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ABSTRACT
Markos Dimitropoulos

Student No 20063482

Today the companies’ growth comes through projéctand of project is the
launching of a new brand in the market. During pineject implementation, many
problems or difficulties take place which could make project to lose its direction.
The project manager who is responsible for thegubhas to develop his leadership
skills keeping it, on track. These skills concém influence of project manager to the
stakeholders. Lack of leadership sets the branéldpment in danger and the
company in economic troubles. During this thedements like the leader
competencies, the leadership style and brand probhill be identified and the

results will be reported.
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1. INTRODUCTION

1.1. Nature of study

Today, the world economy is growing through prggedthe globalization
because of the technology improvement brought aflohanges to the economic
environment and the global growth. The basic tooltliis growth is the projects
development. All the companies try to expand thetivities through projects
implementation. The kind of projects could be mang different. Project could be
the construction of a mall, the clinical resear@whd new medicine, the problems
resolution of an earthquake or the launching oéwa brand in the market. In all the
cases, the development procedure remains the Jérmenain characteristics of the
procedure are the change and the targets oriemtdiee unsafety, the ambiguity and
the workforce changes are the basic elements @rhigonment in which the projects
are developed.

A kind of project is the launching of a new brandhe market. It's sure that a
lot of brands are launched every year. A branddtarnget to an international market
(for example Asia through China, India and Thaijamdto a local market (for
example Greece). The brand development concernsidge of the company and not
only a product launching. Through the name of atbra lot of products could be
launched.

The responsibility for the project success beldngse project manager who
has to develop the appropriate actions for thestargccomplishment. But during the
brand development, a lot of problems could happehnaake the project inefficient
and lose its direction. As a result the projectiddail and the company could
experience economic problems and lose its reputati@r this specific case, project

manager has to use many of his skills. The skiléaflership is the most important.
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The main characteristic of leadership skilldis influence of others. The
elements which compose this skill will be analydeding this thesis. Also, the
necessity of project leadership and its impachéolrand launching success will be

shown.

1.2. Needs assessment

The results of this study could be useful for thagjgrt manager, the project
team and the whole company. During the projectlmfaad launching, the expected
benefits are the following:

for the project manager

The project manager could improve his abilitieslexd project experience,
develop his leadership style, train himself tophablems solving, be change
receptive and take quick decisions. All these benebuld give to the project
manager the appropriate advantage for future pjec

for the project team

The members of the project team could learn to wotlectively, respect the
others colleagues, leave egoisms out of work, lex@erience for future projects, be
oriented to the results, train themselves to bé¢ toothe work pressure, be open
minded and change receptive. The previous elentantgive to the project team
members the know-how for future projects and udefidons for their life.

for the whole company

Because of the specific project, the whole compaowd improve its culture,
change the administrative procedures, developrtiayees’ abilities, expand its
activities and improve its income. These benebisia influence the future growth of

the company and the development of its employees


http://www.in.gr/dictionary/lookup.asp?Word=colleague
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1.3. Purpose of study
The purpose of this study is to identify the fuller of project manager as leader
and the importance of leadership during the spepiject of brand launching. In
this way, the thesis will research elements aldoeiptoject leadership and problems
or other parameters which are related to the bdawvelopment. Elements which will

be analyzed are:

Competencies of project manager as leader

Leadership style

Problems of brand development

Solutions through the leadership concept

1.4. Significance to the workplace

It's sure that leadership plays a vital role to tbenpany growth. Because of
the technology improvement and the changes indbramic environment, the
human resources and their management are the mipsttant piece of the company
today. Leadership which serves the managementrofhuesources can give
directions and solutions. In this way, leadersen@vuse their competencies and their
experience, aiming to manage the workforce effettitowards the organization
goals. In the next paragraphs, the elements wiifebtahe leadership concept will be

analyzed indicating its significance.

1.5. Relation to the program of study
The PM 506 course (Managing Projects with PeopteTa@ams) presented the

skills of a project manager as a leader and higslut the project process.



15

The PM 503 course (Project Communication Managenpeasented the
communication procedure and the significance afdeship in developing it.

The PM 502 course (Leadership Principles for Ptdyjsnagers) presented
the development of leadership, including the denishaking and the different styles

of it.

2. PROBLEM STATEMENT
2.1. Problem statement
Many times, during the launching of a new branthenmarket, the lack of

project leadership makes the project lose its tdorc

2.2. Rationale

The launching of a new brand in the market is gggtavhich contains many
activities and phases. During the project lifetittne project manager has a lot of
duties. The main duty is to lead the project irdain direction which can give the
expected results.

As Jack Welch (former CEO of General Electric) sdifihe genuine leader is
someone who can express a vision and then getgeopérry it out”. Many times
the leader forgets his role and spends his tintasks which are assigned to the
project members or actions which are out of hipaasibilities. Also during the
execution of the project, the situations make #aglér change his priorities and select
solutions which are not appropriate or out of thgexrt scope. In addition, in
uncertain or over-worked situations, the projectnibers are confused about their
responsibilities and the leader has difficultieargy direction and empowering them,

because he is confused and exhausted with theloadkoo.


http://www.1000ventures.com/business_guide/mgmt_new-model_25lessons-welch.html
http://www.1000ventures.com/business_guide/mgmt_new-model_25lessons-welch.html
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Sometimes, the leader doesn’t give the appropait¢ation to his team. He
forgets to enforce the team spirit, to set obj@digr to encourage in a difficult
situation. It's essential for a project leader noake the team members feel and
believe that they play a vital part in the sucdesdailure) of the team” (Richard
Hodgetts, 1968).

All the above are samples of conditions that cakentae project leader lose
control and lead the project in a wrong directidhis lack of leadership can lead the
project to failure, can cause the employees tojmse and become full of doubts

about their capacities, and can put the compauainger.

2.3. Hypothesis/objectives
When launching a new brand, defining and agreairigd specific roles and
responsibilities, the project manager has to kegmgect on track, and avoid

obstacles or risks due to lack of clarity and digecin project leadership

3.LITERATURE REVIEW

3.1. Overview

The review of literature for this dissertation eskd on findings from many
books and internet sites. Some books were the matarial for many courses of this
graduated program and some others not. The masteept was the findings
collection about definitions like project managemézadership and brand
development. Additionally to this material, there anany elements about trends of

the new era.
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3.2. Project management procedures

Today the companies’ growth comes through projédisse projects make
things happen and change the current situationse!@ly, project is a temporary
endeavor undertaken to create a unique produeiceasr result (PMBOK, 2004).

3.2.1. Definition

In addition to the previous paragraph, today thetbe need about the
management of projects. According to this logioj@ect management is the
application of knowledge, skills, tools and teclu@g to project activities, to meet the
project requirements (PMBOK, 2004).

3.2.2. Project management development

The projects have some special characteristicsordlony to Kerzner (2006) the
projects:

¢ have a specific objective to be completed withirtaie specifications

e have defined start and end dates

e have funding limits

e consume human and nonhuman resources (i.e. moeaplep equipment)

e are multifunctional (i.e. cut across several fumadil lines)

The project management has to notice the spe@ids of a project and
accomplish duties according to these needs. Gépénalproject management has to
be developed in an environment with three condsatime, cost, performance
(Kerzner, 2006). At the following figure (Lewis, @0) we can see a pictorial

presentation for the constraints of project managgm



TIME

SCOPE

COST

PERFORMANCE

Figure 1: The constraints of project management
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The other crucial point for the project managenmemiementation is the

understanding of projects lifecycle. At the follogitable (Lewis, 2000) the phases of

a project are shown.

