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Part Two: Focus on the Leader
2

⚫ Chapter Six: Leadership Attributes
⚪

“Watch your thoughts, for they become words. Watch your words,
for they become actions. Watch your actions, for they become habits.
Watch your habits, for they become character. Watch your character,
for it becomes destiny.” Anonymous.

Great Man Theory
3

⚫ Researchers once believed that leaders and followers were

fundamentally different, and questioned whether certain
personality traits, physical attributes, intelligence, or
personal values differentiated leaders from followers.
⚪

Ralph Stogdill came to two major conclusions:
Leaders were not qualitatively different from followers; many
followers were just as tall, smart, outgoing, and ambitious as the
people who were leading them.
Some characteristics, such as intelligence, initiative, stress
tolerance, responsibility, friendliness, and dominance, were
modestly related to leadership success.

Great Man Theory
In Other Words…
4

⚫ People who were smart, hardworking, conscientious,

friendly, or willing to take charge were often more
successful at building teams and influencing a group to
accomplish its goals than people who were less smart, lazy,
impulsive, grumpy, or not fond of giving orders.
⚪

Having “the right stuff” did not guarantee leadership success,
but it improved the odds of successfully influencing a group
toward the accomplishment of its goals.

What is Personality?
5

⚫ Personality is fairly ambiguous and has at least two quite

different meanings:

⚪

1. Refers to the impression a person makes on others.
Emphasizes a person’s public reputation and reflects a description,
as well as, an evaluation of the person in the eyes of others.
From the standpoint of leadership, this view of personality
addresses two distinct issues:
“What kind of leader or person is this?” and,
“Is this somebody I would like to work for or be assoc. with?”

⚪

2. Emphasizes the underlying, unseen structures and processes
inside a person that explain why we behave the way we do –
Why each person’s behavior tends to be relatively similar across
different situations, yet also different from another person’s behavior.

Trait Approach to Personality
6

⚫ Traits refer to recurring regularities or trends in a person’s

behavior, and the trait approach to personality maintains
that people behave as they do because of the strengths of
the traits they possess.
⚪

Although traits cannot be seen, they can be inferred from
consistent patterns of behavior and reliably measured by
personality inventories.
Personality traits are useful concepts for explaining why people act
fairly consistent from one situation to the next.

Trait Approach
7

⚫ The Trait Approach maintains that a leader’s behavior

reflects an interaction between his or her personality traits
and various situational factors.
⚪

Traits play a particularly important role in determining how people
behave in unfamiliar, ambiguous, or what we might call weak
situations. On the other hand, situations that are governed by clearly
specified rules, demands, or organizational policies – strong
situations – often minimize the effects traits have on behavior.

Trait Approach
8

⚫ Personality traits are more closely related to leadership

effectiveness in weak or ambiguous situations. And, given
the accelerated pace of change in most organizations today,
it is likely that leaders will face even more unfamiliar and
ambiguous situations in the future.
⚪

Therefore, personality traits may play an increasingly
important role in a leaders behavior.
And, if organizations can accurately identify the personality traits
of leadership and the individuals who possess them, they should be
able to do a better job of promoting the right people into
leadership positions, thus increasing the odds of success.

Five Factor or OCEAN Model of Personality
9

⚫ Research has shown that most of the trait-like terms people

use to describe others’ behavioral patterns can be reliably
categorized into five broad personality dimensions.
⚪

At its core, the Five Factor or OCEAN model of personality is a
categorization scheme. The five major dimensions include:
1.
2.
3.
4.
5.

Openness to Experience
Conscientiousness
Extraversion
Agreeableness
Neuroticism

OCEAN Model
Openness to Experience
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⚫ 1. Openness to Experience
⚪

⚪

Leaders higher in Openness to Experience tend to be
imaginative, broad-minded, and curious and are more
strategic, big picture thinkers; they seek new experiences
through travel, the arts, movies, sports, reading, going to new
restaurants, or learning about new cultures.
Research has shown that Openness to Experience is an
important component of leadership effectiveness and seems
particularly important at high organizational levels.

