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Foreword

The first edition of this popular, widely used textbook was published in 1993, and
the authors have continually upgraded it with each new edition including this one.

In a sense, no new foreword is needed; many principles of leadership are time-
less. For example, references to Shakespeare and Machiavelli need no updating.
However, the authors have refreshed examples and anecdotes, and they have kept
up with the contemporary research and writing of leadership experts. Unfortu-
nately, many of the reasons why leaders fail have also proved timeless. Flawed
strategies, indecisiveness, arrogance, the naked pursuit of power, inept followers,
the inability to build teams, and societal changes have resulted in corrupt govern-
ments, lost wars, failed businesses, repressive regimes around the globe, and sexual
discrimination and/or harassment. These occurrences remind us that leadership
can be used for selfless or selfish reasons, and it is up to those in charge to decide
why they choose to lead.

Such examples keep this book fresh and relevant; but the earlier foreword,
reprinted here, still captures the tone, spirit, and achievements of these authors’ work.

Often the only difference between chaos and a smoothly functioning operation
is leadership; this book is about that difference.

The authors are psychologists; therefore, the book has a distinctly psychological
tone. You, as a reader, are going to be asked to think about leadership the way psy-
chologists do. There is much here about psychological tests and surveys, about stud-
ies done in psychological laboratories, and about psychological analyses of good
(and poor) leadership. You will often run across common psychological concepts
in these pages, such as personality, values, attitudes, perceptions, and self-esteem,
plus some not-so-common “jargon-y” phrases like double-loop learning, expectancy
theory, and perceived inequity. This is not the same kind of book that would be
written by coaches, sales managers, economists, political scientists, or generals.

Be not dismayed. Because these authors are also teachers with a good eye and
ear for what students find interesting, they write clearly and cleanly, and they have
also included a host of entertaining, stimulating snapshots of leadership: quotes,
anecdotal Highlights, and personal glimpses from a wide range of intriguing peo-
ple, each offered as an illustration of some scholarly point.

Also, because the authors are, or have been at one time or another, together or
singly, not only psychologists and teachers but also children, students, Boy Scouts,
parents, professors (at the U.S. Air Force Academy), Air Force officers, pilots,
church members, athletes, administrators, insatiable readers, and convivial racon-
teurs, their stories and examples are drawn from a wide range of personal sources,
and their anecdotes ring true.

As psychologists and scholars, they have reviewed here a wide range of psycho-
logical studies, other scientific inquiries, personal reflections of leaders, and philo-
sophic writings on the topic of leadership. In distilling this material, they have
drawn many practical conclusions useful for current and potential leaders. There

\%
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are suggestions here for goal setting, for running meetings, for negotiating, for man-
aging conflict within groups, and for handling your own personal stress, to men-
tion just a few.

All leaders, no matter what their age and station, can find some useful tips here,
ranging over subjects such as body language, keeping a journal, and how to relax
under tension.

In several ways the authors have tried to help you, the reader, feel what it would
be like “to be in charge.” For example, they have posed quandaries such as the fol-
lowing: You are in a leadership position with a budget provided by an outside fund-
ing source. You believe strongly in, say, Topic A, and have taken a strong, visible
public stance on that topic. The head of your funding source takes you aside and
says, “We disagree with your stance on Topic A. Please tone down your public
statements, or we will have to take another look at your budget for next year.”

What would you do? Quit? Speak up and lose your budget? Tone down your
public statements and feel dishonest? There’s no easy answer, and it’s not an un-
usual situation for a leader to be in. Sooner or later, all leaders have to confront
just how much outside interference they will tolerate in order to be able to carry
out programs they believe in.

The authors emphasize the value of experience in leadership development, a
conclusion I thoroughly agree with. Virtually every leader who makes it to the top
of whatever pyramid he or she happens to be climbing does so by building on
earlier experiences. The successful leaders are those who learn from these earlier
experiences, by reflecting on and analyzing them to help solve larger future chal-
lenges. In this vein, let me make a suggestion. Actually, let me assign you some
homework. (I know, I know, this is a peculiar approach in a book foreword; but
stay with me—I have a point.)

Your Assignment: To gain some useful leadership experience, persuade eight
people to do some notable activity together for at least two hours that they would
not otherwise do without your intervention. Your only restriction is that you can-
not tell them why you are doing this.

It can be any eight people: friends, family, teammates, club members, neighbors,
students, working colleagues. It can be any activity, except that it should be some-
thing more substantial than watching television, eating, going to a movie, or just
sitting around talking. It could be a roller-skating party, an organized debate, a song-
fest, a long hike, a visit to a museum, or volunteer work such as picking up
litter or visiting a nursing home. If you will take it upon yourself to make something
happen in the world that would not have otherwise happened without you, you will
be engaging in an act of leadership with all of its attendant barriers, burdens, and
pleasures, and you will quickly learn the relevance of many of the topics that the
authors discuss in this book. If you try the eight-person-two-hour experience first
and read this book later, you will have a much better understanding of how compli-
cated an act of leadership can be. You will learn about the difficulties of developing
a vision (“Now that we are together, what are we going to do?”), of motivating oth-
ers, of setting agendas and timetables, of securing resources, of the need for follow-
through. You may even learn about “loneliness at the top.” However, if you are
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successful, you will also experience the thrill that comes from successful leadership.
One person can make a difference by enriching the lives of others, if only for a few
hours. And for all of the frustrations and complexities of leadership, the tingling
satisfaction that comes from success can become almost addictive. The capacity for
making things happen can become its own motivation. With an early success, even
if it is only with eight people for two hours, you may well be on your way to a leader-
ship future.