Phase 1 Phase 2 Phase 3 Phase 3 Phase 4
CONCEPT DEFINITION PLANNING EXECUTION | CLOSEOUT
-Marketing -Define problem | -Develop -Do all work -Final Reports
Input -Develop vision | strategy -Monitor -Lessons-
-Survey of -Write Mission -Planning progress Learned
Competition | Statement implementation | -Corrective -Review

-Risk action

management

Table 1: The phases of a project

At the phase 1 there are the initial ideas abaistibject of a project and the

first researches about its necessity. At the pBatiee goals are defined and the

mission of the project is approved. At the phasthefplanning, the project plan is
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built and all the parties approve it. The projdeinpconsists of a lot of sub plans like
the risk management plan, the quality plan or #s®urce plan. At the phase of
execution the project plan is in action. Duringsthhase the project team monitors the
project works and try to correct any faults. At giease of closeout, the project team
gives the final result of the project to the custorfinternal or external) and keeps

records about the lessons learned for future pisajec

3.3. Project leadership

After the assignment from the company about thgeptpthe man who is
responsible for the accomplishment of project & gethe project manager. “The
project manager must effectively and comfortablyammany different “hats” or
roles, when leading a project” (Flannes & LevinQ2)) Because of the different
phases, the situations and the difficulties, tloggat manager has to play 4 roles.
According to Flannes & Levin (2001) the roles are:

e |eader
The key behaviors of leader are the articulatioprofect vision, the motivation of
team members towards the vision and the team reqasN to the stakeholders

e manager
The key behaviors of manager are the creation efatjpns structure, the track
compliance with performance, cost and time andeperts to the stakeholders

o facilitator
The key behaviors of facilitator are the clear camioation, the resolution of
conflicts, the empowerment of team members to &t wolition and confidence and

the obtainment of the needed project resources.
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e Mentor
The key behaviors of mentor are the modeling oirddgeam, the help of team
members for problem solving and career pathingthednterest of team members’
personal development.
The acting of every role depends on the projectaganchoice about the
project phase and the situations. In this dissertdhe role of project manager as
leader will be developed.

3.3.1. Definition

“Leadership is a process whereby an individuauifices a group of
individuals to achieve a common goal” (Northous8.P2004). According to this
logic we can define that the project manager toegevelop his skills about the vision
and the direction of the project which must be camitated effectively to the
stakeholders.

3.3.2. Leader characteristics, competencies, séilld profile

According to Einsiedel (1987) the characteristicaroeffective project leader are:
v’ credibility
Credibility refers to a combination of the managexkpertise and trustworthiness in
the eyes of the project stakeholders. It's suretti@project manager who has a
reputation for successfully management of similajgrts would be taken more
seriously than one who has not managed similaept®j
v’ creative problem solver
The project manager must have the skills to idesyinptoms, analyze the problem
and give quick and creative solutions. Many tintks, kind of decision making,
requires solutions out of the procedures

v’ tolerance for ambiguity
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Because one of the main characteristics of a prigebe ambiguity, the project
manager must be ready to accept it. The experi@nd¢he maturity can give a sense
of tolerance
v’ flexible management style
The project manager must adjust his managemeiet tetyhe situation. For example a
certain style must exist at the phase of plannungdifferent when a conflicts sense
exists at the phase of execution
v’ effective communication skills
The effective project manager must receive, devalaptransmit complex messages
during the communication procedure with the stalddrs. The communication is
one of the essential and crucial elements of thgepr
In 1998 Peter R. Scholtes described the compe&siociproject manager.
According to his theory the “new competencies”e#ders are:
v The ability to think in terms of systems and knogvhirow to lead systems
v' The ability to understand the variability of workplanning and problem
solving
v" Understanding how we learn, develop and improadileg true learning and
improvement
v' Understanding people and why they behave as they do
v' Understanding the interaction and interdependerteden systems,
variability, learning and human behavior; knowirgpheach affects the others
v Giving vision, meaning, direction and focus to tiiganization
These competencies will be used at the sectioasnfits where they will be analyzed.
In addition to the previous competencies, the gtajganager must develop the

following skills (Posner B. Z., 1987):
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v' Communication skills

v" Organizing skills

v Leadership skills

v" Team building skills

v Coping skills

v" Technological skills
The list of the skills will be used at the sectadrresults and will be analyzed.

Keeping in mind the previous competencies andsslstbmeone could try to
compose his profile. Joseph White (2006) beliefias the leadership profile can be
represented in a pyramid where the characterigteslivided in 4 dimensions. These
dimensions are:

v great leader requirements
This dimension concerns the ability to be hard swftiand the instincts and the
experience to know what each situation requires.

v' reptilian requirements
These requirements refer to the leader abilityet@agpgressive, analytical and
competitive

v' mammalian requirements
These requirements refer to the ability of beinguming, cooperative,
accommodating and teaching

v' foundation requirements
This dimension concerns the desire of the leadbeteesponsible and be in charge.

All the dimensions are shown on the following figur
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Figure 2: The dimensions of leadership profile

3.3.3. Leader style

During the implementation of a project, the mandges to react in many ways.
These ways can be mentioned as leadership stylesnain leadership styles (Slevin
D. P. & Pinto J. K., 1991) are the following:

= Autocrat
In this case the project manager takes all thesaets without the participation or the
opinions of other project members. He uses littlaminformation and he takes the

responsibility for everything
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= Consultative autocrat
This kind of leader takes information from the tea@mbers but he doesn’t give any
authority to them about opinions or decisions. ldegds the decision-making authority
for himself

= Consensus autocrat
There are leaders who give the chance to the teambers to express their opinions.
They create environment of dialogue and permitudisons between the team
members. After that, they allow and encourageehentmembers to take decisions
according to the results of the dialogue

= Shareholder manager
In this case, the leader allows to the team mentbdeke decisions without or with a
little sense of control. The team has the authdaitythe final decisions.

3.3.4. Situational approach

It's sure that the decisions of a leader depentherconditions or the situation
of a project. This approach namsthational approacho leadership and asserts that
the best way to manage or supervise, depends antinment in which a manager
functions (DiMarco, Goodson, Houser, 1989).

According to the concept of situational leadersRigul Hersey in 1985 developed
the Expanded Situational Leadership Moddkrsey, declares that the leadership
decision styles are four:

= Leader-made decision

= Leader-made decision with dialogue and/or explanati

= Leader and Follower-made decision or Follower-maesion with

encouragement from leader

=  Follower-made decision
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The theory of Hersey will be used at the sectiorestilts and will be analyzed
through the parameters of the decisions

3.3.5. Leadership effectiveness through compartyreul

Many researchers believe that the leadership sytdluenced from the
culture of the company. Elmes and Wilemon (1988gke that “the awareness of
culture helps project managers "read” as well agék” the language of the
surrounding culture. This communication skill helpem develop plans, strategies
and visions that are more likely to be understawdi @ccepted”.

Smirchich and Stubbart (1985) define culture as ‘thgree to which a set of
people share many beliefs, values and assumptiahgmncourage them to make
mutually reinforcing interpretations of their owatsand the acts of others”. In this
way, the result is that if project managers un@gsiand adjust their actions to the
company culture, they could avoid obstacles orladafwhich are based on the
misunderstandings.

3.3.6. Leadership ethics

According to Northouse (2004), “ethics is conegrmith the virtuousness of
the project leaders and their motives. Ethical th@oovides a system of rules or
principles that guide the leader to take decisabwut what is “wrong or right” and
“good” or “bad” in a particular situation”. Genelsglethics has to do with what
leaders do and who leaders are.

Northouse supported that the ethical leadershigédain principles which are
based on Aristotle’s world view. According to thgsenciples, Ethical Leaders:

= respect others
The leader must give sense to others ideas and #ilem to express their desires.