OCEAN Model
Conscientiousness
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⚫ 2. Conscientiousness
⚪

⚪

Conscientiousness concerns those behaviors related to people’s
approach to work. Leaders who score high tend to be planful,
organized, and earnest, take commitments seriously, and
rarely get into trouble.
Research shows that individuals with higher conscientiousness
scores are more likely to be effective leaders.
In many ways, conscientiousness may be more concerned with
management than leadership. People with higher scores are goal
oriented, planful, organized, and prefer structure; but they are also
risk averse, uncreative, somewhat boring, and dislike change.

OCEAN Model
Extraversion
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⚫ 3. Extraversion
⚪

⚪

Extraversion involves behaviors that are more likely to be
exhibited in group settings and generally concerned with
getting ahead in life. Such behavioral patterns often appear
when someone is trying to influence or control others.
Extraverts come across to others as outgoing, competitive,
decisive, outspoken, opinionated, and self-confident.
Because leaders’ decisiveness, competitiveness, and
self-confidence can affect their ability to successfully influence a
group, build a team, and get results, it is not surprising that
leaders often have higher extraversion scores than non-leaders.

OCEAN Model
Agreeableness
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⚫ 4. Agreeableness
⚪
⚪

Agreeableness essentially concerns one’s need for approval. Relates
to how one gets along with, as opposed to gets ahead of, others.
Individuals high in agreeableness come across to others as charming,
diplomatic, warm, empathetic, approachable, and optimistic.
Although people with high agreeableness trait scores are well liked
and tend to be better at building teams than those with lower
scores, they can struggle with getting results through others. This
is because people with higher scores believe relationships trump
performance and often have trouble making unpopular decisions
or dealing with conflict and performance issues, which can
negatively erode the effectiveness of their teams.

OCEAN Model
Neuroticism
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⚫ 5. Neuroticism
⚪
⚪

⚪

Neuroticism is concerned with how people react to stress,
change, failure, or personal criticism.
Those high in neuroticism tend to be passionate, intense,
thin-skinned, moody, and anxious and lose their tempers when
stressed or criticized.
Charismatic leaders have higher neuroticism scores.
Followers often mimic a leader’s emotions or behaviors under
periods of high stress, so leaders who are calm under pressure and
thick-skinned can often help a group stay on track and work
through difficult issues.
Unfortunately, the opposite is also true.

Five Factor or OCEAN Model
Implications
15

⚫ The Trait Approach and the Five Factor or OCEAN Model

of personality give leadership researchers and practitioners
several useful tools and insights.
⚪

⚪

They tell us why some leaders appear to be dominant versus
deferent, outspoken versus quiet, planful versus spontaneous,
warm versus cold, and so forth.
The behavioral manifestations of personality traits are often
exhibited automatically and without much conscious thought.
Although personality traits predispose us to act in certain ways, we
can nonetheless learn to modify our behaviors through experience,
feedback, and reflection.

Personality Traits
16

⚫ Personality traits are a key component of behavior and are

relatively difficult to change.
⚫ Personality traits tend to be stable over the years and the
behavioral manifestations of traits occur somewhat
automatically, thus it is important for leaders to have
insight into their personalities.
⚪
⚪

Research has shown personality to be an effective measure of
leadership potential.
Results of the OCEAN personality assessment are used for hiring new
leaders, for giving leaders developmental feedback about various
personality traits, and as a key component when promoting leaders.

Public Reputation
17

⚫ Knowing a person’s Public Reputation can help predict

their future behavior, so getting it right is critically
important.
⚪

⚪

One of the most common ways to learn about one’s reputation
is to talk to mutual friends. There is usually a lot more
agreement than disagreement when it comes to their
judgments of another’s public reputation.
Another way to do this is to research social media.
Profiles say a lot about public reputations.

Personality and Life
18

⚫ Organizations use personality testing as part of their

process for hiring leaders or in leadership development.
⚪

A comprehensive review of personality research reveals,
Personality Traits:
Predict overall managerial effectiveness, promotion rates, and
managerial level attainments.
Predict leader emergence and effectiveness.
Predict charismatic or transformational leadership.
Predict expatriate performance.
Predict career success.

Personality and Life
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⚫ Organizations use personality testing as part of their

process for hiring leaders or in leadership development.
⚪

A comprehensive review of personality research reveals,
Personality Traits:
Predict effort, persistence, creativity, and ability to help others.
Predict overall job performance across all job types.
Predict absenteeism and other counterproductive work behaviors.
Predict job and career satisfaction.
Predict mortality rates, divorce, alcohol and drug use, health
behaviors, and occupational attainment.
Predict teamwork and team performance.