The authors believe that leadership development involves reflecting on one’s
own experiences. Reading this book in the context of your own leadership experi-
ence can aid in that process. Their book is comprehensive, scholarly, stimulating,
entertaining, and relevant for anyone who wishes to better understand the dynamics
of leadership, and to improve her or his own personal performance.

David P. Campbell
Psychologist/Author
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Perhaps by the time they are fortunate enough to have completed eight editions
of a textbook, it is a bit natural for authors to believe something like, “Well, now
we’ve got it just about right . . . there couldn’t be too many changes for the next
edition” (that is, this one). Of course, there are changes because this is a new
edition. Some of the changes are rather general and pervasive in nature while
others represent targeted changes in specific chapters of an otherwise successful
text. The more general and pervasive changes are those things one would expect
to find in the new edition of any textbook: the inclusion of recent research find-
ings across all chapters as well as extensive rework in the vast majority of
chapters of the very popular Highlights. The latter work involved the addition of
numerous new Highlights as well as the elimination of those that had become
dated and/or less central to the material in their respective chapters. Examples
of the new Highlights include bullying bosses, gender stereotyping, and possible
evolutionary roots to the pull toward greater organizational transparency. There
are also many new Profiles in Leadership covering leaders as diverse as
Sheikh Zayed, founder of the United Arab Emirates; Stan Lee, who was the
creative genius behind Marvel Comics; and Lin-Manuel Miranda, whose musical
Hamilton became a Broadway phenomenon.

The most significant structural change to the book involved changes to the
8th edition’s Chapter 9 (“Motivation, Satisfaction and Performance”). In order
to better address the extensive academic literature in those broad areas we di-
vided the material into two chapters. In this 9th edition, Chapter 9 is now titled
“Motivation, Performance and Effectiveness;” it includes the five motivational
theories from before along with a detailed description of the performance man-
agement cycle (planning, monitoring, and evaluating performance) as well as
common ways to measure team and organizational effectiveness. Chapter 10 is
a new chapter entitled “Satisfaction, Engagement, and Potential.” It includes sub-
stantially enhanced content on engagement as well as a detailed discussion on
potential, including readiness and succession planning. And while all the chap-
ters were revised in several ways, two other chapters saw relatively greater
change. Chapter 6 has substantially more content on the subject of emotional
intelligence as well as more extensive treatment of strength based leadership and
neuroleadership. Chapter 12 includes expanded treatment of organizational
culture types. And as noted above, all chapters include updates on relevant
research and changes in Highlights and Profiles in Leadership.

As always, we are indebted to the superb editorial staff at McGraw-Hill Educa-
tion including Laura Hurst Spell, associate portfolio manager; Rick Hecker, con-
tent project manager; and Tracy Jensen, freelance development editor. They all
have been wise, supportive, helpful, and pleasant partners in this process, and it
has been our good fortune to know and work with such a professional team. We are
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grateful for the scholarly and insightful perspectives of the following scholars who
provided helpful feedback on particular portions of the text:

Patricia Ann Castelli Gerald J Herbison

Lawrence Technological University The American College

Gary Corona Rajnandini Pillai

Florida State College at Jacksonville California State University San Marcos
Nathaniel Vargas Gallegos Benjamin Redekop

Chadron State College Christopher Newport University

Once again we dedicate this book to the leaders of the past from
whom we have learned, the leaders of today whose behaviors and
actions shape our ever-changing world, and the leaders of tomorrow
whom we hope will benefit from the lessons in this book as they
face the challenges of change and globalization in an increasingly

interconnected world.

Richard L. Hughes
Robert C. Ginnett
Gordon J. Curphy
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Part

Leadership
Is a Process,
Not a Position

Leader

Followers Leadership Situation

If any single idea is central to this book, it is that leadership is a process, not a position.
The entire first part of this book explores that idea. One is not a leader—except perhaps
in name only—merely because one holds a title or position. Leadership involves some-
thing happening as a result of the interaction between a leader and followers.

In Chapter 1 we define leadership and explore its relationship to concepts such
as management and followership, and we also introduce the interactional frame-
work. The interactional framework is based on the idea that leadership involves
complex interactions between the leader, the followers, and the situations they are
in. That framework provides the organizing principle for the rest of the book.
Chapter 2 looks at how we can become better leaders by profiting more fully from
our experiences, which is not to say that either the study or the practice of leader-
ship is simple. Part 1 concludes with a chapter focusing on basic leadership skills.
There also will be a corresponding skills chapter at the conclusion of each of the
other three parts in this book.



Chapter

Introduction

What Do We Mean
by Leadership?

