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When “leadership” enters the conversation, the regrettable response of
too many organizational scholars is a yawn. While many sense that the
study of leadershp is stale, we all know that leadership is central to under-
standing how organizations function. Dave Messick and Rod Kramer have
gathered a set of essays that remind us that the study of leadership should
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tial in this area. Enjoy.
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Introduction:
New Approaches to the
Psychology of Leadership

David M. Messick
Northwestern University

Roderick M. Kramer
Stanford University

Most of the chapters in this volume were presented as papers at a small
research conference held in 2001 at the Kellogg School of Management
of Northwestern University in Evanston, Illinois. The purpose of this con-
ference was to explore new ideas about the psychology of leadership, an
important and long-enduring research topic within the field of social psy-
chology. It was the opinion of the editors of this book and the conveners
of the conference that the social psychological study of leadership had
launched off into several new, interesting, and important directions. It
was also our belief that interest in the topic, within both social and orga-
nizational psychology as well as within the business community, had
grown rapidly. It was an ideal time, therefore, to ask some of the world’s
leading scholars to come together to describe their thinking and research.
This book is the result of those efforts. The contributions span traditional
social psychological areas as well as organizational theory. They exam-
ine leadership as a psychological process and leadership as afforded by
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organizational constraints and opportunities. Our goal has not been to
focus the chapters on a single approach to the study and conceptualiza-
tion of leadership but rather to display the diversity of issues that surround
the topic.

Leadership scholars have identified a host of approaches to the study of
leadership. What are the personal characteristics of leaders? What is the
nature of the relation between leaders and followers? Why do we perceive
some people to be better leaders than others? What are the circumstances
that evoke leadership qualities in people? Can leadership be taught? And
so on. The contributions to this book examine these important questions
and fall into three rather coherent categories. Part I concerns conceptions
of leadership. How has leadership been defined? What are the social and
psychological processes that constitute leadership? There are four chap-
ters that fall within this category.

Part II includes contributions dealing with factors that influence the
effectiveness of leadership. Some conditions make leadership relatively
unimportant, whereas others make good leadership essential. Some modes
of relating to other people enhance the effectiveness of leaders, whereas
others reduce the influence of leaders. This part of the book contains five
chapters.

Part III examines a less popular but essentially important topic in lead-
ership scholarship, namely the effects of being in a position of leadership
on the leader himself or herself. If we were to observe that leaders have
some qualities in common, it could either be that people with these quali-
ties ascend to positions of leadership, or that the position of power or influ-
ence creates these qualities in whomever accepts the role. The arrow of
causality could point in either or both directions.

In chapter 2, Michelle Bligh and James Meindl examine the thousands
of books that are available on the topic of leadership. They ask if there
are some “natural” categories into which these titles fall. By coding these
legions of books by their characteristics, and using a “natural learning”
process for classification, they find that seven distinct categories of lead-
ership books emerge. These categories range from books about leading
change in organizations to books about leadership and religion. This vast
range of books not only signals the breadth of interests in the topic of
leadership, it also sets the stage nicely for the variety of approaches to
leadership that are offered in this book.

One of those approaches, and a rather modern one, is described by
Michael Hogg in the chapter 3. Hogg sees leadership as a relational con-
cept, as does Messick in chapter 4. However, Hogg’s emphasis is on the
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fact that the leadership relationship often occurs in a group that has assumed
qualities and characteristics. Hogg’s theory notes that many groups can be
thought of as having a “prototypical” member, someone who most embod-
ies the qualities of the group. This member will be perceived to be more
influential than others, will be liked more than others, and, partly as a
result, will be seen has having better leadership qualities than the other
members. This person will also have an edge in maintaining the perception
of leader over time. One interesting implication of this theory, an implica-
tion that derives from the social identity theory of group psychology, is
that a person need not actually be more influential than others to be seen
as a leader. If one is prototypical, one may be better liked and seen as more
central than another, and be believed to be influential and charismatic.
This perception may then become a self-fulfilling prophecy; such a person
may actually derive more influence because of these perceptions. Hogg
guides the reader through some of the clever research literature that sup-
ports these hypotheses.

