the concept of the
transformational leadership. Transformational leadership describes effective leaders as
those able to inspire their followers to perform at higher levels than they would under
normal conditions (Bettin, Hunt, Macaulay, & Murphy, 1992). They transform their
followers into leaders, thereby creating a sense of shared responsibility. Bass (1985)

suggested that transformational leaders differ from transactional leaders in that they are

more innovative and that they tended to treat their followers as equals. They were more

',y

Transformational leaders influence others through emotional appeal to transcend self

interest for the good of the group (Bass, 1985; Bettin et al., 1992; Bumns, 1978). Despite
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1. Charismatic leadership (share complete faith in the leader)

2. Inspirational leadership (communicates high expectations)

3. Intellectual stimulation (enables me to think about old problems in new ways)

4. Individualized consideration (gives personal attention to members who seem

neglected)

These findings provide support for the earlier research of Zaleznik (1977) who
defined transformational leaders as those leaders who:

1. Elicit strong feelings of identity with the leader

2. Sent clear messages of purpose and identity

3. Generated excitement and heightened expectations of the followers

t-gf et dstxar m 2w 5 mra-eal-diarab o - ramatt 1

5. Interested in ideas rather than processes (Zaleznik, 1977)

Conger and Kanungo (1998) found that three variables explained a significant
contribution to the role of a leader. First, charismatic leaders are sensitive to the
followers needs. They help to build the followers sense of self-worth and confidence
and they provide intellectual stimulation. This helps to create a strong sense of
followership and identification with the leader. A transactional leader, on the other
hand, relies only on the reward and punishment of the followers (Javidan,1992). Bass &
Stogdill (1990) argue that a more complete approach to understanding leadership would

not exclude the reward and punishment aspect, but certainly would not view it as the
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with the status quo. They present their view of the future as attractive and possible

(Conger and Kanungo, 1998). Finally, charismatic leaders are willing to take risks to

achieve that vision.
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understanding of transformational leaders. Campbell believes that the necessary tasks of
a leader are;
* Vision (to clarify the goals of the organization)
e Management (to focus resources on the goals and to monitor the use of those
resources)

¢ Empowerment (to share power with subordinates )



leaders, tenacity and dedication. Additional research using the Myers-Briggs Type
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transformational leadership, but no correlation with transformational leaders and the
extaversion/introversion or the thinking/feeling scales (Van Eron & Burke, 1992).
Transformational leaders can be very effective in creating a productive energized
organizational climate (Sashkin et al., 1992), but their leadership behaviors do not
impact all performance measures. It seems that they have the greatest impact in
situations where interdependent effort is required, such as working in teams, but not
those situations where independent effort is required (Curphy, 1992; Keller, 1992).
Bass & Stogdill (1990) reviewed the leadership literature to determine if transactional
leadership could be isolated as a variable and if so, did it help to improve the
performance of the group. He concluded that tranformational leadership accounted for
significant incremental increases in productivity of the groups studied (between 9 and
48 percent). In his study of a research and development group, Keller (1992) found
that the increase in productivity due to transformational leadership occurred in teams
working on research projects, but not on teams working on developmental projects.
Transformational leadership theory offers some interesting possibilities for
identifying potential leaders. This research paints a picture of a dedicated, energetic

leader who can be comfortable dealing with the volume and variety of change facing
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There is evidence that some of these behaviors can be taught (Sashkin et al.,
1992). Crane (1998) provides an excellent coaching model for teaching potential
transformational leaders. It consists of three phases, a foundation phase, a learning loop
phase, and a forwarding the action phase. This coaching process is not something that
should be entered into lightly. It requires data collection and a focus on performance and
it is much slower than most managers can tolerate. It also requires more dialogue with
followers in order to create the type of relationship where they are willing to accept
more responsibility. On the personal side, it requires more heart, humility, and balance
than most leaders are willing to invest. Hill (1993) stresses the importance of
understanding and mastering several elements of transformational leadership before
becoming a leader: learning what it means to be a manager, developing interpersonal
judgment, gaining self-knowledge, and leaming how to cope with stress and emotion
(Hill, 1993).
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(1992) found that two concepts, transformational leaders and employees who had high
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theories of transformational leadership and leader member exchange. These findings
reinforce the urgency of being able to identify potential leaders as early as possible in
their careers.

Although charismatic leadership may seem like a study of the traits and
behaviors of the leader, it is actually a contingent leadership theory. The successful or

effective charismatic leader represents a confluence of the characteristics of the leader,
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seem intuitive that without these individual traits and beliefs, a charismatic leader would
not remain a leader for long. Bass & Stogdill (1990) also concluded that the followers
must want to identify on a personal basis with this leader.

Charismatic leadership theory deserves some consideration in a leadership
potential model. The idea that a leader has some strongly held convictions is not
unusual, but the ability to present them to a group of followers in such a way that they
understand and emotionally support them suggests that the leader must be able to sense
the needs of the group, develop unique solutions and frame them convincingly. The
leader’s ability to identify the group’s collective identity and relate to it helps to
establish trust, motivation, a willingness to sacrifice for the group (Shamir, Zakay,
Breinin, & Popper, 1998). This would suggest interpersonal skills, presentation skills,

problem solving skills, enthusiasm and an understanding and concern for people are

such as poor appearance, bad personal habits or a lack of confidence.
Theory X and Theory Y

One of the first researchers to recognize the leader-follower relationship was
Douglas McGregor (1961). In one of the most famous of the behavioral leadership style
studies, he observed that highly structured traditional organizations included specialized
jobs, centralized decisions making and top down communications, and they had a
pervasive leadership style. This style was not simply a reaction to economic conditions.
It was also a result of the beliefs held by the leadership about the employees. These

beliefs translated into policies, organizational structures, systems and ways of acting
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toward the followers. He observed that many managers held a traditional view based on

following a set of assumptions:
* People do not like to work and they will avoid it if possible
* Because people do not like to work, they must be forced, controlled, closely
supervised and threatened if they are to perform adequately.
* The average person wants to be led, avoids responsibility, lacks ambition and
wants security above all else.

As a result of these beliefs. leaders create a workine environment that emphasizes such

things as tightly worded job descriptions, imposed goals, rewards based on compliance,
and well defined punishments for noncompliance. This type of leader, arbitrarily labeled
a “theory X” leader, believes workers are lazy and may either drive the follc_;wers hard
or may try to be nice to them in an effort to coax productivity. This was the logic of the
traditional organizational structure.

At the same time McGregor was defining Theory X leadership, he was
documenting the effectiveness of another style of leadership. This leadership style

(Theory Y) saw employees quite differently. It was based on a set of assumptions that

include the belief that;

*  Work was as natural as play.

¢ Followers will expend energy in behalf of an objective to which they are

committed.

* Selfrespect and personal improvement were as important if not more important

than financial rewards.
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* An average person, will not only accept responsibility, he or she will seek it
under favorable conditions.
* People can be creative and ingenious in solving organizational problems
* People are not generally challenged in their daily work life (Bass &
Stogdill, 1990; Dessler, 1980; McGregor, 1961).

McGregor’s work suggests that traditional organizations are created by leaders
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effort is then requiream to ) identify leaders who view people as growing, not t'ully
developed and capable of change. It is difficult to assess a set of assumptions in trying

to determine leadership potential, but not impossible. It may be possible to assess a
potential leader’s willingness to take a risk and to deal with people as individuals who

are motivated to work.

Managerial Gnid



e 91 Task orientation:

Drives to get the job done.

I eaders nlan the work. subordinates, £y it Qut.