It is old news now that in the last presidential election most of the country was dis-
mayed with the candidates of the two major political parties. “Can’t we do better
than this?” was a question on the minds of many millions of Americans. In fact,
howeyver, our collective dismay about the quality of our leaders is not limited to par-
ticular presidential candidates—it is pervasive. According to a poll by the Center for
Public Leadership at Harvard Kennedy School, 70 percent of Americans believe our
country is in desperate need of better leaders and faces national decline unless some-
thing changes.! And a 2013 Harris Poll showed that the percentage of people ex-
pressing even some confidence in governmental, corporate, and financial leadership
has plummeted from about 90 percent to 60 percent since 1996.> Yet we also some-
times see stories of extraordinary leadership by otherwise ordinary people.

In the spring of 1972, an airplane flew across the Andes mountains carrying its
crew and 40 passengers. Most of the passengers were members of an amateur
Uruguayan rugby team en route to a game in Chile. The plane never arrived. It
crashed in snow-covered mountains, breaking into several pieces on impact. The
main part of the fuselage slid like a toboggan down a steep valley, coming to rest in
waist-deep snow. Although a number of people died immediately or within a day of
the impact, the picture for the 28 survivors was not much better. The fuselage of-
fered little protection from the extreme cold, food supplies were scant, and a num-
ber of passengers had serious injuries from the crash. Over the next few days,
several surviving passengers became psychotic and several others died from their
injuries. The passengers who were relatively uninjured set out to do what they
could to improve their chances of survival.

Several worked on “weatherproofing” the wreckage; others found ways to get
water; and those with medical training took care of the injured. Although shaken
by the crash, the survivors initially were confident they would be found. These feel-
ings gradually gave way to despair as search and rescue teams failed to find the
wreckage. With the passing of several weeks and no sign of rescue in sight, the re-
maining passengers decided to mount expeditions to determine the best way to



Lives of great men all
remind us We can make
our lives sublime And,
departing, leave behind
us Footprints on the sands
of time.
Henry Wadsworth
Longfellow,
American poet
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escape. The most physically fit were chosen to go on the expeditions because the
thin mountain air and the deep snow made the trips difficult. The results of the
trips were both frustrating and demoralizing: The expedition members determined
they were in the middle of the Andes mountains, and walking out to find help was
believed to be impossible. Just when the survivors thought nothing worse could
possibly happen, an avalanche hit the wreckage and killed several more of them.

The remaining survivors concluded they would not be rescued, and their only
hope was for someone to leave the wreckage and find help. Three of the fittest pas-
sengers were chosen for the final expedition, and everyone else’s work was directed
toward improving the expedition’s chances of success. The three expedition mem-
bers were given more food and were exempted from routine survival activities; the
rest spent most of their energies securing supplies for the trip. Two months after
the plane crash, the expedition members set out on their final attempt to find help.
After hiking for 10 days through some of the most rugged terrain in the world, the
expedition stumbled across a group of Chilean peasants tending cattle. One of the
expedition members stated, “I come from a plane that fell in the mountains. I am
Uruguayan . . .” Eventually 14 other survivors were rescued.

When the full account of their survival became known, it was not without con-
troversy. It had required extreme and unsettling measures: The survivors had lived
only by eating the flesh of their deceased comrades. Nonetheless, their story is one
of the most moving survival dramas of all time, magnificently told by Piers Paul
Read in Alive.? It is a story of tragedy and courage, and it is a story of leadership.

Perhaps a story of survival in the Andes is so far removed from everyday experi-
ence that it does not seem to hold any relevant lessons about leadership for you
personally. But consider some of the basic issues the Andes survivors faced: ten-
sion between individual and group goals, dealing with the different needs and per-
sonalities of group members, and keeping hope alive in the face of adversity. These
issues are not so different from those facing many groups we’re a part of. We can
also look at the Andes experience for examples of the emergence of informal lead-
ers in groups. Before the flight, a young man named Parrado was awkward and shy,
a “second-stringer” both athletically and socially. Nonetheless, this unlikely hero
became the best loved and most respected among the survivors for his courage,
optimism, fairness, and emotional support. Persuasiveness in group decision mak-
ing also was an important part of leadership among the Andes survivors. During
the difficult discussions preceding the agonizing decision to survive on the flesh of
their deceased comrades, one of the rugby players made his reasoning clear: “I
know that if my dead body could help you stay alive, then I would want you to use
it. In fact, if I do die and you don’t eat me, then I'll come back from wherever I am
and give you a good kick in the ass.”

What Is Leadership?

The Andes story and the experiences of many other leaders we’ll introduce to you
in a series of profiles sprinkled throughout the chapters provide numerous exam-
ples of leadership. But just what is leadership? People who do research on
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The halls of fame are
open wide and they are
always full. Some go in
by the door called “push”
and some by the door
called “pull.”

Stanley Baldwin,

British prime

minister in the 1930s

Remember the difference
between a boss and a
leader: a boss says,
“Go!"™—a leader says,
“Let’s go!”

E. M. Kelly

leadership disagree more than you might think about what l