Messick’s relational theory is of a different sort; it asks why people
voluntarily become leaders and/or followers. Coming from more of an
interdependence perspective, Messick asks what the benefits are that are
afforded to both parts of this relationship. His theory identifies five dimen-
sions along which such benefits may be exchanged. Like Hogg’s theory,
this is a relational theory, but it is one in which social identity plays only a
modest role. Instead, it highlights the important psychological benefits fol-
lowers gain from the relationship. In particular, Messick argues that follow-
ers are often given vision, protection, and achievement by leaders. These
are among the task effectiveness dimensions that have been discussed by
past theorists. They are also given social inclusion and respect, qualities
that are subsumed by the traditional role of social-emotional leadership.
Leaders in return, get focus, loyalty, and commitment, respectively, from
their followers. They also get self-sacrifice and pride in the social domain.
The proposal by Messick is that the exchange is not a contractual quid pro
quo but rather an exchange that results from mundane social psychologi-
cal processes. From this view, leadership and followership are social roles
that emerge from everyday ordinary psychological activities.

The final chapter in Part I of the book is Goethals’ reevaluation of
Freud’s theory of leadership from the perspective of modern social psy-
chological theory. Although Freud has been largely dismissed by modern
psychologists, Goethals notes that aspects of his theory strike a modern
chord. He seems to predate the concept of charismatic leadership in some
of his descriptions, for instance. Moreover, his analysis seems to highlight
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the extent to which the leader exemplifies prototypical traits of the follow-
ers, as emphasized by social identity theorists like Hogg. Leaders influ-
ence followers through the stories that they tell, according to Freud, pre-
saging the approach to leadership taken by Howard Gardner in his book,
Leading Minds. Leaders’ ideas, the ideas that can motivate and influence
people, are communicated by stories that delimit and expand the leaders’
vision, that communicate the “message” to the people who are the follow-
ers. Finally, Goethals notes the “illusion of equal love,” the perception that
all are the same in the eyes of the leader. This point is made again by Tyler
in a later chapter, although Tyler would argue that the equal and respect-
ful treatment of members of a group or organization should not be a mere
“illusion,” it should be genuine to the extent possible. Goethals thus sug-
gests that Freud presaged the idea of charismatic leadership, highlighted
the role of storytelling as a form of communication, emphasized the com-
mon social identity of leaders and their followers, and he glimpsed the
importance of what we now refer to as procedural justice in leadership.
The second part of this book deals with the conditions under which
leadership is more or less effective. What are the dimensions of effective
leadership? What do leaders attempt to promote among team members?
Are there better or worse ways of achieving these ends? Part II begins
with a chapter by Richard Hackman that calls into question the standard
research approach of many social psychologists and leadership researchers.
Hackman questions the assumption that excellent team performance is the
product of excellent leadership, an assumption he refers to as the “leader
attribution error.” In chapter 6, Hackman reviews evidence that suggests
that leaders may provide the conditions under which teams may excel or
fail, but that these conditions should not be confused with “causes” in the
traditional social science sense of the word. Hackman then outlines four
conditions that tend to increase the chances that groups will function well.
These conditions include creating real (as opposed to bogus) teams, giving
the teams compelling directions in which to work, giving them an enabling
design (a structure that does not handicap them from the outset), and pro-
viding expert coaching to help with the rough patches. Hackman not only
spells out and illustrates these points, he also discusses the timing of the
conditions. Perhaps his most original contribution is in noting that some
types of teams are so constrained that the quality of leadership is immate-
rial to their performance. What difference does it make how well a plane’s
flight crew works together if the plane is being flown on automatic pilot?
Chapter 7, by Peterson and Behfar, adopts the framework of self-
regulation to group functioning. These authors identify three conditions for
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successful group performance to balance the often-conflicting demands of
getting the problem right while maintaining group cohesion, maintaining
both group identity as well as recognition for the individuals involved, and
