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1. Suggest some personal traits that you believe would be useful to a business leader. Are these traits more valuable in some situations than in others? How do you think traits differ from strengths?
This question is designed to stimulate discussion, and there is no single correct answer. The point of the question is to help you relate leader traits to specific situations. For example, you may mention effective communication or good relationship skills as being valuable traits for a leader. Upon reflection, they may realise that these traits may not be as useful with difficult, immature employees who do not wish to cooperate. 
Traits are the distinguishing personal characteristics of a leader such as intelligence, values and appearance. Generally, research has found only a weak relationship between personal traits and leader success. In addition to personality traits, physical, social and work-related characteristics have been studied. The appropriateness of a trait or set of traits depends on the leadership situation. Further studies have expanded the understanding of leadership beyond the personal traits of the individual to focus on the dynamics of the relationship between leaders and followers. 
Rather than just understanding their traits, the best leaders recognise and hone their strengths. Strengths are natural talents and abilities that have been supported and reinforced with learned knowledge and skills and that provide each individual with his or her best tools for accomplishment and satisfaction. Every manager has a limited capacity; those who become good leaders are the ones who tap into their key strengths that can make a difference. 
2. 	To what extent do you think good leadership skills can be learned and developed, as against being inherent traits that we are born with?
Traits are distinguishing personal characteristics, such as intelligence, self-confidence, energy and independence. Genetics can provide disposition toward being able to develop some of these traits (some of which can be useful in leadership), but most contemporary research indicates that learning and development is able to accentuate, or diminish or adapt any of the genetic dispositions. The plasticity of the brain and our ability to learn new things normally outweighs the genetic factors. Therefore, leadership can be learned. In fact, due to the situational variances it seems leadership should be learned continuously by every leader to ensure contingencies are taken into account. One example is transformational leadership. The text explains that studies show transformational leadership has a positive impact on follower development and follower performance. Moreover, transformational leadership skills can be learned, and are not ingrained personality characteristics. 
3. What skills and abilities does a manager need to lead effectively in a virtual environment? Do you believe a leader with a consideration style or an initiating-structure style would be more successful as a virtual leader? Explain your answer. 
Virtual communication, without ever meeting face-to-face, brings great challenges to a leader in trying to balance structure and accountability with flexibility. For example, an authoritarian style, which requires close control and supervision, would not be suitable. Effective e-leaders have to establish clear goals and timelines and be explicit about their expectations of employees in relation to communication and coordination. E-leaders need to ensure that all staff are kept informed and involved with each other as well as the organisation. 
Consideration and initiating structure are independent of each other. ‘High-high’ is not always the more appropriate, but in a virtual environment successful leaders tend to be open-minded and flexible, focus on solutions rather than problems and have superb ‘soft’ skills (communication, coaching, relationship building). 
4	How can a new manager learn to become an effective leader, even early in their career?
The best leaders recognise and hone their strengths. Strengths are natural talents and abilities that have been supported and reinforced with learned knowledge and skills and provide each individual with his or her best tools for accomplishment and satisfaction. Every manager has limited capacity; those who become good leaders are the ones who tap into their key strengths that can make a difference. The Australian Manager Profile includes some useful ideas to learn about effective leaders:
•	Structure – They provide structure and clarity for their teams through routines, structured thinking and simple processes, so the team can get on with doing their job without distraction.
•	Communication – They communicate in a structured way, but most importantly, they do it often. In fact, they over communicate, in different ways, to ensure everyone understands.
•	Action orientation – They act, and they act immediately. This is just as important for small things, as it displays to the team what the expectation is, and that the leader also holds themselves to account.
•	Genuine empathy – This is the most difficult one to improve as a leader has to have a genuine care for others, and want their team members to be their best as individuals, but also as a collective. 
Ethical challenge
Who is volunteering?
1. Question: Tell Carolyn Campbell that employee volunteerism is important to the company and that while her performance evaluation will not be affected by her decision, she should consider helping Hayes because it is an opportunity to help a worthy community project.
Suggested Answer: Although this is probably good advice for Carolyn Campbell, it does not deal with the issue of whether it was appropriate for Darius Hayes to imply to his subordinate that failure to help with the after-school project could negatively impact her performance appraisal.
2. Question: Tell Darius Hayes that the employee volunteer program is just that: a volunteer program. Even though the company sees volunteerism as an important piece of its campaign to repair its tarnished image, employees must be free to choose whether to volunteer. Hayes should not ask for the help of his direct employees with the after-school program.
Suggested Answer: This is probably the best course of action. As far as we know, Hayes has not done anything like this previously. Still, the situation cannot be ignored; Hayes must be told in no uncertain terms that coercing subordinates, or even appearing to coerce subordinates, is unacceptable.
3. Question: Discipline Darius Hayes for coercing his subordinates to spend their own time on his volunteer work at the community after-school program. This action will send a signal that coercing employees is a clear violation of leadership authority.
Suggested Answer: This approach may be a little too harsh. There is no indication that Hayes has engaged in this sort of activity previously, or that anyone else is coercing subordinates in a similar manner. There is no need to send such a signal.


Case for critical analysis
DGL International
1	What leadership style did John Terrill use? What do you think was his primary source of power?
You are encouraged to describe Terrill’s leadership style using a variety of theoretical frameworks. 
You should also provide evidence from the case study to support their opinions.

	Terrill’s style is high in people orientation. He shows genuine concern for the staff in his division, seeks their advice and listens to their opinions, and has taken steps to build a strong, highly focused team. Terrill’s leadership style could variously be described as:
•	democratic
•	high in consideration (Ohio State studies)
•	team management (Blake and McCanse’s Leadership Grid)
•	relationship-oriented (Fielder’s contingency theory)
•	participating (Hersey and Blanchard’s situational theory)
•	supportive and participative (path–goal theory).
	Although initially Terrill’s power is legitimate from his position as technical services manager, his primary source of power is referent. Terrill’s staff respect and admire him both for his empathy for their situation and his successful efforts to dramatically illustrate and improve the problem with excessive paperwork.
2	Based on the Hersey–Blanchard theory, described on page 630 of this chapter, should Terrill have been less participative? Should he have initiated more task structure for the engineers? Explain.
Hersey and Blanchard’s situational theory is a contingency approach to leadership that links the leader’s behavioural style with the task readiness of employees.
	Terrill seeks the views of his technical services staff regarding the cause of the division’s poor productivity. After discussing the situation, Terrill identifies the immediate problem and decreases the number of required reports, thereby increasing the efficient use of time per employee. This reflects Terrill’s participating leadership style – a style that tends to be low in task behaviour and high in relationship behaviour. Terrill consults with his staff, encourages their suggestions and considers their opinions in his decision making. According to the Hersey–Blanchard model, participating is the appropriate leadership style for staff whose readiness level is moderate–high and who are categorised as ‘able but unwilling or insecure’. The technical services engineers are certainly able – they have the skills, knowledge and experience required to do their jobs. However, their willingness and motivation to do their jobs has been negatively impacted by the amount of paperwork required of them. This indicates that Terrill’s participating style is appropriate in these circumstances. There was no need for Terrill to initiate more task structure for the engineers. A high degree of task behaviour or leader guidance is appropriate for staff who are categorised as ‘unable’ – that is, without the skills, knowledge and experience to do the job required of them.
3	What leadership approach would you have taken in this situation?
You should support your opinions with sound arguments. You are encouraged to discuss whether a participating leadership style will continue to be appropriate under the changed circumstances. Would it be reasonable to assume that engineers’ ‘follower readiness’ will change?
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