=  serve others
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This principle is based on the thought that theoastof leader must give benefits to
the others (followers).

= arejust
This principle satisfies the human need for justidee actions of leader must be fair,
without preferences to any member of the team.

= are honest
The leader must tell the truth. If the oppositestsgia lot of misunderstandings and
antipathies will be created between the team mesntrethe followers

= build community
The actions of leader must give sense to the congnah The common goal has a
large meaning which gives benefits to the team neeslthe whole company and the
society.

3.3.7. Leadership development and actions

Michael Maccoby (2007) believes that the basicéestip is contained in the
philosophy of 4 Ps: Purpose, Process, People askRuation. Maccoby applied this
philosophy during leadership training procedures,He believes that it can be
expanded for all leadership shapes.

The 4 Ps philosophy contains the following elements
Purpose
Leaders often get stuck in a web of misunderstandbout the purpose of a project.
To gain motivated collaborators, leaders must aldte a clear and meaningful
business purpose.

Process
Processes are leadership instruments. To use tlediniaaders need systems thinking

to understand how these processes interact and $erwrganization purpose.
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People

If someone wants to select leaders, he has toftwdkese qualities, but above all to
find people who respond to real needs and havevative ideas. In other words,
someone has to select people who want to leachéocammon good, not those who
just hunger for personal power.

Presentation

Leadership involves communication. When a leadscmlaes purpose or takes a
position, he doesn’t only communicate words bualse communicates himself. In
this way, emotions, attitudes and body languagesegrmore than words about

honesty, conviction, feelings to the people a leadmt to lead.

3.4. Brand devel opment concept

Every company wants to expand its activities anch&ximize its profits. One
of the tools for this goal is the development ofeav brand in the market. The ways
and the procedure of implementation are partsebtisiness strategy.

3.4.1. Definition

American Marketing Association define®endas “a name, term, sign,
symbol or design, or a combination of them, intehtieidentify the goods or services
of one seller or group of sellers and to differatgithem from those of competition”.

In addition to the previous definitionbfandingis the endowment of product
and services with the power of brand” (Koetler PKéller K.L., 2006). “Branding
isn’t just about marketing. A company’s brand is fum of all that experiences

customers have with that company”’(LePla F.J. & B&V. & Parker L.M., 2003)
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3.4.2. Brand benefits

According to Brad VanAuken (2003), the strong bsaddliver the following

benefits to organizations:

Increased revenues and market shares

Decreased price sensitivity

Increased customer loyalty

Additional leverage with retailers (for manufactuse

Increased profitability

Increased stock price and shareholder value

Increased clarity of vision

Increased ability to mobilize an organization’s plecand focus its activities
Increased ability to expand into new product andise categories
Increased ability to attract and retain high qyadinployees

3.4.3. Brand equity

“Brand equity is the added value endowed to praslant services”( Koetler

P. & Keller K.L., 2006). Brand equity indicates tivay customers think, feel or act

against the brand. It's a kind of relationship bstw the brand (and its owner

company) and the customers. “Successful brandsecnezalth by attracting and

retaining customers. When a company creates thesdf customer preference and

loyalty, it can build a strong market share, mamgood price levels and generate

strong cash flows. This in turn drives up the shmaree and provides the basis for

future growth”(Doyle, 2002).

The brand equity could be shown through the foltmypyramid (LePla F.J. &

Davis S.V. & Parker L.M., 2003).



\

I'm committed

I’'m loyal

| prefer

I'm aware

Figure 3: The pyramid of brand equity

3.4.4. Brand customer experience

When a brand is launched in the market, the cus®meerience its

characteristics. The procedure of this experiesicdown to the following figure

(LePla F.J. & Davis S.V. & Parker L.M., 2003).

BRAND PROMISE

COMPANY ACTIVITIES

29

CUSTOMER EXPERIENCE

Figure 4: The procedure of customer experience

According to the figure, the company has to créagepromise of certain benefits

which will be obtained if the customers (of thegitrmarket) purchase the products

or services of the brand. After this, the compaay to communicate the promise to

the customers through the appropriate actionshénext stage the customers
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experience the benefits of the brand and decitteiproducts (or services) of the
brand satisfy their desires.

3.4.5. Brand Management Process

The strategic brand management process contairepdg @oetler P. & Keller
K.L., 2006):

e |dentifying and establishing brand positioning
During this step the project team has to resedremarket, find the competition and
set the share-goal of the market

e Planning and implementing brand marketing
One of the important points of the procedure ismiagketing perception. At this
phase the project team has to set objectives vel@e analyses, to plan actions, to
make financial estimations.

e Measuring and interpreting brand performance
During this phase the project team has to setbfectives and the measures on the
thought how the brand meet the customers needs

e Growing and sustaining brand value
The project team has to implement the plans ard ttee actions which develop the
brand

3.4.6. Brand equity measurement

It's very important for the company to measureubkime of the brand equity
in the market. This measurement procedure namechb@arking which “is the
process of measuring certain aspects of the bthad,comparing those same ones
into the future” (LePla F.J. & Davis S.V. & ParkeM., 2003).

According to LePla, Davis & Parker(2003) therterdenchmarking has

three kind of measurements:
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e Theinternal measurement which counts how the company empldieethe
new brand

e Theexternalmeasurement which counts the level of customensinitment
about the new brand

e Thebrand ROI(Return On Investment) measurement which coumts th
connection between the brand equity expenses anetenues.

3.4.7. Brand extension

Many times a company uses an established bramdromluce a new product. This
is the brand extension (Koetler P. & Keller K.LQ®). The benefits from this kind of
brand development (Brad VanAuken, 2003) are tHewiahg:

e Helps to clarify and broaden brand meanings to woess

¢ Reinforces and builds upon key brand associations

e Extends the brand’s reach and relevance to newiowers

e Creates brand “news”/"buzz”

e Lays the groundwork for future extensions

3.4.8. Global branding

Global branding describes the efforts of a comgargxpand its products and
services to the world community. The benefits fos kind of efforts are the
following (Brad VanAuken, 2003):

e Economies of scale (production and distribution)

e Lower marketing costs

e Laying the groundwork for future extensions worldei

e Maintaining consistent brand imagery

e Quicker identification and integration of innovatg(discovered worldwide)
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e Preempting international competitors from entedogestic markets or
locking you out of other geographic markets

e Increasing international media reach (especialth wie explosion of the
internet)

e Increasing international business and tourism

3.4.9. Brand problems

Brad VanAuken (2003) in his book “Brand Aid” des&s many brand
problems. These problems will be used and desceb#tk results section of this

thesis

3.5. International trends

During the project development, many trends infageits progress. These
trends influence people personal life too. Gengrétle new trends describe the new
era and the new environment of work.

3.5.1. Globalization and its influences

Today there is the concept of global village in ethitelecommunication and
transportation technologies have effectively reduo®e and distance effects to
produce a single worldwide economic community” (Brexo D.A. & Robbins S.P.,
2005). The influences to the companies from thadal perception are:

» Thedownsizingwhich is “the activity in an organization aimscatating
greater efficiency by eliminating certain jobs” @®zo D.A. & Robbins S.P.,
2005). In this way many employees lose their joth aisense of uncertainty
seems to be one of the characteristics of the mawr@e results of this action

are:
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o0 Theoutsourcingwhich is a “sending work “outside” the organizatio
to be done by individuals not employed full timewihe
organization” (Decenzo D.A. & Robbins S.P., 2008)is activity
aims to reduce the cost and improve the compamegtefeness

o Theoff shoringwhich “describes the relocation of business praeess
from one country to another (www.wikipedia.org).i§ hctivity aims
to reduce the cost and improve the company effecéss too.