keeping the right mix of willingness to change and stability. These three
conditions are a sense of group self-awareness, having clear standards and
goals, and developing the willingness and the ability to make changes.
Peterson and Jackson make the intriguing proposal that leadership may
derive from a person’s ability to help groups maintain these three func-
tions. Leaders, in other words, function as regulatory mechanisms that
aid groups in understanding themselves, in maintaining their goals and
their knowledge of where they are with regard to the achievement of these
goals (a feature highlighted in chapter 6 by Hackman), and in providing
the encouragement for and resources to enable change within the group.
This chapter not only overlaps nicely with the preceding and succeeding
chapters, it also provides a conceptual framework that allows the authors
to generate novel hypotheses about the functions of effective leadership.
Tyler (chapter 8) offers a theory of process based leadership, which
builds directly from his previous research on the social psychology of pro-
cedural justice. At the heart of this important chapter is the core idea that
procedural fairness, more than positive outcomes, is the power that moti-
vates people to cooperate in groups, to refrain from disruptive behaviors,
and to work for a common collective good. To the extent that this char-
acterization is true, it has important implications for leadership because it
suggests that it may be more important for leaders to be fair and just in the
processes they adopt than it is for them to provide rich rewards and suc-
cesses for their members. This is precisely the picture that Tyler paints in
his chapter. Summarizing research from several prior studies, he marshals
evidence that people are more sensitive to the fairness of procedures than
to the favorability of their outcomes in determining their commitment to
organizations and in their willingness to follow rules and abide by group
principles. In places, the story that Tyler tells echoes the theory of Hogg in
highlighting social identity; in places it resembles Peterson and Jackson’s
thoughts about self-regulation and the mechanisms that maintain it. But
Tyler probes into the sources of people’s concerns with fair process and
concludes that the major source of this concern has to do with the ability to
construct and nurture a positive image of oneself. Pride and positive self-
regard seem to be the drivers of the system, and leaders who understand
the importance of this psychological need are likely to excel as leaders.
One cannot be an effective leader unless one is in a position to exer-
cise leadership. This observation leads to the puzzling question raised by
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Bowles and McGinn, as to why it is, when the bulk of the research evi-
dence says that women are at least as good at being leaders as men, that
women hold proportionally fewer leadership roles in organizations than
men. These authors review four possible explanations of why women are
relatively scarce in leadership positions, and point out that what seems
to be at stake is the ability and willingness of women to claim, through
negotiation and influence, leadership roles which they would be perfectly
able to execute if only they occupied them. Bowles and McGinn note
that research on gender in negotiation has uncovered gender differences
that would tend to handicap women in their pursuit of these leadership
positions.

The final chapter in Part II poses the interesting question of how it can
be that the underdog, David, occasionally slays the favorite, Goliath. What
is the role of leadership that can allow organizational upsets, when the
presumably weaker team wins? Ganz suggests that the key concept to
grasp in these cases is that of strategic capacity. Strategic capacity is the
ability of an organization to fashion a novel solution to an emerging cri-
sis. It requires creativity and resources. Ganz proposes that the leadership
teams add to strategic capacity to the extent that they enhance the motiva-
tion, relevant skills, and the heuristic problem-solving capabilities of their
members. They can do this, he argues, by making sure that the leadership
team is heterogeneous, that it contains members who are at the same time
central to and peripheral to other groups, and that it has a diverse set of
(relevant) abilities. Moreover, the organizational structure that fosters stra-
tegic capacity will entail open deliberations, access to a variety of types or
resources, and an accountability system that makes the leaders answerable
to the other members. These leadership features can maximize the chance
that when an opportunity arises, a group with the proper strategic capacity
can spring to the front and succeed where other less prepared but appar-
ently powerful groups, like Goliath, will fail. Ganz notes the relationship
between his ideas and the development of entrepreneurial enterprises.