Workers must be told what to do and they should do what they are told.
Feelings have no place at work.
Most people are lazy and unmotivated.
Successful job performance can only be measured in terms of production output.
Leaders are effective because others obey them.
* 1,9 People orientation:
Production requirements and people needs conflict.
Leaders can not push people because they will resist.
Some tasks are unnecessary or over burdensome.
Affection, warmth, jokes, and soft sell are the best ways to motivate people.
Confrontation is bad.
* 1,1 No leadership style:
Minimum exposure and accountability.
Silence and apathy.
Company needs and people needs are incompatible.
Don’t cause trouble.
* 5, 5 Balanced leadership:

Extremes should be avoided.



A good solution where people and company needs are met is impossible, so we
all must be happy with getting half of what we need.
Rules should guide us and we should rely on them to make decisions.
* 99 Synergistic leadership:
Accomplishment and contribution impact performance.
People can be responsible if given a chance.
People can be creative if given a chance.
It is possible to negotiate an acceptable solution.

People’s ideas are important and getting the task done is important.

Canftontation can be creative (Sergioyanni. Metzcus. & Burden.]1969).

leadership process that is helpful for developing a leadership potential model. Blake
believes that there are some areas that demonstrate the effectiveness of a leader and that
the leader must have a set of skills to succeed in each of them. A leader-follower
relationship must be built in the following areas:

* Participation

e Candaor



* Mutual support
* Change and development ( Blake & Mouton, 1982).
To successfully participate in these complex leadership areas, there are six
ingredients or skills that a leader must possess. It is important that a leader be skilled in

all, because Blake believed that an effective leader cannot make up for a lack of skill in

any one area. These skills are:

ra

Advocacy (letting others know where the leader stands on selected issues)

Conlflict resolution (techniques for preventing or handling conflict)

Decision making (the leader plans and the followers carry out the plan)



the leader will ultimately end up with an ideal style of leadership when the followers
have reached a high level of maturity (Blake & Mouton, 1982).

Blake contends that the multiple-styles theorists are actually directing criticism
at a different concept. Each of these theories advocates that no one style is more
effective than others and that the situation will determine which style to use. Blake
believes that this misses one of the key points of concept building: the idea of the
additive concept. That is the idea of combining variables versus the interactive approach
where the variables consideration and initiating structure are interdependent but
uncorrelated variables. The task and the relationship variables retain their distinctive
character. Research rejecting the 9,9 model as a myth is actually directed at the additive
model 9+9. The 9+9 research fails to demonstrate a relationship between leader style
and productivity (Blake & Mouton, 1982).

Blake stands firm on his stance of one ideal style of leadership. He equates
situational leadership with inconsistent or even unprincipled leadership (Blake &
Mouton, 1982). However, he introduces three concepts into his later thinking. First, he
added an additional leadership style called maternalism/paternalism. This style
describes the leader who views the followers as sons and daughters and, in return,
expects high performance from than out of a sense of loyalty.

In an effort to address the unprincipled aspect of situational leadership, Blake
has introduced the concept of “opportunism.” This is a negative unprincipled style of

leadership to Blake. The opportunistic leader takes advantage of all the leadership skills
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to gain further recognition. This person’s motivation is not performance or popularity,
but personal self aggrandizement.

Finally, the concept of “facades” in leadership is intended to demonstrate the
manipulative type of leader who does not “tell the whole story” or attempts to
accomplish things that are not possible by presenting a false front to followers. All
leaders who demonstrate the pure types in this theory are well intended. The leaders
demonstrating these types do not intend to take advantage of people, whereas the facade
creator will take advantage of people (Blake & Mouton, 1985).

Despite the intuitive and attractive logic, there is some skepticism about the
model. Larson, Hunt, & Osborn (1976) did not find a relationship between basic
building blocks of the model consideration and initiating structure. However, Larson did
found support for a simple single variable model (C or IS), but not the complex

interaction or additive model. There has been little attempt to systematically compare

the gain in variance of a contingencv model compared to a simple Egggl The little
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Leadership Grid and Blake’s finding (Blake & Mouton, 1982; Conger & Kanungo,
1998; Graen & Schiemann, 1978) also provide more support for the conclusion that
potential leaders must be able to articulate the vision or task outcomes and have the
interpersonal skills to get people involved.

Situational Leadership Theo

Despite the title, Situational Leadership is another theory based on the leader’s

relationship with the followers. Based on literature research conducted during late
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ultimately became the Situational Leadership Model. Early attempts at Ohio State to
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leader must define the problem, establish the priorities and goals, develop the action
plan with specific directions and closely supervise the work.

As the followers mature to a higher level (unable to perform, but willing to
perform), the leader must use the same amounts of directive behavior, but increase the
supportive behavior. The leader must continue to be closely involved with the various
aspects of problem solving and decision making, but now he/she must praise any
improvement or initiative the employee takes. At this stage the leader begins to employ
more two-way communications techniques to get the followers more involved.

As the followers move into a higher plain of maturity (able to perform, but
maybe unwilling), the leaders must employ less directive behaviors (they know how to
do the work) and more supportive behaviors. They must begin to involve the followers

in all aspects of problem solving and two-way communications. The leader must be able
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Table 2

The Situational Leadership Grid

Maturity Level of | Relationship Task Orientation | Leader's behavior
the Followers

unable to low high tell
perform/

unwilling

unable to High high sell
perform/ willing

able to high low participate
perform/unwilling

able to low low delegate
perform/willing

The Situational Leadership model, like most other models, is not without critics
(Butler & Reese, 1991; Norris & Vecchio, 1992; Vecchio, 1987). Graef (1983)
acknowledged that there is a situational component to leadership and that the flexible
role of the leader is the most important situational determinant, but that the model had a
number of problems. He stated that Hersey and Blanchard added little to the study of
leadership and that the model is not proven. He stated that the concept of task relevant

maturity (job maturity as the capacity and ability to perform) is ambiguous and that it
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under certain conditions the leader must use a more directive approach to accomplish
the task.

The contribution that Hersey and Blanchard (1969, 1972) make to leadership
research is to reinforce the idea that there is a situational component to leadership and
the leader must be flexible in dealing with people, be able to diagnosis the situation
correctly, and be capable of contracting with the followers for continuing high
performance (Good et al., 1992).

In summary, the relationship of the leader and the followers offers more input

for a leadership potential model. Theory X and Situational Leadership models illustrate

the peed focthepotentiglleaderin demonstule flexibility Thenoteptial lgader must he s—
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supporting the followers. Each of these models adds to an understanding of how

potential leaders can be identified.

Leadership and Managing the Situation

| Yo

leader’s effectiveness in dealing with special situations. Path-goal theory deals with goal
setting and decision theory deals with how the leader makes decisions in certain types of
situations. Each offers some insight into the leadership process and provides a more
complete understanding of leadership potential.
Path-Goal Theory

To understand path-goal theory, it is important to understand its two origins:
the Ohio State University research and the expectancy theory of motivation (House,
1971; House & Mitchell, 1974). Research using the two factor Ohio State model
(consideration and initiating structure) has produced inconsistent findings (Crouch &
Yetton, 1988). As a result, researchers began to test various situational modifiers in an
effort to explain these results.

One branch of the research began to examine situations that could explain these
results. Expectancy theory was developed in an effort to address a number of those

situational modifiers. It attempted to define the motivational drivers as individual



reward equity (the perception that the rewards reflect performance) in order to achieve
follower satisfaction and performance. (Wagner & Hollenbeck, 1995; Wofford & Liska,
1993). Expectancy theory attempts to present the motivational role of the leader as
providing clear goals, suggesting the best “path” to those goals (Wagner & Hollenbeck,
1995), and demonstrating to the followers that their efforts will be rewarded. (Yukl,
1989).