Personality and Life
20

⚫ Organizations use personality testing as part of their

process for hiring leaders or in leadership development.
⚪

A comprehensive review of personality research reveals:
Personality tests can help organizations hire leaders who have the
potential to be effective and can help leaders hire followers who
are more likely to be successful.

Traits and Types
21

⚫ Traits are not the only way to describe stereotypical

behaviors. An alternative framework to describe the
differences in people’s day-to-day behavioral patterns is
through Types, or in terms of a Personality Typology.
⚪

⚪

Typologies tend to put people into discrete psychological
categories and emphasize the similarities among all people in
the same category regardless of actual score.
Furthermore, typologies tend to emphasize differences
between people of different types, such as between dominant
and submissive types, regardless of actual score.

Psychological Preferences as a Personality Typology
22

⚫ One popular personality typology involves psychological

preferences, or what we might call “mental habits.” Like
traits, our preferences play a role in the characteristic and
unique ways we behave from day to day.
⚪

According to Carl Jung, preferences influence our choice of
careers, ways of thinking, relationships, and work habits.

Myers-Briggs Type Indicator (MBTI)
23

⚫ Many people are unaware of the extent to which their

preferences shape their perceptions of reality.
⚪

According to Myers and Myers, there are four basic preference
dimensions in which people can differ:
1.
2.
3.
4.

⚪

Extraversion-Introversion
Sensing-Intuition
Thinking-Feeling
Judging-Perceiving

These four dimensions are bipolar, meaning that individuals
generally prefer being either.

Extroversion-Introversion
24

⚫ This dimension is fundamentally concerned with where

people get their energy.
⚪

Extraverts have a breadth of interests and a large circle of
acquaintances. They are energized by being around others.
Extraverted leaders are naturally gregarious and outgoing.
Their tendency to “think out loud” and speak whatever is on their mind
can sometimes get them into trouble.

⚪

Introverts are more comfortable being alone or with a few others.
They can interact effectively with others, but they are more reserved
and deliberate. They may come across as less approachable.
Introverted leaders prefer to think things through and announce only
final decisions, but followers may have a difficult time understanding
their process used to reach conclusions.

Sensing-Intuition
25

⚫ This dimension is concerned with how people look at data.
⚪

Leaders who prefer the sensing mode like facts and details;
the focus of information gathering concerns the real, the actual, the
literal, the specific, and the present.
Sensing leaders tend to be practical, orderly, and down-to-earth
decision makers.

⚪

By contrast, leaders who rely on their intuition look for the big
picture beyond particular facts and details; information is most
meaningful for its pattern, trend, figurative meaning, and future
possibilities.
Intuitive leaders tend to be innovative and conceptual
(though sometimes impractical) and are more comfortable with
their hunches and inspirations.

Thinking-Feeling
26

⚫ This dimension is concerned with the considerations

leaders prefer when making decisions.
⚪

Thinking leaders like to analyze, criticize, and approach decisions
impersonally and objectively. They use their heads to adopt a
relatively detached stance toward decisions and pay more attention
to operational, bottom-line considerations.

⚪

Feeling leaders naturally empathize and appreciate, and they prefer
to approach decisions personally and subjectively. They value
humaneness and social harmony and use their hearts to weigh the
impact of any decision on people.

Judging-Perceiving
27

⚫ This dimension describes the amount of information a leader

needs before feeling comfortable making a decision.
⚪

Judging leaders strive for closure; they like things settled and come across
as decisive, methodical, and organized.
Judgers get nervous before decisions get made and want to see the
minimal amount of information needed to make decisions.
Judging leaders can stay focused and make quick decisions.

⚪

Perceiving leaders like to keep their options open; they are curious,
spontaneous, and flexible.
Perceivers prefer to collect as much data as possible before making
decisions and get nervous after they are made because they may not feel
all the information was collected or analyzed correctly.
Perceiving leaders can be seen as having “analysis paralysis.”

Personality Traits and Preference Dimensions
28

⚫ As with personality traits, many leaders and followers

exhibit the behaviors associated with their preference
dimensions almost automatically.
⚪

However, it is important to note that people are not locked into
exhibiting only those behaviors associated with their preferences.
Leaders can and do exhibit behaviors associated with the opposite
side of any preference dimension, but it takes personal insight and
conscious energy and effort to do so.