The final part of this book deals with the consequences of leadership. As
we noted earlier, studies of leadership have asked many questions. What
are the qualities of leaders? What are their styles? How are they seen? The
remaining chapters ask, “What are the consequences of being in a posi-
tion of leadership?” The three chapters look at this question with three
different foci in mind. In chapter 11, Kramer and Gavrieli focus on the
tendencies of leaders, especially but not exclusively, political leaders to
develop and nourish the perception that they are the targets of conspiracies
organized by their political enemies. These authors point out that leaders
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are often scrutinized because of the power and authority that reside in their
offices. This scrutiny may easily be interpreted as a malicious interest that
belies an underlying desire to unseat leaders and to replace them. The fact
that such conspiracies often exist in organizations makes such a suspicion
potentially realistic. ‘

While Kramer and Gavrieli argue convineingly that a kind of paranoia
may often accompany leadership roles, Magee, Gruenfeld, Keltner, and
Galinsky argue that having a position of leadership often means having
power over other people and that this power may have psychological con-
sequences on the leaders. Specifically, they review research that supports
their hypothesis that power tends to make people action prone—leaders
tend to act. This tendency may be fine when action is called for, but it may
interfere if caution and patience are called for. Moreover, they present data
that suggest that this tendency toward action is, partly at least, a result of
disinhibition, the weakening of normal inhibitory mechanisms. Thus lead-
ers may also display more sexual forwardness than others and they may
be less able to resist temptation. Finally, evidence is presented that sug-
gests that powerful persons tend to objectify others, that is to treat them as
objects and to ignore others’ internal states, like emotions, values, prefer-
ences, and the like. Through these mechanisms, if leading is the exercise
of power, then that power tends to corrupt.

Finally, chapter 13 asks about the reputations and perceptions of lead-
ers when they are dead as opposed to alive. Allison and Eylon present
research on the effects of a leader’s legacy and reputation as a function
of whether the leader is believed to have died. They present evidence of
a “death positivity bias,” the tendency to think more highly of a person if
that person is believed to be dead than if the same person is believed to be
alive, and then show that although this bias is prevalent it is not universal.
Leaders whose lives were characterized by immoral acts were found to be
more negatively judged if they were dead (despite the fact that incompe-
tent people were judged more positively, indicating that it is not merely
an extremization of the judgment). It is an important discovery that judg-
ments of competence and morality seem to follow different patterns with
regard to death, a fact of some importance in our evaluations of contem-
porary leaders of failed organizations.

The book concludes with Chan and Brief’s wise and thoughtful over-
view of the implications of these chapters for the question of when leader-
ship matters and when it does not. Their review of the ideas in this book
challenge the common assumption in books about leadership that leader-
ship is everything. They note that some of the chapters imply that, in some
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circumstances, leadership is rather unimportant. But they were foiled in
hoping to be able to claim that leadership never matters, and it is this ques-
tion of “when” that becomes pivotal for them.

All in all, the chapters of this volume display part of a broad spectrum
of novel and important approaches to the study of the psychology of lead-
ership. We hope that they are equally useful to those who are or would be
leaders and to those who study the topic. As the recent failures of leader-
ship in corporations, governments, and churches have served to remind us,
it is too important a topic to be ignored by psychologists.