Path-goal theory is a situational theory that has adopted the consideration and
initiating structure concept from the Ohio State research and the goal and path concept
from expectancy theory. Path-goal leadership theory suggests that two situational
elements (competence of the follower and environmental forces) impact the behavior
and the effectiveness of the leader (Bass & Stogdill, 1990; Wofford & Liska, 1993). The
leader must be able to take these two elements into consideration when negotiating
goals and best paths with the followers. There may be other situational constraints.
Evans (1970), for example, described three additional situational constraints, the nature
of the task, the power of the leader, and the liking of the leader by the followers, that

may have an effect on the path-goal discussion.
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attempting to answer the question “What determines high productivity?” (Bass &
Stogdill, 1990; Georgopoulos, Mahoney & Jones, 1957). Other factors almost certainly
enter into the productivity equation, but leadership is the most critical (Bass & Stogdill,
1990). Path-goal theorists believe that the leader, follower and group will be most
effective and the work will be more satisfying if the leader is able to positively heighten

the psychological states of the subordinates. Leaders, in path-goal terminology, are
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effective because of their impact on the follower’s satisfaction, motivation, ability to
perform and if they are able to reinforce the changed behavior (Bass & Stogdill, 1990;
Stinson & Johnson, 1975).

What does the path-goal research suggest as possible considerations for
identifying leadership potential? Findings include the following:
1. Path-goal theory empathizes the importance of the leader understanding the task and
having a plan for reaching the goal (initiating structure). The leader must provide a
definition of the task, negotiate the role of each person will play, provide the needed

resourges, and deliver the aporopriate rewards (Bass & Stoedill. 1990). This would
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decision-making is appropriate when the tasks are challenging and ambiguous,

suhardinates have a hich need farindenendeuce. and ate anti-anthoritarian (Honse

1974). A potential leader must learn how to create a positive trusting relationship with
followers and know when to involve them in the decision-making process.

5. An effective leader or a potential leader must have command of several types of
leadership behaviors. These behaviors include how to structure tasks, how to
demonstrate consideration for followers, how to act in an authoritarian manner when
needed, how to influence people at all levels of the organization, and to closely
supervise when needed. The leader who has command of these behavior groups will
have the greatest impact on follower satisfaction, motivation and performance (House,
1971). The potential leader must be able to demonstrate an understanding of these
behaviors and a willingness to master them.

6. Research on the relationship of power to consideration and initiating structure
behaviors finds that a supervisor scoring low in consideration tends to use reward,
coercive or legitimate power, but will expand his/her repertoire to include referent and
expert power as consideration increases. (Evans, 1970). A potential leader needs to
understand different types of power and how to use them.

7. Leaders who score high in initiating structure are rated high by the boss, but leaders
who score high in consideration have more satisfied workers (Filley, House, & Kerr,
1976). As a general rule, leaders who score high “instituting structure” have less

influence on their employees (Downey et al., 1975). There is some confusion and there
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conditions of high task structure and high task repetitiveness (Stinson, & Johnson,
1975). A potential leader must grasp the relationship between consideration, follower
satisfaction, task structure and accomplishing the goal.
8. In dealing with professionals, path-goal dynamics suggest that the need for task
clarity is low because professionals do not normally work in a repetitive environment
and they prefer to structure their own tasks. It therefore incumbent on the leader to
determine the job/person fit of each professional based on a combination of the need for
clarity and task structure (Keller, 1989).
A potential leader in a professional situation must be able to recognize the structure of
the task and to understand the importance of job fit.

Path-goal theory has some considerable weaknesses. For example, it does not
include many of the relevant variables (Downey et al., 1975). It does not address leader
or follower characteristics. It does not address behavioral aspects of leadership. In fact,

task structure and clarity are the only two factors to have been researched and those
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¢ How important is it that the followers accept the decision ( Will they be
committed to implementing the decision )?

¢ If the leader makes the decision, what is the probability that it will be accepted
by the followers?

* How confident is the leader that the followers will take into account the

goals of the organization?

*  What level of conflict or disagreement will result from the decision (Vroom &

Jago, 1988)?

The leader then selects from seven decision styles ranging from authoritarian
(making the decision) to group-based (tumning the decision over to the group) to develop
the highest quality decision and the most acceptable decision (Wagner & Hollenbeck,
1995). Research in six studies on the effectiveness of this technique found that if leaders
used this model in their decision making, they experienced a successful decision rate of
62%. Those managers who did not had a success rate of only 37% (Vroom & Jago,
1988). The Vroom model demonstrates the need for a leader to be flexible, to be group
oriented and to have an understanding of techniques used in arriving at quality decisions
that are acceptable by the group.

In summary, the leader’s ability to react effectively in certain situations offers

some excellent possibilities for a leadership potential model. Prospective leaders must
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follower personalities. The path-goal findings suggest that a leader must understand the
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effective leadership. Leadership decision making research demonstrates the need for
potential leaders to function effectively in groups. This would indicate that in addition
to decision making skills, a potential leader must understand the functioning of groups.
These are observable skills in individuals who aspire to be leaders and, most
importantly, they can be developed.
Leadership as a Function of the Leader, the Followers and the Situation

The complexity of leadership becomes apparent when the researcher attempts to
examine all the elements in one comprehensive model. Very few researchers have taken
this path.
Contingency Model

One of the earliest researchers to recognize the interactive relationship between
the leader, the followers and the situation was Fredrick Fiedler. Fiedler’s research began
with the premise that responses to questions involving your least preferred coworker

(LPC) would reveal a leader’s tendency to be either be a relationship-oriented ieader or
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studies and results. Fiedler then proceeded to examine tasks and their relationship to
leaders across three dimensions: the level of trust , the clarity of the goals, and the
degree of power the leader has over the rewards and punishments (Fiedler, 1967). The
theory, at this point, had accounted for the leader’s style and the relationship of the
leader to the followers. The remaining factor was the situation. Fiedler was able to

define eight situations resuiting from combinations and degrees of such factors as
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Fiedler’s contingency model and the results of some of the related research
provide additional insight into the development of a leadership potential model. To

Fiedler, leadership behavior consists of directing and coordinating work of the group

members through structuring the work, praising or criticizing group members, and

leadership effectiveness is dependent on an appropriate match between leader style and
group task situation. Once again, here is additional evidence that a leader must be aware
of how his/her personality impacts followers, how to assess the situation and the
strength of his/her relationship with the followers. When the leader is capable of making
these assessments, he/she must then be able to select behaviors that will positively
impact the effectiveness of the group (Fiedler, 1974). Fiedler (1974) also believed that
as job conditions change (time, situation, and level) and leaders need to be rotated to
take advantage of their strengths (Fiedler, 1974). These findings reinforce other research
suggesting that the potential leader must be able to “read” or understand the situation
and be flexible in order to adapt to it.

This integrated framework of strategic leadership drives the expectations
required by the potential leader. A potential leader must be able to understand and react.
Fiedler’s model may need a great deal of additional research, but other research
supports the need for potential leaders to be flexible and adaptable.

Summary

In summary, the trend toward studying leadership as a process has gained a

considerable following in recent years. This new trend in leadership study

acknowledges the complexity of the undertaking and stresses comprehensive models
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featuring leadership as a matter of managing relationships. These relationships are
complicated and strategically dependent on each other in ways that are just now
beginning to be understood. Potential leaders must be able to demonstrate that they can
manage tactical relationships. Even before they have an opportunity to manage others,
they must demonstrate decision making skills. They must be able to provide clear
direction and, on top of all that, they must recognize strategic relationships such as the
competitive environment and the changing organization dynamics.

To meet these challenges, the potential leaders must be adaptable. When
assigned a project, the potential leader must be able to empower employees, provide
focus, and gain commitment with a compelling vision (Lamore & Ayman, 1998).
Having very strong interpersonal, influencing and communication skills are clear
prerequisites for a prospective leader. Bass and Stogdill's (1990) work on
transformational leadership creates the most compelling case for impact of the leader’s
interpersonal skills. They concluded that several tracks of leadership studies have
converged in the concept of transformational leadership: charismatic leadership, the

study of those leaders who have strong convictions who expresses them well and who
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Several models emphasize the need for a leader to understand the perspective of the
followers. To do this, a potential leader must have a strong degree of self-awareness
(Hughes, 1998).