Implications of Preferences and Types
29

⚫ Researchers maintain that no type is necessarily better than

others in terms of leadership effectiveness, and that each
type has unique strengths and potential weaknesses.
⚫ Research also indicates that types are not stable over time.
⚪

Knowledge of type should be a basis for appreciating the richness and
diversity of behavior and the capabilities in others and ourselves. It
is not, however, meant to be a system of categorization that
oversimplifies behavior.
Awareness of preferences can enhance leadership effectiveness.

Strengths-Based Leadership
30

⚫ The Strengths-Based Leadership approach is predicated on

three tenets, which are to:
1.
2.
3.

Get clarity about what a person is good at.
Find jobs or tasks that leverage each person’s strengths.
Minimize the time spent improving weaknesses, as this
negatively impacts overall effectiveness.
Leaders should have insight into their strengths, but the best
leaders are those who understand the implications of overusing
their strengths and who work on improving their weaknesses.

Intelligence and Leadership
31

⚫ Intelligence is a person’s all-around effectiveness in

activities directed by thought.
⚪

Research has shown that more intelligent leaders are faster learners;
make better assumptions, deductions, and inferences; are better at
creating a compelling vision and developing strategies to make their
vision a reality; can develop better solutions to problems; can see
more of the primary and secondary implications of their decisions;
and are quicker on their feet than leaders who are less intelligent.

Intelligence and Leadership
32

⚫ Like personality traits, however, intelligence alone is not

enough to guarantee leadership success.
⚪

Plenty of smart people make poor leaders – just as less
intelligent people are great leaders.
Nevertheless, many leadership activities seem to involve some
degree of decision-making and problem-solving ability, which
means a leader’s intelligence can affect the odds of leadership
success in many situation.

Triarchic Theory of Intelligence (TTI)
33

⚫ The Triarchic Theory of Intelligence offers some of the most

significant implications for leadership.
⚫ TTI focuses on what a leader does when solving complex
mental problems, such as how information is combined and
synthesized when solving problems, what assumptions and
errors are made, and the like.
⚪

According to this theory, there are three basic types of
intelligence: Analytic Intelligence, Practical Intelligence, and
Creative Intelligence.

Analytic Intelligence
34

⚫ Analytic Intelligence is general problem-solving ability and

can be assessed using standardized mental abilities tests.
⚪

Those who posses higher levels of this type of intelligence tend to be
quick learners, do well in school, see connections between issues, and
have the ability to make accurate deductions, assumptions, and
inferences with relatively unfamiliar information.
There is still much, however, that analytic intelligence does not
explain. Many people do well on standardized tests, but not in life.
And, some people do relatively poorly on standardized intelligence
tests, but develop ingenious solutions to practical problems.

Analytic Intelligence
35

⚫ Leadership effectiveness or emergence is positively

correlated with analytic intelligence.
⚪
⚪

Smart but inexperienced leaders are less effective in stressful
situations than less intelligent, experienced leaders.
Also, personality is more predictive of leadership emergence
and effectiveness than analytic intelligence.

Practical Intelligence
“Street Smarts”
36

⚫ People with street smarts know how to adapt to, shape, or

select new situations to get their needs met better than
people lacking street smarts.
⚪

Practical Intelligence involves knowing how things get done and how
to do them. For leaders, practical intelligence is important because it
involves knowing what to do and how to do it when confronted with a
particular leadership situation, such as dealing with a poorly
performing subordinate, resolving a problem with a customer, or
getting a team to work better together.
Practical Intelligence is much more concerned with knowledge and
experience than is analytic intelligence.

Creative Intelligence
37

⚫ Creative Intelligence is the ability to produce work that is

both novel and useful.
⚪

Using both criteria (novel and useful) as components of creative
intelligence helps to eliminate outlandish solutions to a potential
problem by ensuring that adopted solutions can be realistically
implemented or have some type of practical payoff.
Assessing creativity is no simple matter.
Creativity may wax and wane over time.

Creative Intelligence
38

⚫ A leaders should know that their primary role is not so

much to be creative themselves, but to build an
environment where others can be creative.
⚪

This is not to say that leaders should be uncreative, but rather
that most innovations have roots in ideas developed by people
closest to a problem or opportunity (that is, the workers).
Leaders can boost creativity by selecting creative employees and
providing opportunities for others to develop their creativity.
Also, through broader interventions like making sure the
motivation and incentives for others are conducive to creativity
and providing some guidance or vision about what the creative
product or output should look like.