I

Conceptions of Leadership
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The Cultural Ecology
of Leadership: An Analysis
of Popular Leadership Books

Michelle C. Bligh

Claremont Graduate University

James R. Meindl
State University of New York at Buffalo

Today’s world has far too few real leaders. Now there’s a statement
we can all get behind. Having said that, could we please endorse the
Jollowing statement with equal fervor? One thing the world doesn’t
need is another book purporting to tell us how we can all become

good leaders.
—John Huey, 1994

Leadership is indisputably one of the most discussed, studied, and written-
about topics in our society. A keyword search in the Expanded Academic
Index for occurrences of the word “leadership” in a title or abstract reveals
over 1,200 citations in the year 2000 alone. A subject search of “leader-
ship” on Amazon.com returns more than 6,300 books on the subject, and
over 1,400 hardcover books with leadership in the title are offered (Krohe,
2000). From Jesus CEOQ to 1001 Ways to Take Initiative at Work, fortunes
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are made (or not!) and fads are launched by many of these titles. But what
wisdoms and lessons are truly to be gleaned from this popular genre of
leadership writings? What techniques and approaches are most frequently
utilized to deliver these so-called truisms? What can these leadership
books tell us about how our society views the construct of leadership? And
perhaps most importantly, how does this vast array of cultural knowledge
about leadership and leadership processes affect leader—follower inter-
actions? To answer these questions, we embarked on a qualitative and
quantitative study of popular leadership books in order to understand this
unique and fascinating genre.

THE SOCIAL CONSTRUCTION
OF LEADERSHIP

We adopt a social constructionist view (Berger & Luckmann, 1966; Ger-
gen, 1999), which argues that our understandings and implicit theories
about organizations are likely to be strongly influenced by our interactions
with the social agents who are most readily able to influence the avail-
ability, salience, or perceived importance of the information we receive
(Salancik & Pfeffer, 1978). Leadership concepts thus represent particu-
larly prominent features of these socially constructed realities (see Calder,
1977; Chen & Meindl, 1991; Salancik & Pfeffer, 1978; Meindl, 1990;
Meindl, Ehrlich, & Dukerich, 1985).

In this chapter, we explore popular conceptions of leadership with the
explicit recognition that these conceptualizations are embedded within the
culture that surrounds them. Social psychological approaches to leader-
ship often highlight the relational aspects of leadership, focusing on that
which transpires between leader and follower. These relational aspects
include power and mutual influence, reciprocal exchanges, identity and
categorization processes, causal attribution, arousal and affect, and the
like. Less attention, however, has been paid to the general cultural milieu
within which leaders and followers play out their relationships with one
another. In this chapter, we explore the social construction of leadership
in the context of widely accepted approaches and conceptualizations of
leadership as they are reflected in popular leadership books. These books
provide a window on our beliefs as a society about leadership: what con-
stitutes leadership, what makes it successful, and what assumptions we
make about the effects of leadership.
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We embark on an analysis of popular leadership books from an eco-
logical perspective, emphasizing the societal, cultural, and environmental
factors that shape our discourse about leadership. The content of popular
leadership books represents a highly accessible and voraciously consumed
collection of beliefs, ideas, and perspectives about leadership that contex-
tualize and inform the leadership process. Popular leadership books thus
reflect the societal and cultural factors that shape the process of leadership,
providing an ambience that orients both leaders and followers and condi-
tions their actions and reactions to each other.

This research is also influenced by the romance of leadership perspec-
tive developed by Meindl et al. (1985). Their examination of the leader-
ship literature and empirical studies revealed that leaders and leadership
issues often become the favored explanations for various events in and
around organizations. In addition, subsequent research has demonstrated
that people value performance results more highly when those results are
attributed to leadership, and that a halo effect exists for leadership attri-
butes. In other words, if an individual is perceived to be an effective leader,
his or her personal shortcomings and/or poor organizational performance
may be overlooked (Meindl & Ehrlich, 1987).

This so-called “romance of leadership” is strongly reflected in the
constructions of leadership that are regularly and widely produced for
our consumption in the popular press (e.g., Klapp, 1964; Goode, 1978).
Whether in the form of portraits or images of great leadership figures (e.g.,
Boorstin, 1961), or portrayed as the never-before-revealed secrets of lead-
ership effectiveness, these images reflect our appetite as a society for lead-
ership products. Such leadership images not only appeal to our cultural
fascination with the power of leadership, but also serve to fixate us on the
personas and characteristics of leaders themselves (Meindl, 1990).