The models presented suggest that leadership can be investigated with at least
several relationships in mind: the leader’s traits, behaviors and decision styles;
characteristics of the followers; and the situation including the economics, selection,
task structure, position power, and organization type. These relationships place a

premium on a leader to manage dynamic relationships if he or she is to be successful
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making a skillful and consistent contribution. To do that, the leader must understand the

followers, the work processes and the context within which this leadership takes place
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change including how followers will react to the change and how to gain their
commitment.

Path-goal theory and leadership decision theory demonstrate the importance of
the leader understanding the task and being clear about what is expected. They reinforce
the need for the leader to be flexible in deciding how to relate to followers. Included in
the situational approach to leadership is the important concept of leading a team. The
leader must be able to understand how and when a team approach is needed to solve
problems and how to effectively lead that team. Finally, the research on the
comprehensive model reinforces the complexity of the role of the leader and the
importance of the leader being able to read situations and to react and adapt to them

(Herman & Korenich, 1977).
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CHAPTER 3: METHODOLOGY

This.stuwdwavas comnleted as nartaf anmiect tn impraye the anality and time

required to identify potential leadership candidates. This chapter will examine the
methodology used to develop the instrument and investigate the research questions. The
author served as the facilitator for all the team meetings described below and as
coordinator for the overall project.

The Development of the Instrument

The development of the instrument for this study was the product of a multi-year
process to improve the techniques used to identify and develop leaders in a traditional,
mid sized (2700 employees) chemical manufacturing company. The objectives of the
overall effort were twofold. First, company management were concerned about the
continuity of its leadership, so the primary objective of this process was to assess
replacements for key leadership positions. Second, the leadership realized that there is a
competitive advantage in developing a strong leadership team and that part of this
advantage rested in an ability to identify leaders early in their careers and devote
resources to their development.

Both of the above objectives were initially addressed through a process of
functional team meetings that took place over a period of about two years. The
facilitator met with each functional team: Business Management, Sales and Marketing,
Sales Services, Research and Development, Finance, Information Resources, European

Operations, Asian Pacific Operations, Human Resources, Manufacturing, and Supply

f'nﬂn These teame wera romnriced nf tha avecnutive recnancihla far the ﬁlncﬁiﬂ ‘ ja .
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six to seven people). Each team met with the facilitator for a full day annually during
the two year period. The major outcome of these sessions was an organizational report
on the "people issues” facing each group and a plan for addressing those issues. This
report was presented to the corporate leadership in a monthly meeting.

During the course of these "people planning" sessions, the facilitator asked the
team to identify the factors, skills and behaviors that would be needed for someone to
become a leader in that functional group. These comments were collected and used by
the team to discuss the career potential of their employees. The raw data from all the
groups conducted over the two year period was then examined for commonalties and
used to construct the initial draft of the research instrument for this study. Over the two
year period, approximately twenty teams comprised of about 175 people were
interviewed.

A second source of input came from a project to identify competencies
throughout the organization. Teams involving many, but not all, of the same managers

wergasked to select crtical competencies usine Career Architect Cards The Career

Architect system is a bank of competencies developed by Michael Lombardo and
Robert Eichinger, formerly of the Center for Creative Leadership. They developed this
list of competencies and their descriptions from a content analysis of studies conducted
there, including such well respected companies as Sears and AT&T (Lombardo &
Eichinger, 1996). For this study, each functional team was asked to sort 67
competencies based on their pérception of how critical a competency was to success in
that function. The results from these sessions provide some validation for the functional

people team session results described above. Such competencies as "action oriented”,
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"communications skills", and "gets results" were common to all groups and supported
the identified leadership factors.

A third organizational source was used to verify the data collected from the
functional "people planning" process and the competency sort process. A team was
selected by the corporate leadership to develop a list of “leadership behaviors.” The
objective was to create a list of behaviors that reflected the management team's opinion

of how a leader in the organization should behave. This list was completed and given
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could differentiate high potential employees from other employees. First, the
instrument was used to determine if it could differentiate between "perceived high
potential employees” and a sample of average performing employees. Second, it was
used to try to differentiate between high potential leadership candidates who had
received an excellent rating on the latest performance appraisal and high potential
leadership candidates who had received an average performance rating.

The subjects for the first phase of this study were the “high potential” employees
and a random sample of average employees. The high potential employees were the
group designated by the executives of the organization. This was done as part of the
organization's normal succession planning process, not just for this study. Each
executive level manager was asked to submit a list of people that he/she believed
contributed to the success of the organization. The executives were then asked to further
subdivide the these high potential employees into two groups: those they believed had
leadership potential and those who they believed to be technical high potential

candidates. These distinctions were highly intuitive and were made based on interaction



rating system of E = Excellent performance, M = Meets expectations and D = Does not
meet expectations. The average sample was selected from the population of employees
rated "M" on their annual performance rating. For this phase of the study, the dependent
variable is the category (high potential or average performer) that the person
represented.

Data was collected on 148 high potential employees using the survey instrument
with 29 high potential cases eliminated because of incomplete responses to the survey.
Data was collected on 116 average employee cases using the survey instrument with 4
average cases eliminated. There was no discemnible pattern to the non-responses or to
the incomplete data.

A second aspect of perceived potential and performance was investigated. In the

middle of this study, the current performance ratings were made available. These ratings

ﬂiﬂ ngi EI""E _G\r amnfthe "p‘ﬁ vrant .rna" cnmnla bt enma af tha hiach

potential employees did not receive "excellent performance” ratings. Thus, the
instrument was used to see if it could differentiate between high potential/excellent
performance and high/potential average performance groups. The population for this
phase was the perceived high potential leaders. The two groups were the high potential
leaders who had received an excellent rating and the high potential leaders who had
received an average rating. Data was available on 95 of the employees with 65 in the
excellent performance group and 30 in the average performing group. In this case, the

dependent variable was the category, excellent performer or average performer, that

the emnlovees renresented.
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Summary of the Data Collection Procedure

In summary, the following process was followed by the facilitator to collect the

necessary to insure that the leadership of the organization would accept and use the
resulting instrument.

Step one: The facilitator met with Human Resources representatives for each
site to explain the purpose and process of the study.

Step two: The facilitator contacted each supervisor who had a new professional
employee working for them. The supervisor was asked if they considered that new
professional employee a candidate for a leadership or technical career track.

Step three: The facilitator contacted each direct supervisor of a high performing
leadership or technical employee and each average employee selected as part of the
sample. The facilitator explained that the purpose of this project was to develop a
statistical model for understanding the way various work related behaviors relate to
organizational outcomes and that the results will help us to consult employees on career
plans. The supervisor was asked to complete the instrument on one or more employees
identified by the facilitator that reported to him or her. Generally, each supervisor
completed between one and four surveys.

Step four: Where it was not possible to meet with the supervisor because of
distance or time, the facilitator communicated with the supervisor by way of the

telephone or e-mail. At that time, the supervisor was offered the option of completing
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Step five: After an interval of at least one day, supervisors of the new
professional employees were asked to complete an instrument on their new professional
employees.

Step eight: Follow up telephone conversations were made approximately two
weeks after the original contact if the surveys are not received.

Analysis Procedures

The following procedures were used to analyze the data for all phases described.
For research question one, a common factor analysis with oblique rotation was applied
to the data to determine if any latent constructs existed in the data. The factor analysis
technique allowed for the constructs suggested by the data to be examined against the
findings of the literature review. All instruments used on any employee (N=330) were
used for this analysis.