» Themergers and acquisition@bbreviated M&A) which concern “the aspect
of corporate strategy, corporate finance and managedealing with the
buying, selling and combining of different compaiiévww.wikipedia.org).
According to this logic, the business environmédrdnges, creating a
continuous tendency of changes to the life of omgions and employees.

3.5.2. New management trends

The main element of the future management trentfeishange. The trends

which indicate thehangeare the following:

» Project-based organizatiorreplace the traditional ones. “Flat, flexible
organizational structures are becoming the norplaceng the hierarchical,
bureaucratic structures of the past” (Flannes &me2001). In this way the
project management gives a competitive advantagietiare organizations to
succeed

» Theteamworksense which makes “workers from different spezaions in
an organization, increasingly must work togethesuocessfully complete
complex projects” (Decenzo D.A. & Robbins S.P.,200

» Virtual workforcewhich means that workers haven'’t a single placere/they

conduct all of their business. Technology chan@edcommunication and the


http://en.wikipedia.org/wiki/Management
http://en.wikipedia.org/wiki/Corporation
http://www.wikipedia.org/
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organizations, groups and teams moved “from a physnvironment to a
virtual environment to save money, increase efficig raise productivity and
span everything from organizational boundariesiternational time zones”
(O'Rourke, 1V, J. S., 2001).

» Cultural diversityon projects. Because of the global economy th&feore
consists of different cultural workers with diffetdanguage, education,
beliefs, social status and religion. “Differencegshe management style, the
communications, the importance of time managenaemnt,the use of
technology, power and authority create challengegfoject managers”
(Flannes & Levin, 2001).

» Participative managemeigiives to employees more responsibilities, helping
to make decisions. Because the companies wanactibtéte customer
demands and fulfill corporate expectations, todayployees must be more
involved. Group decision making gives these empdeymore input into the
processes and greater access to needed informébenénzo D.A. &

Robbins S.P., 2005).

3.6. Summary of literature review
The previous review of literature gives a lotmfiormation about the meaning
of project management, leadership and brand deredop Many issues of this

review will be used at the section of results hedghe completion of this thesis
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4 METHODOLOGIESAND PROCEDURES
For the development of this study, the researclenaiwill be based on the
literature review findings. In this way, there isahy independent research but the
findings from books or articles. The research aesabkthe related material are the
following:
% The competencies of an effective leader
For the definition of leader competencies, the wfdPeter R. Scoltes (1998) will be
used.
s The leadership skills effect
The research of Barry Z. Bosner (1987) will be ysedicating the leadership skills
effect to the project performance
% The situational leadership style of project manager
For this area, the theory of Paul Hersey (198H)bei used. This theory is developed
through a leadership model nantexpanded Situational Leadership Modebr the
support of this model, the results of a discussidh Hersey will be presented.
% Problems/difficulties during the launching of a nexand in the market
The results of Brad VanAuken (2003) study will lseful for the definition of
branding problems
Following the previous logic the need and the digaince of project

leadership will be shown, giving results for futim@and development

5. RESULTS
During this chapter the results of the researchhwilreferred according to the

methodologies procedure. This procedure concemfotlowing areas:
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«» The competencies of an effective leader

In 1998 Peter R. Scholtes presented his study dhewompetencies of a leader.

The competencies are:

The ability to think in terms of systems and kngwiaw to lead systems
The leader must have a system thinking concepstéy thinking encompasses a
large and fairly amorphous body of methods, toal$ @rinciples, all oriented to
looking at the interrelatedness of forces and getfiam as part of a common
process” (Senge, P., Roberts, C., Ross, R.B., SBifh, & Kleiner, A, 2005).
According to this logic the leader must know thatry part of a system has its own
purpose which can affect the others. In this wagdreunderstand the causes and the
effects which influence the whole system.

The ability to understand the variability of workplanning and problem

solving
Today, the work environment is very unstable. Adbproblems, errors,
overestimates, underestimates, special eventsnolitams affect the work. The
leader must show tolerance to this ambiguity. Adddlly, he has to be flexible and
give quick and innovative solutions.

Understanding how we learn, develop and improvaglileg true learning and

improvement
Scholtes believes that there are two trends retatéghrning. The increasing life span
and the frequency of technological, economic, $@rid political change. These two
trends lead to the concept of continuous learrilihng. leader must develop ways about
the continuous learning of the employees and tlpgorement of their abilities

Understanding people and why they behave as they do
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It's very important for a leader to understandltlebavior of the employees. Scholtes
believes that the behavior is related with the etqi®ns of a person. According to
this logic, the leader has to improve the commuiooawith the people, establishing
a sense of relationship. His target is the trudtthe respect of the employees which
could help him to motive, encourage or empower thbout the project goals
Understanding the interaction and interdependeretg&vben systems,
variability, learning and human behavior; knowingw each affects the
others
Scholtes supports that today’s problems and needsoaplex. All the approaches
and the solutions are not simple. The terminolagyro Deming’s about the profound
knowledge seems to affect all the actions. Inway the understanding of complexity
and the better study of the causes, could givebetsults to problems resolutions
Giving vision, meaning, direction and focus to dinganization
Every leader has to give the direction. As Jamesziés and Barry Posner (1983) said
"There's nothing more demoralizing than a leadev wdn't clearly articulate why
we're doing what we're doing”. The leader has &cdbke the vision which is the
common dream about the company’s direction. Addlly the leader has to give

meaning to the company’s work, giving the sensgoails.

«» The leadership skills effect

In 1987 Barry Posner conducted a research betweay project managers. The
result was almost 1400 statements. These statemmmtiided into six skills levels.
The investigated issue was what project managés ¢kaits, characteristics,
attributes, behaviors and techniques) make a diifgs in successfully managing

projects. The skills and the percents are showhedollowing board.



38

Project Managers Skills

Communication Skills (84%)

Listening

Persuading

Organizing Skills (75%)

Planning
Goal-setting

Analyzing

Team Building Skills (72%)
Empathy
Motivation

Esprit de Corps

Leadership Skills (68%)

Sets Example
Energetic

Vision (big picture)
Delegates

Positive

Coping Skills (59%)

Flexibility
Creativity
Patience

Persistence
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Technological skills (46%)

Experience

Project knowledge

Table 2: Project Managers Skills

84% of the respondenésiswered that the communications skills are thetmo
essential. These skills concern the ability of @comanager to listen and convince.
It's sure that a good level of communication caredess faults and
misunderstandings and more productive actions

75% of the respondengsswered that the organization skills are thersgessential.
Project manager must have the ability to plan,yaeahnd set goals. These abilities
make the project manager to create the administratiocedures for the project.
72% of the respondengsswered that the team building skills are esaketun.
Project manager must motivate and create a teaih (gsiprit de Corps) for the
project team.

68% of the respondenésswered that the leadership skills are very intambr
Abilities like the vision establishment, people ewerment, and good examples
setting are essential for the project manager.dJiase skills the project manager
establishes the project direction “into” the mimdstakeholders.

59% of the respondenésiswered that coping skills are very useful. Trsbdés
concern the ability of project manager to be fléxiloreative, patient and persistent.
Many times the project manager has to use the$igeabior the problems

overcoming.
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46% of the respondenésmswered that the technological skills are ugefl These
skills concern the experience and the project kedge. In this way the project
manager has the knowledge to evaluate the projectlrars’ work.

According to the results of Posner investigatibe, leadership skills can
influence the management of the projects in thegrdgage of 68%. It's an analogy
which indicates that leadership skills developngwes important benefits to the

projects.