Creative Intelligence
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⚫ Research has shown that people tend to generate more

creative solutions when they are told to focus on their
intrinsic motivation for doing so – the pleasure of solving
the task itself – rather than focusing on the extrinsic
motivation – public recognition or pay.
⚪

When they need to foster creativity, leaders may find it more effective
to select followers who truly enjoy working on the task at hand rather
than relying on rewards to foster creativity.
Creativity can be hindered if people believe their ideas will be evaluated.

Single vs. Double-Loop Learning
40

⚫ Leaders are good at Single-Loop Learning, that is,

reviewing data and facts and identifying the underlying root
causes from the information gathered.
⚫ Leaders are not good at Double-Loop Learning, that is,
determining what they as leaders need to do differently to
avoid problems in the future.
⚪

The primary reason why many leaders are not good at double-loop
learning is because most have not experienced real failure.
Thus, many leaders react to failure by laying the blame on
circumstances or other people.
Intelligence alone will not help people learn from experiences –
reflection plays a key role in learning and adaptation.

Intelligence and Stress
41

⚫ Stress plays a key role in determining how a leader’s

intelligence affects his or her effectiveness.
⚪

Fiedler and Garcia developed the Cognitive Resource Theory
(CRT) to explain the interesting relationships between leader
intelligence and experience levels, and group performance in
stressful vs. non-stressful conditions.
Because experienced leaders have a greater repertoire of behaviors
to fall back on, leaders with greater experience but lower
intelligence are believed to have higher performing groups under
conditions of high stress.
However, because experience leads to habitual behavioral
patterns, leaders with high levels of experience tend to misapply
old solutions to problems when creative solutions are needed.

Intelligence and Stress
42

⚫ CRT has several important implications for leaders.
⚪

⚪

The best leaders may be smart and experienced. It is equally
important for leaders to broaden both their leadership knowledge
and experience in order to succeed in high stress situations.
The level of stress inherent in the leadership position needs to be
understood before selecting leaders.
Those filling high-stress leadership positions can either look for
experienced leaders or reduce the stress in the situation.
Another alternative is to hire more intelligent leaders and put
them through stress management training.

Emotional Intelligence
43
⚫ Dan Coleman argues that success in life is based more on non-cognitive

abilities (Emotional Intelligence) than on one’s analytic intelligence or IQ.
⚪

Emotional Intelligence consists of:
Self Awareness
Emotional Awareness, Accurate Self-Assessment, Self-Confidence
Self-Regulation
Self-Control, Trustworthiness, Conscientiousness, Adaptability, Innovation
Motivation
Achievement, Commitment, Initiative, Optimism
Empathy
Understanding/Developing Others, Service, Diversity, Political Awareness
Social Skills
Influence, Communication, Conflict Management, Leadership, Change
Catalyst, Building Bonds, Collaboration, Cooperation, Team Capabilities

Emotional Intelligence
44

⚫ Human emotions are important aspects of one-on-one

interactions and teamwork, but too many leaders and
researchers have chosen to ignore the role they play.
⚪

When recognized and leveraged properly, emotions can be the
motivational fuel that helps individuals and groups to accomplish
their goals. When ignored or discounted, emotions can significantly
impede a leader’s ability to build teams or influence a group.
Leaders who can empathize and get along with others are often
more successful than those who cannot.

Emotional Intelligence
45

⚫ Most MBA programs focus more on cognitive abilities and

developing financial skills than on those abilities needed to
successfully build teams and get results through others.
⚪

An ability-based EQ training program would focus on improving
participants’ ability to accurately perceive one’s own and others’
emotions, generate emotions to facilitate thought and action,
accurately understand the causes of emotions and the meanings they
convey, and regulate one’s own emotions.

Questions
46

⚫ Think of all the ineffective leaders you have ever worked or

played for. What attributes did they have, or lack, that
caused them to be ineffective?
⚫ Individuals may well be attracted to, selected for, or

successful in leadership roles early in their lives and careers
based on their analytic intelligence. But what happens over
time and with experience?
⚪

Do you think wisdom, for example, is just another word for
intelligence, or is it something else?
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