For research questions two and three, the dependent variable was categorical
group membership was decided either by the leadership or by performance ratings.
Consequently, the technique used to determine the ability of the instrument to predict
group membership was logistic regression. This technique was selected because of the
binary nature of the dependent variables and because logistic regression is more robust

than discriminate analysis when assumptions of multivariant normality and equal

yariance may not be met (Hair et al.. 1998). Logistic reeression heloed to assess the

e —
instrument's ability to differentiate high potential employees from average employees,
high performing, high potential leaders from average performing, high potential leaders,
and potential leaders from potential technical employees. When the distribution of the

four factors using the all the data was examined, the distribution of two of the factors
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closely approximated normality; courageous decision making (skewness =-.119,z=
-.88; kurtosis = -.090, z = -.03), and, networking building (skewness =-.212, z=-1.57;
kurtosis = -.381, z = -1.41). The final two factors, projected motivation (skewness =
-1.142, z = -8.46; kurtosis = 1.082, z = -4.01), and perceived personal energy (skewness
=.353, z=-2.62; kurtosis = -.193, z = -.71) did not demonstrate a normal distribution.
However, because logistic regression is robust when multivanate normality is violated
(Hair et al., 1998), no transformations were necessary.
Identifying Outliers and Leverage Points

Several diagnostic techniques are available to examine the influence of

individual observations on the model. These techniques were used to test the model

with four different combinations of the ponulation and sample group: high potential

emnlayees apnd the average emnlayee samole: high nerformine. high notential leaders =~

and average performing, high potential leaders; potential leaders and potential technical
employees; and new technical and potential leaders. In each situation, studentized
residuals were used to identify outliers. In each situation, the sample size exceeded 50
cases. A critical value of 1.96 was used as the cutoff point for identifying outliers from
an examination of the studentized residuals in each of the four situations to identify
outliers (Hair, Anderson, Tatham, & Black, 1998). Once these outliers were identified,
Cook's distance was used to explore the impact or leverage of individual cases on the
model. Cook's distance is considered the most representative technique for measuring
influence on the overall fit of the model (Hair et al., 1998). The rule of thumb is to
review any case that is greater than 1.0. As Hair et al. (1998) notes, however, there

may be cases that may influence the data even though they are not recognized as
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outliers. To explore the data for that contingency, Hair et al. (1998) suggests examining
Cook's distance to determine which cases cluster around the high end of the scale to

determine if this small group might have a significant impact on one or more of the
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each of the four situations.
In the first phase, all perceived high performers both leaders and technical

employee were examined with a sample of average employees. Originally, five cases
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CHAPTER 4: RESULTS

The purpose of this study was to determine if an instrument could be developed
that would accurately identify the potential of new employees for leadership positions
in a midsize manufacturing company. The sample involved 330 employees which
included 148 high potential employees, a random sample of 116 average employees,
and 66 new professional employees. The average age of the 330 employees involved in
the study was 41.9 years and the average of the high potential employees was 42.6 years
of age. There were 27 high potential females. There were 13 new professional female
employees.

The process for building this instrument included developing a survey
instrument from suggested leadership behaviors gathered during meetings with various
leadership teams and inviting direct supervisors to complete the survey on selected
experienced employees. This chapter will discuss the techniques used to analyze the
data and present the results as they relate to the research questions.

Research Question One

Research question one asked "Can a cost-effective assessment instrument be
developed that will predict which employees are likely to become high potential
leaders?” To address the first research question the data had to be reduced to a more

workable and meaningful form. The data reduction technique used was common factor

e TR G -t ) e - L e

on the 330 employees. Responses to the instrument were examined using factor
analysis to determine if there was an underlying latent constructs. An oblique rotation

(direct oblimin) was used because the factors were expected to be correlated. Six factors
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Table 4.

Factor Analysis Oblimin Rotation Factor Loadings

Courageous Perceived energy Networking Perceived
problem solving motivation

Solution25 .68629

Unclear27 .66819

Tradition29 .56120

Cutloss16 .54547

Challengel0 54134

Risk33 .53180 -.27913

Hardwork60 .80566

Supportd3 71834 -.27889

EffectiveS8 71506

Inspires56 71241

Evaluated1 .20543 .70812 28019

Respond6 .70596

Collects47 67084

Confidenced40 .66972

Manytasks4$ .66593

Trustd4 .64506

Atmosp42 27068 .62477 20307

Direct52 .62310

Pressure39 .58401

Small talk8 85161

Names32 73072

Rapportl .72961

Devconll 70586

Initiates26 .70069

Networks23 .68756
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Items with cross loadings greater than .30 were eliminated. The following list
shows the complete statements for each of the factors.
Courageous Problem Solving (a = .9026)

10. challenges individuals who work with and around him/her. (challng10)

16. makes courageous decisions on when to abandon a project and cut losses.
(cutloss16)

25. comes up with creative solutions to problems. (solut25)

27. deals well with situations where there is not a clear solution or direction. (unclear27)
29. has the courage to challenge the traditional way of conducting business. (trad29)
33. is willing to take the initiative and the risk associated with solving a problem.
(risk33)

Perceived Energy (a =.9504)

39. generates the "boiler pressure” to get things done. (pressu39)
40. displays confidence and conviction with all levels of the organization. (confid40)
41. critically evaluates situations and helps the team make appropriate decisions.
(evaldl)
42. creates an atmosphere where challenges to the status quo are acceptable and
welcome. (atmos42)

i
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44. demonstrates trust in co-workers. (trustd4)

45. deals well with many tasks and situations at the same time. (myntks45)

46. is willing to assume responsibility for the team's success or failures. (respon46)
47. collects the resources needed to achieve the most important tasks first. (collect47)
52. is direct and truthful in providing feedback to others. (direct52)

56. inspires people who work with and around him/her. (inspir56)

58. is efficient in solving problems. (effic58)

60. works hard at meeting the needs of the organization. (wrkhrd60)

Networking (a = .9164)

1. is able to develop rapport quickly with a wide range of people. (rapportl)

2. seeks opportunities to participate on teams. (tmprt2)

8. uses appropriate small talk to put people at ease. (smtlk8)

11. makes an effort to develop and maintain numerous diverse contacts. (divconl1)
15. creates a positive first impression. (impress15)

17. establishes effective working relationships with all departments. (relat17)

23. makes an effort to develop informal networks. (netwrk23)

26. takes the initiative and is willing to make an effort to improve relationships with
other people. (initi26)
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3. makes a conscientious effort to meet all job commitments. (consci3)

6. insists on the highest standards of professional integrity and honesty in all business
relationships. (integ6)

9. makes positive contributions to the teams. (posit9)

13. is able to change plans easily if the priorities change. (changel3)

19. is action oriented. (action19)

22. demonstrates a sense of urgency in getting the top priority tasks completed.
(urgency22)

31. is willing and ready to put forth the extra effort needed by the team. (extra31)

37. finishes tasks. (finish37)

Research Question Two
Research question two asked "Will this instrument exhibit acceptable criterion
validity when examined in a concurrent validity design?" The four factors identified
through factor analysis served as the independent variables in the examination of the
remaining two research questions. In order to determine the ability of these factors to
differentiate and predict potential leadership employees, several logistic regressions

were conducted. To adequately address the research question, three regressions were run



High Potential vs. Averagé Employees

Tests for the overall fit of the model showed that there was a significant
improvement in fit over the base model. The following classification table (see Table 5)
represents the responses from the high potential employees versus average employee
regression.
Beginning -2LL (constant only) = 362.093
Model -2LL with variables = 330.602
Model summary Chi-square df significance

31.491 4 .000

Table S.

Classification chart of average employee sample and the high potential employees

e i EE—
Predicted Percentage Correct
Observed average high potential
average 64 52 55.2
high potential 25 123 83.1
overall percentage 70.8

In this regression, all perceived high potential employees were regressed with

the sample of average performers ( n= 264, Nagelkerke R? =.151). The results of this

T ere nramisi prvavu earranthy claccifiad 7N R4 nf th | 0 I
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was more effective at classifying high potential employees (83.1%), but it was less
effective for identifying average performers (55.2%).