% The situational leadership style of project manager

In the section of Literature Review, it's referrb@t the situational leadership
concept describes how the decisions or the beha¥ileader are influenced from the
project situation or conditions. In 1985 Paul Hgrdeveloped th&xpanded

Situational Leadership ModeThis model is shown to the following figure:

TASK EEHF‘.VS'D_F{—- Leader Behaviors DECISION STYLES
The extant tc which the e Ll TR Tea 1

leader engages In defining Belaorahip b e bor e Ldader-hada Dasion
reles, L.e., telling what, how, : oad :

when, whers, and if more 2

than one person, who is Leader-Made Decision

do what In: with Dialegue and/or

+ Goal Setting Explanation

*Organizing 3

. l;stablls hing Time Leader & Fallowar-Mads
Lines ) Decision or Follower-Made

. Dlrectmg Dacigion with

+ Controlling Encouragament fram

RELATIONSHIP oader

BEHAVIOR— 4

The extant 1o which a
leader engages in two-way
{multi-way} communication,
fistening, facilitating
behaviors, socioemotional
support:

* Glving Support

* Communizating

* Facilitating Interactions
« Active Listening FOLLOWER READINESS

+ Praviding Feedback HIGH MCDERATE LOw
i o loRg

Followar-Mads Deacision

{Supportiva Bahavior)
{LOW) ~— RELATIONSHIP BEHAVIORS — = {HIGH)

| Reliticnahin

(LOW) e TASK BEHAVIOR ——3 [HIGH)
{Directive Behaviar)

ABILITY: has the
necessary knowlega,
experlenca, and skill

WILLINGNESS: has
1he necessary
confidence,
commitment, metivation

Figure5: The Situational Leadership Model
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Hersey supported that Situational Leadership misdehsed on:

¢ the direction (task behavior) that leader gives

e the socio-emotional support (relationship behawuioa} a leader provides

¢ the “readiness” level of employees on a specifsk ta

The most important issue of the previous figuréhesleadership styles. According

to the figure, the styles are the following:

e (S1)- Leader-made decision

The leader takes the decisions with little or rforimation from the project

members

e (S2)- Leader-made decision with dialogue and/otamgtion

The leader takes the decisions after a dialogue twé project members

e (S3)- Leader and Follower-made decision or Follemade decision with
encouragement from leader

The leader encourages the project members to ipaticto the decisions.

e (S4)- Follower-made decision

The leader allows to the project members to takesams with no control.

In 2000 Dr Hersey had a discussion with CharleBl&ckwell who is
professor of management. The full text of discussscattached to the appendix.
During this discussion, Hersey supported many icbasit leadership and he
analyzed his Situational Leadership model. He stipddhat leadership is simply
the process of influencing someone to do somettaghe or she might
otherwise not do. For Hersey, leadership is infageiHe said that anyone can
exercise leadership. People lead based on theartesgoand their relationship
power, not just based on their job title. AccordindHersey words, leaders use

two different types of behavior to influence othérke task behavior and the
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relationship behavior. The task behavior providearcand specific directions to
employees. The relationship behavior supports tg@yees through
interpersonal relationships. In this case the ingydrpart is knowing when to
provide each type of behavior in the influence e#o

Hersey supported that his model can work whenethaer analyzes the
situation and provides the appropriate leaderdiyip.sAlso he said that the
Situational Leadership model teaches the leadexstdionatch their leadership
style to the readiness level of the employees.iiegrto analyze employee
readiness is really the key of the model. The reesl of the employees depends
on the task. One employee can be ready to do sketal unprepared to do
another. Therefore, the leader has to provide rdiffecombinations of
relationship or task behavior according to the nefetie individual employee as

he or she does a specific task.

<+ Problems/difficulties during the launching of a nesnd in the market

In 2003 Brad VanAuken named many problems whichdcatiect the launching
of a new brand in the market. The problems are:

1) The cumulative result of gradually and incrememtalcreasing product or

service quality to reduce costs.

It's an old story where the marketers trying touesl costs, give to the customers less
quality than they expect. This could give negategults for the company in a long
term.

2) The cumulative effect of raising product or senpciees at a greater than

inflation over time(inviting low-end market segnseanhd competitors)
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This fact could make the consumers to leave thedob&cause it doesn’t offer a good
value for them any more. This situation could l#s&lconsumers to the competitors
easily

3) Focusing on short-term profitability at the expen$éong-term revenue
growth

This problem happens when the company hasn’t dpedla long term plan (for
example a business plan) which can set financiallsgd his element can influence the
reputation of the company

4) Limiting the brand to one channel of distributionadigning the brand too
closely with a declining channel or trade

The company has to deliver the brand through maayrels, targeting to its expand.
If it happens the opposite fewer consumers willrits existence

5) Reducing or eliminating brand advertising
It's important for the company to develop and késthe brand promotion an
advertising plan. Many studies have shown theeesisong relation between
advertising spending and revenues.

6) Applying branding decisions at the end of the padievelopment process
versus treating brand management as the key of glbur enterprise’s
activities

According to Brad VanAuken a brand is a sourcerofrpse to the consumer. The
company has to plan the brand and then to decelprtiducts or services for the
promise support.

7) Confusing brand management with product management
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Brand management is more holistic than product pament that refers to specific
marketing activities. Consumers develop relatiopshvith the brands, not with
products.

8) Defining your brand too narrowly, especially asraguct categoy
The brand shouldn’t be defined only with a proditanust have the ability to be
extended to more products and services. It mustdre general and give the
opportunity to the parent organization to grow. Example General Electric changed
the promise to its customers. From “General ElecBetter living through
electricity” to “GE: Imagination at work”

9) Failure to extend the brand into new product categowhen the core

category is in decline

It's very important for the organization to have #ppropriate issues for the
necessary decisions. If financial elements andsteahssumptions show that the
brand is in decline, it's better for the organieatto quit the effort for the introduction
of new products or services in the market.

10)Overextending your brand into different categoaesl markets so as to

completely blur the brand’s meaning and pointsisfiction

One of the most dangerous points of a brand extensto new products is the
misunderstanding of the customers about what taedocorresponds or promises.
The products or the services of a brand must careeertain category

11) Frequently changing your brand’s positioning andsseage
When a brand changes the positioning and the perséems to be a new brand.
Many big companies like Coca-Cola and Marlboro pkéeeir brand concept for

many years. Any brand changes must be based conoeistemand researches.
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12)Creating brands or sub brands for internal or trad@sons, rather than to
address distinct consumer needs
Any brands or sub brands must be launched onlthtosatisfaction of customer
need. But many times, companies create brands esame executives want to
cover positions with their preferable assistantsemause they want to sell products to
other distribution channels than they exist (foarmple discount markets).
13)Launching sub brands that inadvertently repositio& patent brand in a
negative light
Many companies launch sub brands like Coca-cold figpm Coca-cola. These
actions must be very careful because they can mhakeustomers to forget the core
concept of the brand
14)Overexposing the brand to the point that it becooreool
When a brand is exposed everywhere, seems to pewemmon. This situation tires
the customers who keep negative feelings aboutdttain brand.
15) Well-known, high-profile brands are often targebsdspecial interest groups
who want to make public statements about their €aus
Some special groups like environmental activistsnan rights defenders or others try
to strike big brands and companies like Nike, \ViXadirt for many reasons. Through
these companies they try to communicate their desiand their existence
16) Treating brand management primarily as “logo cops”
The brand management is used from many companéisgahange of their structure
or the shift of actions and strategies. The chattyesigh the brand management