The results of each regression were also examined to determine which factors
contributed to the differences between the groups. Several observations about the
regression tables that follow are important to the interpretation of these results. First,
the estimated coefficients (column B in Table 6) are weights that are assigned to each

factor in the regression equation. Second, the Wald statistic is the number that is used to
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determine the significance of that factor. Finally, the Sig column is the significance of
that Wald statistic. The Exp(B) value measures the strength of the relationship between
the dependent variable and that factor when the effects of the other factors are held
constant and is used to determine the magnitude of a predictor's effect on the dependent
variable (Hair et al., 1998).

The results of the logistic regression using the four factors as the independent
variables and membership in the high performing group or the average performing

group as the dependent variable are presented below (see Table 6). This model with one
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the variation as computed by the Nagelkerke R square.

Table 6.

Summary of logistic regression analysis for group membership in the average or high
potential groups

o 1o ,
Variable B S.E. Wald df Sig Exp(B)
Probsolv 0.703 0.304 5.383 1 0.02 2.023
Energy -0.185 0.26 0.504 1 0.478 0.831
Network 0.336 0.231 2.118 1 0.146 1.399
Motivation 0.209 0.263 0.629 1 0.428 1.232

These results suggest that a model including courageous decision making was
most accurate in predicting group membership in the high potential group. The
goodness of fit statistics demonstrate the likeliness of the observed results being the
same as the predicted model (Hair et al., 1998). In this regression the goodness of fit
statistics are significant. The model with the variables showed a significant

improvement over the model with the constant only.



High Potential/High Performing vs. High Potential/Average Performing Leaders

The second regression expanded the examination of the impact of current

ncrformgce on the potential leadershin designation. Potential leaders with excellent

current performance ratings were regressed with potential leaders with average
performance ratings (N=95). Tests for the overall fit of the model showed that there was
a significant improvement in fit over the base model.
Beginning -2LL (constant only) = 118.494
Model -2LL with variables = 85.431
Model summary Chi-square df significance
33.063 4 .000

Table 7 shows that the instrument was able to correctly classify 76.8% of these
employees. The results indicate that the instrument was more successful in identifying
high performing with excellent performance ratings leaders (90.8%), while it was less
able to identify those high potential leaders with average performance ratings (46.7%)

(see Table 7).

Table 7.

Classification chart of high potential leaders with average ratings and high potential
leaders with excellent performance ratings

1
Predicted percentage correct
Observed average high performance
performance
average 14 16 46.7
performance
high performance 6 59 90.8
overall percentage 76.8
107
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The results of the second regression suggest that only one variable, projected
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that this model accounted for 41.2% of the variation. The goodness of fit statistics were
significant. The model with the variables showed a significant improvement over the
model with the constant only.

Table 8.

Summary of logistic regression analysis for group membership in the average or high
performing high potential leader groups

Variable B S.E. Wald df Sig Exp(B)
Probsolv 0.987 0.711 1.93 1 0.165 2.684
Energy 0.376 0.529 0.507 1 0.476 1.457
Network -0.437 0.625 0.489 1 0.484 0.646

Motivation 1.786 0.778 5273 1 0.022 5.965

High Potential Leaders vs. High Potential Technical

The third regression examined high potential leaders versus high potential
technical employees (N = 98). Overall, 81.6% of these employees were correctly
classified. Tests for the overall fit of the model showed that there was a significant
improvement in fit over the base model.

Beginning -2LL (constant only) = 126.52

Model -2LL with variables = 99.79

Model summary Chi-square df significance
26.78 4. 0000

The instrument was more accurate in identifying potential leaders (92.2%), but
was not as successful in identifying employees with potential technical careers (68.1%)

(see Table 9). One concern to notice in this chart is the number of potential leaders (13)

identified by management but not identified by the instrument. This oversight would
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In summary, the results of these regressions suggest that a model containing the
factor courageous decision making is most effective in predicting high potential
employees when regressed with a sample of average performers. A second model
containing the factor perceived motivation predicts the differences in performance
ratings among high performing leaders. A model containing the factor networking helps
to explain the difference between perceived potential leaders and perceived potential
technical career track employees. In this concurrent validity design of this experiment,
the proposed instrument exhibited acceptable criterion validity for the initial test of the
instrument.

Research Question Three
Research question three asked "What combination of factors best predicts high

eqMasal
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solving, perceived energy, networking, and perceived motivation were used as the
independent variables. This regression examined whether this instrument could
differentiate new employees that their supervisors predicted have leadership potential
from those predicted to have technical potential. Tests for the overall fit of the model
showed that there was a significant improvement in fit over the base model with the
constant only.
Beginning -2LL (constant only) = 91.435
Model -2LL with variables = 77.326
Model summary Chi-square df significance

14.109 4 007

Table 11 shows that overall 72.7% of these employees were correctly classified.

The instrument was less successful in identifying the potential technical employees
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(68.8%) than the potential leaders (see Table 11). The goodness of fit statistics
demonstrated a significant fit between the observed values and the predicted values. The
model with the variables showed a significant improvement over the model with the

constant only.

Table 11.

Classification chart of the supervisors assessment of new professional's leadership or
technical career track

| predicted percentage correct

! ‘ !hserved technical I Iiﬂdir

Table 12 shows that the only significant variable was networking. This model

explained 25.7% of the variation.

Table 12.

Summarv of logistic reeression analvsis for eroun membershin of a2 new orofessional as



suggests that examining of the classification tables and a histogram of the estimated

probabilities are two methods of deciding how well the model classifies cases. In

marrmar (o facters: caeageeys Jecipfor makine  pabyorking andano e YAl —
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motivation) were able to predict leadership potential moderately well. This instrument

would be a more cost effective technique for identifying new potential leaders than

relying on the time consuming and inconsistent intuitive techniques currently in use.
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CHAPTER FIVE: SUMMARY, CONCLUSIONS AND DISCUSSION

This chapter will present a review of the problem and provide a brief overview
of the study. It will then review the findings and discuss conclusions. Finally, some
possible directions for future research will be discussed.

Summary of the Study

This section will present a review of the problem statement, objectives,
procedures, and findings. It is intended to provide the background for the discussions
that follow.
Problem Statement

The goal of this research was to develop a cost effective instrument for
identifying potential leaders in a business organization. An instrument capable of
identifying potential leaders would enable organizations to better plan their
development activities and save valuable resources currently committed to ineffective
leadership training. It would also help individuals choose a career path that would be
more satisfying.
Procedures and Methodology

The research was conducted over approximately a two year period of time
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the high potential employee group, consisting of employees designated by the
management as employees with either high leadership potential or employees with high
technical career potential. The .;second group was a randomly selected group of
employees who had received "meets requirements” or average performance ratings on
the annual performance appraisal. The third group consisted of new professional
employees thirty five years of age or less who had been with the company less than
three years. The dependent variable for all regressions except the new employees were

the current potential and performance ratings. The dependent variable in the new

professional group was the subervisors oninion as to the likelv best career track for that

study was intended as a first step in the creation of a leadership potential instrument for
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_possible conclusions wil] be offereg. It is important tg note that the conclusions

—

conducted. In order to begin the process of generalizing these results to potential leaders
in other organizations, additional research, such as a longitudinal research effort and
studies of different organizations, would have to be conducted.

This study began as an effort to determine what behaviors espoused by
leadership in this organization could be used to identify potential leaders. Perceived
high potential is a designation given to employees who appear to have the potential to
move into leadership or technical positions. This designation is highly intuitive, but
represents an important developmental cue in that it alerts the entire leadership team
that the designated person has high potential. The following discussion presents the
findings of that survey and how the impact of current performance might affect

leadership identification.

Perceived High Potential



included averagé perfénners. However, of those persons currently rated as average
performers, only 55.2% were correctly predicted. Several reasons could account for this
result. Performance ratings were assigned by one person, the supervisor. The supervisor
may assign an average rating for reasons unrelated to performance. This instrument is
structured to identify potential leadership behaviors, but those behaviors may not be the
same behaviors that the supervisor uses to assign performance ratings. There may also
be some overlooked potential leadership candidates that are not performing above
average at this time.

This would seem to suggest that the instrument is capable of identifying the high
performers among the high potential talent, but may not be refined enough to predict the
potential leaders within the average performers group. The findings do suggest that
some of the leadership behaviors are related to job performance behaviors. This is to be

expected. Interestinglv. one factor nroved to be significant for nredicting potential in

this organization, courageous problem solving. In order to understand perceived
potential, it is important to understand the elements of courageous problem solving
First, in order to be viewed as a perceived high potential employee one must be
able to solve problems. For Hosking and Morley (1988), this problem solving is a very
complex issue and defines many of the organizational, analytical and social skills that
are required of a leader. In this study, problem solving skills helped to define potential.
One element of problem solving at the high potential level is an element of courage. The
willingness to take the initiative has been suggested as an essential leadership behavior

(Kelly & Caplan, 1993; Russ-Eft, 1998). The need for a leader to demonstrate courage
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is highly intuitive and it is possible that items from the survey could help sharpen both
processes. On the other hand, the instrument itself may not place enough emphasis on
performance type responses. Since performance appears to be an important variable for
determining high potential, more research is needed.
High Potential Leaders

If the current performance rating is held constant, how well does the instrument
predict leaders from a group of perceived high potential employees and what factors are
important in making that differentiation? To examine these questions, a regression was
run with the high potential leaders regressed with high potential technical employees. In
this case, the instrument was able to predict the potential leaders accurately 81.6% of
the time from those individuals who had already been selected as having high potential.
These results suggest that once employees are selected as high potential, this instrument
can differentiate the projected leaders in the target organization.

The variable that accounted for most of the variance in this regression was
"networking". If courageous problem solving is the key to understanding potential,
networking may hold the key to what differentiates high potential leaders from high

potential technical employees. Kelly and Caplan (1993) identified networking as one of
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Leadership Council (1996) stresses the importance of networking to advancement in the

absence of a workable succession planning process. Luthans (1988) also stresses the
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important to a leaders’ ability to solve complex problems because it helps to establish
the priority of the problem.

Because networking is important, it deserves a closer look in the context of this
study. The networking scale contains several concepts. The first important concept is
the skills exercised to initiate contact. These skills include using appropriate small talk
to put people at ease, remembering names and personal information about people to
demonstrate an interest in them, and creating a positive first impression. These are the
interpersonal skills that distinguish leaders and they are well documented (Bass &
Stogdill, 1990; Bray et al., 1974; Corporate Leadership Council, 1996; Gutkowski &

Osburn, 1999; Hughes, 1998; Schein, 1978; Van Velsor & Leslie, 1995).
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Despite the success of the instrument in predicting potential leaders, there is
still a concern for missed opportunities. Of those individuals identified as having a
potential technical career, it was unsuccessful in identifying 18% of the employees who

have potential leadership capabilities. This oversight represents a problem. The

organization needs leaders and these employees need the opportunity to decide on their

supervisors intuition about the leadership capacities of the employee may be biased. It is
quite possible that the supervisor may misrepresent the employee in order to meet the
objectives for the work group. For example, the supervisor may want to keep this
person in the group in order to accomplish the groups goals. Second, the supervisor may
believe that a technical career is more valuable than a leadership career. Finally, the

supervisor may have discounted the entire process as not useful to the organization or



The dependent variable in this case was current performance. In this regression, the
instrument correctly predicted the high potential, high performing leaders from the
group of high potential leaders 90.87% of the time, but only was correct in identifying
the high potential, average performing leaders only 46.7% of the time. These findings
could be interpreted to mean that managers are reluctant to "declassify” a potential
leader despite having an average year. It is not surprising the instrument successfully
identified potential leaders that have had an excellent year. These findings could help to
define the halo effect around high potential leaders that protects them from occasional
average performance ratings. This halo effect may be a result of how the potential leader
was selected or, perhaps more importantly, who selected the potential leader. Knight
and Weiss (1980) suggested that leaders chosen by competent agents were judged to
have greater expertise than those selected by a less competent agent. The selecting
agents reputation, therefore, may be an important moderating factor on the impact of
short term performance. Regardless of the path to being recognized as a high potential

leader, one year of perceived average performance does not disqualify a person.
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perceived motivation. This image of being action oriented, conscientious, and flexible,
perhaps combined with the reputation of the selecting agent, helps to define
performance among potential leaders in this organization. A longitudinal study would
help to determine if a continued absence of the elements of this factor would disqualify

a potential leader at some point in time.
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New Employees

Because the goal of this study was to provide a cost effective method of
identifying the leadership potential of new professional employees, a final regression
was run. The final regression consisted of new professional employees, less than 35
years of age and three years or less with the company. The dependent variable in this
case was the supervisor's opinion of which career track (leadership or technical) the
employee should follow. Results of this regression are both encouraging and confusing.
Of the new professional employees (N=66), the instrument was able to correctly
identify 76.5% of the potential leaders correctly and 68.8% of the technical track
employees correctly. The factor "networking” was the only significant factor.

These results annear to be satisfactorv. but interviews were undertaken to




to be. Several interesting comments suggested that the supervisor's frame of reference
may incorporate the idea that a technical career might more desirable than a leadership

career or that the sunervisar had distinct ideas ahoyt the level pf manacement that this
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Regardless of the career path desired by the employee, in order to enter the high
potential process the new employees still must demonstrate early results. Van Velsor
and Leslie (1995) offer some interesting additional insight into circumstances that may
impact on these results. Their research suggests that getting results or having a good
early track record is the reason for initial success and failure to meet performance
expectations is an early source of derailment. Two factors contribute to the failure to
meet expectations: the failure to follow through and being over ambitious (self
promotion without delivering). In addition, they found that assertiveness and initiative
are two things that get a person on the leadership track and they are two things that hurt
them in team relations. These findings could suggest that the initiative identified as an
item in courageous problem solving and networking may be detrimental in group
settings. This study did not surface the need to work in a team setting as a significant
variable in this organization, but a potential leader’s aggressive behavior in team

meetings may have career implications and needs to be researched.




Conclusions

The findings of this study should help to clarify the complex process of
identifying potential leaders. The first conclusion is that this instrument demonstrated
concurrent validity for identifying potential leaders. A longitudinal study will be
required to complete the validity of the instrument.

Another conclusion is that in order to emerge as a high potential employee in
this organization, one must be able to solve problems and be recognized as a highly
motivated person. Imbedded in the problem solving scale are elements of courage,

gga@ 1 taking the initiative t be related to isor's intuitive

understanding of performance. This study sheds some light on the nature of the
relationship between performance and potential, although the exact nature of that
relationship will require more study.

The concept of performance has been examined from many aspects and it
remains extremely confusing and ill defined. Holton (1998) explored this complex idea
and suggested that performance is a multidisciplinary phenomenon and that each
discipline tends to define it differently. In addition, Holton indicated there is no single
individual view of performance. This would seem to suggest that trying to isolate the
performance of a single person in a large organization is very difficult. Many efforts
(Brethower, 1995; Motowidlo et al., 1997; Gutkowski & Osburn, 1999) have been made
to refine the definition of performance in terms of outcomes, activities, personal
effectiveness, and job context, but the perception of the supervisor has not been
thoroughly researched. This perception of performance is the starting point for

understanding potential.
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Leader-Member Exchange (Avolio & Howell, 1992; Cashman et al., 1976;

Graen & Schiemann, 1978; Wakabayashi & Graen, 1984) may help to explain a part of

An tlhn nevennen

performance, he or she develops a different relationship with each employee based on
that definition. As Crouch and Yetton (1988) have suggested, perceived high
performers have more contact with the supervisor conceming the task than low
performers and they develop a friendlier relationship. It is quite possible here that the
high performers get an opportunity to work on important problems with direct support
from their supervisor thereby enhancing their reputation and potential. The high
potential employee courageously steps forward to apply creativity to important
problems because he or she has been permitted to take the initiative by the supervisor.
Behaviorally, this pattern of challenge and success is reinforced to the point where the

employee becomes recognized as high potential.