must be led from the upper management of the azgaan.
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17)Viewing brand equity management as a communicaggagcise, but
ignoring it in other business processes and paitsontact with the
consumer
The brand equity is not imposed only through a comication action like
advertisement. It's very important for a companyéwelop integrated procedures
like customer service department, interactive comigation through internet and
customers demand research.
18)Not delivering against the communicated brand psami
The brand promise can be experienced from the mes®only if the employees of
the company support the effort. For this reas@adgsential for the company, the
existence of an internal brand plan which coulduemshe better brand delivery
through the training of the employees.
19)Not linking brand planning to the business’ stratggjanning process
Brand plan must be part from the strategic busip&ss of a company. If there isn’t
relation between them, the goals of the companiyneil be defined easily and
understandable from the employees.
20)If you are the market leader, following challenpesause it's easier and
produces more immediate results, rather than cnggtiew ways to meet
consumer needs
It's easier for a market leader company to playwlite competitors’ rules. This
makes the company leader to be always ahead. Bugithation can create problems
in a long term because there will be not any bidiffdrences with the competitors.
21)Not applying the latest product and service innarat to your flagship brand

because it is getting too old and stodgy (a séfilifng prophecy)
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Every company must respect the old brand and theegnevhich have been invested
for its conservation. Many times the disregardhef old brand and new products
launching through a new brand is very dangerous.réhason is that it can confuse the
customers and make huge economical problems
22) Defining your target consumer too broadly (for erste, women ages 18 to
65).
It is mentioned before that the brand must be rgereeral. In this way more new

products (oriented to different target-groups) bardelivered through the brand.

6. DISCUSSION, CONCLUSIONS, RECOMMENDATIONS
6.1. Discussion

The previous results gave some special issues #imuteaning of leadership
in the current era. It's mentioned in the literatueview that the special trends of the
era are the downsizing, the communication improventbe project-based
organizations, the changes in the workforce acgmnsand the new ways of work.
These trends indicate that the most crucial paintlfe companies today is the
management of human resources. The prioritizatimutthe technology acquisition
or massive production belongs to the past. Todaguse of the globalization, the
companies try to save money and transfer activatresdepartments where the cost is
low (for example India or China). In this way thenman resources remained the only
issue which can be managed from the companies .tddayefore, the human
resources management is the need of the compdmeesiership is the most
important process which can serve this need.

The key word about leadership is the influencs.ttie element which can

empower people to achieve goals. As the compaaes to accomplish projects
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goals successfully in an unstable global envirortirtée role of leadership seems to
be useful and productive.

The skills of project manager as leader which aferred at the section of
results indicate that leadership is a factor ofgmiosuccess. According to the survey
of Posner (1987), leadership skills affect the ngen@ent of the projects with the
percentage of 68%. Additionally the competencrastae style of the leader define
the solutions and the decisions. The leadership &ylways adjusted to the situation
(situational leadership) and the reactions of leauast give benefits to the whole
company.

In the case of a new brand launching, the progsadér has to ensure the brand
equity, to develop the brand process and to sadgsiple brand problems. The study
of Brad VanAuken about the branding problems gareemportant impulse through
which the project manager can start to investigatsible barriers or difficulties
during this specific project. At every problem @cj manager has to implement a
different style of leadership. He has to keep indrthat the human resources are the
most crucial and vital issue of the company and #iat today’'s brands have global
characteristics.

Additionally, the project manager has to orienthtproject results towards
the customer satisfaction. The brand promise, dngpany activities and all the brand
development must serve the customer need and imsitment to the company.
Measures and efforts for the better performanc@ecessary. Also, any brand must
have global characteristics. As the informationvdey is continuous and easy, the
customer adjusts his demands to the global commahdracteristics. The project
manager has to influence all the stakeholders ab@ispecific concept and create

the appropriate environment for any change acceptan
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Leadership affects the project at every phasehdphase of definition the
leader has to set the vision and give the direclmout the problem definition and the
mission. At the phase of planning, he has to seinge of team building, energize the
project members and develop their abilities. Thisséf project leader about the
flexible problem solving, the encouragement of teaembers and the feedback to
the initial vision and goals must be in actionha phase of execution. The closure of
the project is very crucial because it indicatesguccess or the failure of the project.
The project leader has to keep the team membeiligatext and encourage them
about their future. Also at all the phases, thggmtananager has to communicate
effectively with all the stakeholders and try tommeimce them about the project
procedure.

By inference the project leadership is an essefatcabr for the successful
project completion. The lack of elements like ti@on establishment, the team
building sense, the energized employees, the dewelot of people abilities and the
encouragement of the team members, the satisfiechal and external “customers”

lead the project to lose its direction.

6.2. Conclusions

“Leadership involves influence; it is concernedhaiow the leader affects
followers. Without influence, leadership does nasg (Northouse P.G., 2004). For
the specific case of this thesis, leadership corscire influence about the project of a
brand launching. During the project lifetime thejpct manager has to lead the
project according to the scheduled structure towénd final target. The actions of
leader must concern the management of human resotimough the vision setting,

the empowerment, the motivation, the training,fteeible problem solving, the
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orientation on targets, the establishment of teginit ind the creation of winner
sense. Also he has to convince customers likeofhenanagement of the company
(internal customers) or the distributors and thengég) (external customers) about the
project goals. All these elements could make tlogept members to improve their
abilities, to be tolerant to the pressure, to pardite to the decisions and to keep
experience for future projects.

The main competences of leader concern his akiliticommunicate, to
understand the system work and the culture of dnepany and to make the people to
go towards the project goals. The style of leadprdiffers from the personality of
the leader, the project situation and the readioése employees. This concept of
situational leadership fits to the main elementthefproject nature which are the
ambiguity and the change.

For the case of brand launching the project maniageto focus his
perception on the brand equity. The actions fa& ff@rception concern the adjustment
of brand management demands to the project managgmoeedure. Issues of the
brand management concept could be the sales arkgtingranalysis, acquisition or
production cost analysis, risk plan about posdibdand problems or a total brand
strategy. All these could be developed during tfogept lifetime, using the
appropriate project management tools and technidglesents like the risk
management plan, the cost-benefit analysis or tlaéty plan are essential for the
brand equity establishment.

The importance of project leadership for the brimwhching concerns the
influence of all the stakeholders towards the sgttargets. In this way the project
manager has to develop his leadership skills thrahg appropriate communication

channel and convince the stakeholders about thegbqarocedure and success.
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6.3. Recommendations for actions

Additionally for the better resolution of probletaement, the project leader
has to face the facts through two viewsggldbal viewwhich can indicate the effects
for all the company and@ose viewwhich can give solutions for the specific
problems.

Theglobal viewcan be shown through the balanced scorecard meghaag
results for the four perspectives of a companyt@uer satisfaction, internal business
process, learning growth and financial effects)aBeed scorecard method is a
system thinking tool which can give financial mesrthat measure the performance of
company’s vision and strategy (Robert S. Kaplan@add Norton, 1992). The
project manager can develop a plan through thifiogetwhich will define the targets
and the initiatives for the brand development.

Theclose viewcould adjust the leadership style of project manag each
brand problem separately. This dimension couldddgefal for the facing of the
problem statement. Also, the brand equity whichdatks the level of customer
satisfaction and the value of the company cantoagér. The leadership adjustment

shows flexibility and change adoption which arertiean elements of the new era.


http://en.wikipedia.org/wiki/Robert_S._Kaplan
http://en.wikipedia.org/w/index.php?title=David_Norton&action=edit
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APPENDI X

The following text is presented to tleadership developmenteb
(http://www.leadershipdevelopment.co.uk/).