The item that most represents a cultural perception is concern for high standards of
integrity and honesty. Perceived motivation from the perspective of the supervisor is an
interpretation of behaviors of the high potential employee that support problem solving,
including a heightened energy toward the high priority problems and a willingness to
live within the culture of the organization.

The third important conclusion of this study is that potential leaders differ from
potential technical career track employees by their willingness and ability to network.
As the research process moved toward understanding leadership and how potential
leaders differ from other high potential employees, the relationships and connections
with other people in the organization became apparent. Supervisors saw potential
leaders as individuals who used their interpersonal skills to develop wide ranging
working contacts. Once again, as in courageous problem solving, the potential leader is

willing to take the initiative and associated risk in order to build and maintain an

informal network of people in many different functions of the organization.

The willingness and skills associated with networking could very well be an
extension of the potential leaders courageous problem solving abilities. Hosking and
Morley (1988) define a leader in terms of their contribution to solving complex
problems, but they attribute that contribution to the leader’s social skills such as
networking, negotiating and handling conflict. Curphy (1992) supports these findings
with a refinement to the classification of problems. He found that there are two types
of problems: those that require interdependent activity and those that do not. A leader's
behavior does not have a substantial impact on the performance of the subordinate

where independent effort is required to solve a problem, but has a large impact on
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subordinate success where the problem requires people to act together. This study
makes a contribution to this line of research by reinforcing the idea that courageous
problem solving helps to define high potential, but it must be linked with networking
skills in order to define potential leadership.

The fourth important conclusion of this study is that once a potential leader has

S G e zos = st el
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person from leadership consideration. Once again, the elusive concept of performance
plays a part in this finding. The supervisor must intuitively assign a performance rating
based on some understanding of what constitutes performance. Gutkowski and Osbum
(1999) suggest that there are three dimensions of job performance. Two of these, task
performance and contextual performance, seem to support the finding of courageous
problem solving. Task performance refers to how well the employee completes the job
tasks and contextual performance refers to how well the employee supports the
organizational culture. The final performance dimension, personal effectiveness, closely
resembles the networking factor developed in this study. It is easy to understand how
the complexity of defining performance could lead the supervisor to discount a period
of average performance and rely on intuition to maintain a high opinion of an
employees potential.

The final conclusion is that it may be possible to identify high potential leaders
early in their careers. Assuming that new professionals perform (e.g., solve problems) at
a level the supervisor might expect with their lack of experience, the findings of this
study suggest that networking is the factor that impacts the supervisor's prediction of

potential leadership most significantly. A longitudinal research study is needed to be
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more conclusive about this finding. There are mitigating circumstances that help to
explain these results. The supervisor's instinct and intuition about a new professional's
career track is to reserve judgment for fear of limiting that person. The supervisor's
reaction is shaped by his/her relationship with this person (LMX), their perception of
how well this new person is performing, what type of career is most desirable and the
prestige assigned to the a technical career versus a leadership career. These variables
were outside of the scope of this study, but must be researched before the validity of this
instrument can be completely established.

The supervisor's perception of a leadership career track is shaped by several
filters. First, the supervisor realizes that not everyone wants to be in the executive
development pool (Bynam, 2000) and is careful not to formalize suggestions that a new
professional should follow this track if it means abandoning a promising technical
career. Second, there are very different perceptions of leadership levels that could cloud
the supervisor's understanding of how far an employee could advance. This a complex
judgment for the supervisor to make. The concept of leadership and the perception of a

leadership career path from the perspective of the supervisor is generalized to all levels
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levels of leadership in a business organization: executive, middle managers, and first
line supervisors (Kraut, Pedigo, McKenna, & Dunnette,1989). Katz and Kahn (1978)
provide some definition to these levels. They suggest that the executive level is where
organizational structure is decided and policy and corporate strategies are formulated.
The middle-level is where the corporate structure, policies and strategy is interpreted
into working plans and strategy and that the lower-level where the plans are carried out

using the technical knowledge of the supervisors along with existing rewards and

“ﬁ?ﬁj‘}"mmﬂuﬂ thege Igvels requirg differapt ckille_Norctram & Rittel (1006) and

Katz (l9|74) make the point that the need for conceptual skills increases as one moves
through the levels of management and the nced for technical skills decreases. They both
agree that the need for people skills remains about the same.

Modem business practices reflect these three levels of leadership. Chrysler
supports the three levels of leadership in the design of it’s executive leadership training
programs (Baird, Briscoe, Tuden, & Rosansky, 1994). The supervisory programs are
focused in maintaining and enhancing performance through program designs targeted to
improved self and unit management. Middle management programs extend this training
toward refocusing the groups effort by leaming more about unit management and
understanding how to integrate that effort with the work of other teams. Finally,
Chrysler’s executive programs are directed toward fundamentally changing the
organization by understanding what customers want, what the competition is doing and
how the organization fits into the global society (Baird et al., 1994).

Because of the confusion about what type of career an employee may want to

follow and because of the confusion about what a leadership career may involve, it
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observer to evaluate problem solving and networking skills and to estimate motivation.
However, Bray's assessment technique was expensive. It required trained evaluators to
observe the new employees over a period of time. It may be just as effective and less
expensive to have the supervisors trained to understand career potential. This instrument
offers an inexpensive guide to the first step of identifying potential leaders.
Future Research

The study of leadership and the leadership potential continues to be a rich field
for research. This research examined several aspects of the field, but it also raised many
more questions. These questions provide a number of interesting research opportunities.
Some of these opportunities for future research are presented below.

1. The results of this study clearly call for a longitudinal study to determine who




4. Research on the impact of performance decisions is another path that
leadership research must examine. How are performance ratings determined? This is
part of a larger question of how performance is defined and how individual performance
can be isolated and evaluated apart from the performance of the group. What is the

impact of averaee nerformange ratines on leadershin votential?

5. This research suggested that high potential employees were courageous
problem solvers, but what types of problems does the organization allow perspective
leaders to address? Organizations must intuitively limit the risk that new employees are
permitted to take. A model of problem types would be helpful in coaching supervisor
and it may help refine the notion of performance.

6. What is the role of organizational culture in identifying potential leaders?
This research hints at the impact of culture with such items as integrity, urgency, and
the lack of team associated items, but the relationship of organizational culture to the
identification of potential leaders needs to be explored. Are potential leaders those
employees that most closely align with the corporate culture? Would they also be
identified as potential leaders in a different organizational culture? How is alignment
related to performance and issues such as creativity and courage?

7. Welsh, Luthans, & Summer (1993) demonstrated the problems with applying
US based leadership techniques to organizations in other cultures. How successful
would this instrument be in the identification of potential leaders in other countries?

8. Finally, once a person has been identified as having leadership potential, it is
apparent that short term lapses in performance are tolerated. This raises several

questions concerning performance and potential that represent opportunities for future
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research. How long will average performance be tolerated before an employee is not
considered high potential? How poor does performance have to become before one is
not considered high potential?

House (1988) suggests that qualitative research techniques are needed to help the
variables that impact leadership and to help develop hypotheses for investigation. The
possibilities appear endless, but a starting point for investigating leadership potential

may be the questions raised by this study.
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