Lessonsin Leadership

An Interview with Paul Her sey

Dr. Paul Hersey, Founder and CEO of the Centektdadership Studies (CLS), is
internationally known as an educator, trainer,uest, and conference leader. He has
influenced managers and leaders in over 150 casnand has helped introduce
Situational Leadership to more than a 1000 busiaedsndustrial organizations
including Mobil, IBM, Caterpillar Tractor, Harrigind Illinois Bell to name a few. Dr.
Hersey (Doc to his friends) is the author of maoghs. His Management of
Organizational Behavior: Leading Human Resourcesne of the first organizational
behavior book published, and is still one of thesthpopular texts. Doc has also
written a number of books dealing with the Situadilbapplication of influence.
Among the titles are The Situational Leader, Situtl Parenting, Situational
Selling, and Situational Service. In each book,greetical application of the
Situational model is explained. The Center for lexalip Studies, located in
Escondido, California, is the hub of activity framhmich the training programs are
delivered. The author has had the pleasure ofggaating in the training at CLS and
is a certified trainer of Situational Leadership.

Introduction

Dr. Hersey accepted an appointment as Distinguistigting Professor at the Wayne
Huizenga Graduate School of Business and Entreprgiig of Nova Southeastern
University for the Fall of 2000 term. He and hidayiSuzanne, moved to South

Florida for three months while Doc provided a umigducational opportunity to
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more than 100 students and faculty members. Thesview was conducted during
that three month learning experience. Doc is fanghaging that if he has special skills
in leadership and management it is because hadas an the shoulders of giants.
His giants include Douglas McGregor and Carl Rogélngs author has had the
privilege of sitting at the feet of the master ¥drich he is grateful.

Blackwell: Based on your many years of consulting with Fortod@ companies and
your experience teaching Organizational Behavi@vyédiyou come up with a
definition of leadership that you can share witl? us

Hersey: Actually it's very simple. Leadership is simphet process of influencing
someone to do something that he or she might otkemwot do. Leadership is
influence. Now, many people have a problem witk ttefinition because they equate
influence with manipulation. The way | see it, #né nothing wrong with influence
as long as you are influencing someone to accompbisnething that advances
organizational goals and their own goals at theesame. That’s a win-win situation.
If, however, you attempt to influence someone tesdmething which is harmful to
them while advancing your own personal goals onerganizational goals, that is
manipulation and sets up a win-lose dynamic. Thisot what we mean by
leadership.

Blackwell: So, you're saying that leadership occurs every @nmeanager
successfully influences an employee as long asgrita win-win scenario?

Hersey: Not just managers. Anyone can exercise leader8iijong as you are in a
position to successfully influence someone elsef®as, you are exercising
leadership. Yes, typically we think of leadershspb@ing exercised by managers to
subordinates, but often we are in a position tluerfce our peers or even those who

are above us in the hierarchy. Strict hierarcheoalsiderations are not as important
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today as they once were. People lead based oretty@rtise and their relationship
power, not just based on their job title.

Blackwell: So leadership can be exercised by anyone at aey dévhe

organization? But what do leaders actually do tbett them apart from others? How
do they exercise this influence?

Hersey: The way | see it, leaders use two different tygisehavior to influence
others. Actually, this model goes back to the (Btimte Studies and the University of
Michigan studies which began back in the late 194@sse studies showed that
leaders can engage in task behavior and relatipmstiavior. While the University of
Michiganstudies looked at leaders as predominarsilyg either task-focused
behavior or relationship-focused behavior, the (Btate Studies suggested that
leaders could use one or the other or both in mgrgiegrees. Task and relationship
behaviors were both seen as independent variabtkarainfinite number of
leadership styles are thus possible. To be udadwever, a model has to be simple,
so the Ohio State researchers settled on a diagidmfour quadrants. The X axis
showed task behavior from low to high and the Ysatiowed relationship behavior
from low to high. Quadrant 1 or Style 1 exhibitedrhtask behavior and low
relationship behavior. Quadrant and Style 2 usgH task behavior as well as high
relationship behavior. Quadrant and Style 3 inaflidev task behavior but high
relationship behavior and Quadrant and Style €dedn low amounts of task and
relationship behavior. The Situational Leadershipdil is actually based on the Ohio
State Studies. Research has shown there is noeshstlle. Each quadrant or
leadership style was the most effective leaderstyilg in certain situations. For

example, in a crisis situation when time is an ingrat variable, style 1 (high task,
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low relationship) is appropriate. When the roorondire, there’s no time to call a
meeting and ask how everyone is feeling. It's ttmget the heck out of the room!
Blackwell: Can you back up for a minute and explain what yeamby task
behaviour and relationship behavior?

Hersey: In terms of the Situational Leadership Model®, whatso recognizes these
two types of leadership behaviors, | define tadkaveor as directive behavior or
providing guidance to employees. In other words, e exhibiting task behavior
when you tell an employee what to do, how to dwiten it needs to be done, where
it should be done, and who is going to do it. Tdekavior provides clear and specific
directions to employees. On the other hand, relahip behavior entails two way
communication, facilitating behavior, active listeg, and socio-emotional support.
Relationship behavior can be called supportive biehaYou are supporting the
employee through interpersonal relationships. Tipgortant part is knowing when to
provide each type of behavior in your influenceogt.

Blackwell: | notice you concentrate on behavior as opposqthtmsophy or even
attitudes. Is there a reason for that?

Hersey: Actually, there is a very important distinctioattveen attitudes and
behavior. Many other leadership theories concentratphilosophy of management
or attitudes—whether a leaders is democratic digyaative by nature, for example.
In Situational Leadership, we teach that behawdai more flexible than attitudes or
values which are internal. You can teach someometbdehave to get optimal
results in a given situation. It's all a matteranfalyzing the situation and providing
the appropriate leadership style.

Blackwell: You mentioned other leadership theories, and calstahere have been a

lot of them over the years. Some, like the Manay&rid, retained their popularity
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for quite awhile. Yet, it seems from the literatasewell as the number of training
programs still being conducted in Situational Leethp that this theory has been
around for more than 30 years and is still alivalamell. How can you account for its
endurance and adaptability?

Hersey: Precisely because it is not a theory. It is a @wobheories are fun to read and
use to conduct doctoral research, but Situatioradership is a practical model
which is user-friendly and immediately applicaleatmost all leadership scenarios.
It has also proven to be applicable all over theldvésituational Leadership is
‘organized common sense' and is centered arountifisleg how people learn and
influence. While the model is complex in some watyss, really culturally non-
biased, thus its transferability is simple. We labla frequency distribution of
learning styles, educational levels, and orgaronaii structure, then apply the model.
When we train people in the Situational Leadershgael®, we teach them how to
match their leadership style to the readiness lel/#fle employee. Learning to
analyze employee readiness is really the key tovtime model. After all,
prescription without diagnosis is malpractice!

Blackwell: So, 'diagnosis’ is an essential part of the skitla are trying to teach with
Situational Leadership.

Hersey: Absolutely. Situational Leadership provides a wap¢ just as professional
as those in other disciplines, such as law and ecireddilt also says that we can't just
write prescriptions. What Situational Leadershgctees is that you need to do your
diagnosis first and then act on it to provide thibéegs that can make a difference.
Blackwell: Isn’t what you now call “readiness” the same as “maty level” in the

original version of Situational Leadership.
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Hersey: Well, yes and no. In the beginning, we soughhaich leadership style to the
maturity level of the employee. We categorized exygés into one of three levels of
maturity from M1, least mature and needing lotgwtiance to M4, most mature and
needing very little help from the supervisor. As cesearch evolved, however, we
found that “employee readiness” was a richer anterappropriate category to use to
diagnose the needs of the employee. For one thimidge maturity level, employee
readiness varies depending on the task. An emplcgede very “ready” to do one
task, and very unprepared to do another. The letttemefore, has to provide different
combinations of relationship and task behavior etiog to the need of the individual
employee as he or she does a specific task. Smat’just different strokes for
different folks, but different strokes for the safokks in different aspects of their
lives.

Blackwell: How exactly do you define employee readiness anddoes a leader
know how ready an employee is when it comes te@fspjob?

Hersey: The leader needs to learn to constantly diagnaspdihformance needs of
followers or their readiness to perform that specdsk or function. Remember,
readiness applies to a specific task, job, objeativgoal. Readiness is a function of
ability and willingness. You need both ability arndlingness for a specific task.
They are interacting variables. Willingness effedtgity and vice versa. To go a bit
further, “ability” is the knowledge, experience asidll that the specific task requires.
You might call this part of readiness “task matutitWillingness,” on the other

hand, relates to the confidence, commitment, andvatmn to that specific task. This
would be akin to “psychological maturity.” The Sitional Leadership Model
recognizes four general stages of readiness. Bdlledd “unable and unwilling” or

“unable and insecure.” Now these are two diffeemnployee profiles. The unable and
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unwilling person demonstrates no current knowlealgekill for doing the job and is
not the least bit interested in learning. In fétts person may be proud of not doing
the job. Often, the unable and unwilling person tregsessed from a more able
employee. Something has happened to tick him dff thie organization and he is
now an unwilling participant. On the other hand ‘tlieable and insecure” person is
also not able to currently do the job, but sheoisraveling in her refusal; instead she
merely lacks confidence. She feels she can't leado it. For example, my friend’s
daughter works for a Fortune 500 company and has taking advanced training in a
new computer system the company is rolling outh#g point, she feels frustrated,
confused, and stressed. She is even thinking apotting. Why? Because she feels
she will never learn the new system and that everydse knows more than she does.
Here is the case of a long-time, very effective lyge becoming an R1 because of
the fear of failure. What she needs is a good dbsssk behavior, a lot of instruction
and guidance, and someone to give her a bit ofidemée as well.

Blackwell: So even with an R1, you need to lead with som&ar$hip behavior?
Hersey: Absolutely. If you look at the Situational Leadepsh Model, the prescribed
style of leadership never goes to zero. The lealeays uses a combination of
relationship and task behavior; the differencénm4 styles is in the proportion of
relationship and task behavior which is used. RerR 1, we prescribe Style 1 (S 1)
or “telling.” The telling style is high on task bekor and low on relationship
behavior. In the example I just gave you, my frisrdhughter needs a lot of specific
instruction, onthe- job training, and a supervisbo will give her the time and
direction she needs to do the job. The next readisgyle is called R2 and this
employee is “unable and willing” or “unable and tidant.” Here again, the skill

level of the employee is not adequate to do theeatitask, but unlike the R1
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employee, the R2 is willing, maybe anxious, tone&@r the employee is willing and
confident of his or her ability to learn. In thigse, the appropriate leadership style is
S2, which we call “selling.” Here the leader usascmmore relationship behavior
and a good deal of task behavior as well. Now, withwillingness and confidence of
the employee secure, the leader can supplemeimigiarctional, task behavior with
socio-emotional support and explanations of whyething should be done a certain
way. Often a new employee starts off as an R2. Doent yet have the training to do
the job well, but they are motivated to do a gaual |

Blackwell: As employees learn the job and gain more confiddraessume they need
less task behavior and more relationship behavior.

Hersey: Yes, that is true, at least for awhile. But remembees readiness level
changes from task to task. If you treat someonaainge way all the time no matter
what he or she is doing, you are not giving thenatwhey need. | like to think of it as
“reading them, leading them, and succeeding wigémth Constant observation and
judgment as to readiness level is key. Let's looR& for a minute. The R3 is “able
and unwilling” or “able and insecure.” This pergsrpresently demonstrating the
skills necessary to get the job done, but she neaynlwilling or unmotivated due to
some circumstance. Let’'s say that Tom is still ddars normal fine job but he is
demotivated because of the five customer servigeesentatives in the department,
he is handling 40% of the calls and yet his rasshé same as everyone else. Tom is
thinking about working less hard because he feels being inequitably rewarded.
The S3 leadership style, participating, will uses lof relationship behavior to mend
fences with Tom and show him how valuable he istt@mother hand, the able and
insecure R3 also needs a high dose of relatioris#havior to give him the

encouragement and confidence he needs. Let’'s sdy Aas completed the
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Situational Leadership training course with flyiogjors and has all the skills
necessary to teach the course. But, Andy, hasghtethe course by himself before
so he’s nervous as to how he will do. The succéksdder will offer some help,
encourage Andy, remind him how much he knows andwell he did in training
class, and in other ways bolster Andy’s confidemt# he becomes an R4.
Blackwell: So, when someone gets to be an R4, then they ceallge turned loose
without much leadership intervention at all?

Hersey: Well, yes and no. The R4 is “able and willing” @ljle and confident” and
the appropriate leadership style is S4 of “deleggtiRelatively low amounts of task
and relationship behavior are appropriate, bustigervisor still needs to keep in
touch because ultimately she is responsible anouatable. Plus, remember the R4
may be self-sufficient in one task, but be an R8wan an R2 in another task.
Blackwell: So, the secret to effective leadership, then, séeims matching the
leadership style with the readiness level and cimgcthis match frequently and
adjusting your style as the readiness level fornaigtask changes. But, isn't this
hard for the average manager—to change his or hée st will, sometimes many
times in the same day?

Hersey: Actually we've been very successful in teachinglega how to diagnose
readiness level. After training, leaders frequeh#ygin thinking in the Situational
Leadership jargon. That is, they see people aRR1R3, or R4 in their various tasks
and they know which type of leadership style to destrate. It's all a matter of
applying the right amounts of relationship and taskavior after a correct diagnosis
has been made. It's like riding a bicycle; once’'yeunmastered the basic principles,

you rarely fall off and skin your knee.
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Blackwell: | notice that your model includes four styles. Véitbhmany styles
available why did you choose four?

Hersey: | have often said that in order for a model to becsssful it should be based
on organized common sense. What we attempted waddo provide a simple
model, something that people could carry aroundl iiém. My dad worked for Bell
Labs and held over 50 patents dealing with theohelae system. When people were
first given telephone numbers they made all kindsistakes. Most numbers were
five or six digits. Research proved that as lonthasnumbers were in sets of four or
less fewer mistakes were made when dialing a nunfe&ple can handle sets of
ones, twos, threes, and fours with little diffiqulSo that's where the "four" came
from in Situational Leadership®. It seemed to keelibst number for people to
remember. We didn't want the model to get too caratgd. It would be used more if
it was easy to remember.

Blackwell: Fred Fiedler developed the Contingency Leaderslogeh What are the
differences between that model and the situatioradel?

Hersey: Well, one of the major differences is that | bedieve can help people learn
to change their behaviors so that they don't haveetreplaced. | believe that leaders
can learn to positively impact different kinds atiations. | further believe that
through training, individuals can become more effedeaders in a variety of
situations. The similarities would include thatlbatodels conclude that both the
task-oriented and relationship-oriented elementsadership are vital to the
successful leader or manager.

Blackwell: Well Doc, our time is about up and | would likehi@ank you on behalf of
the many readers of this interview, the many sttedand faculty at the Huizenga

Graduate School of Business at Nova Southeasteiveldity, and the users of the
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Situational Leadership model, for your time anddeis. Not only for the time spent
doing this interview but your willingness and afyilio share your knowledge
throughout the years.

Thank you very much.
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