In the current study, we sought to address the following two questions:
(a) What issues, perspectives, and characteristics are the primary focus of
popular leadership books today, and (b) how do these themes and prin-
ciples contextualize and influence leadership processes, specifically how
leaders and followers interact? In sum, the current study seeks to explore
what constitutes leadership in the popular press, what underlying princi-
ples (if any) can help us to make sense of this body of literature, and what
assumptions about the nature of leadership and its effects are reflected in
this genre. In addition, we suggest that the plethora of literature that is
produced on leadership provides an environment for how leadership is
interpreted and evaluated in today’s society.
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THE LEADERSHIP CRAZE

According to Debra Hunter, senior VP and publisher at Jossey-Bass, her
editors continually worry that the word leadership may be getting worn
out. Hunter concedes, “We’ve asked ourselves, ‘Should we get a different
word?’ But readers are really hungry for anything with the word lead-
ership in the title” (Krohe, 2000, p. 18). Although a large proportion of
current leadership titles do end up on the clearance table (some probably
deservedly so), the market for leadership books remains strong in a soci-
ety that is eager to snatch up the latest leadership techniques and secrets.
According to Krohe (2000):

By now the fad is well along on a predictable cycle, one we know from a
hundred other how-to crazes. Interest is ignited by the promise of a miracle
cure. Then come the variations on the theme, some of which are elabora-
tions of the original idea (Results-Based Leadership), while others a mere
reworking (or simply a repackaging) of earlier works. Then comes the
hybridizing with other hot topics (Real Power: Business Lessons from the
Tao Te Ching) and the mining of secondary markets (Business Leader Pro-
files for Students). Last come skeptical rejoinders aimed at readers disillu-
sioned or unpersuaded by the first batch of books. (p. 19)

So why do we continue to support this seemingly predictable cycle, par-
ticularly amidst criticisms that that all business books today are the same,
or for that matter, are often not even written by the management gurus
themselves? Why do leadership books continue to sell despite reviews that
assure us we are unlikely to make it through the first chapter before our
eyes glaze over (e.g., O’Toole, 2000)?

One answer may be found in a concept that is deeply rooted in our cul-
tural psyche: the American Dream. Many Americans subscribe to the idea
that anyone in our society can “make it to the top”; all one needs is desire,
education, and a willingness to make sacrifices. As Krohe (2000) judi-
ciously puts it, “the readers who assume that they can be leaders, and that
they can do it by reading a book, show a belief in equality of opportunity
that is dizzily optimistic or, perhaps more accurately, optimistically dizzy”
(p. 23). Optimism aside, this genre of leadership books in part reflects our
belief in the reality of the American Dream, and suggests that in turning
to the plethora of leadership books that fill the shelves, many readers are
buying a piece of this seductive promise of psychological and economic
fulfillment.

Efforts to understand this genre of leadership writings have ranged
from cynical to comical. Huey’s (1994) somewhat scathing review of
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popular leadership books begins with The Leader Within: An Empowering
Path of Self-Discovery. Writes Huey, “This volume contains a sentence
that, to me, perfectly captures the passion of most business-book prose:
‘When I became president of the breakfast division in 1971, I had to go
out and educate myself over matters such as investment banking.” Can
you bear not knowing what comes next?” (p. 239). On a more humorous
note, Goodman’s (1995) review of the top 10 leadership books attempts
to classify the books based first on overall management style, then on how
well-regarded by the experts the books are, and finally by which of the
“old masters” the book draws upon. After all of these fail, Goodman turns
to classifying the books based on readability and good taste, but comi-
cally concludes that none of the books fall into these categories. Finally,
Goodman comes to a realization: the best solution, he concludes, is to rate
the books based on one simple criterion—page count. Although by turns
cynical and facetious, these reviews highlight the difficulties inherent in
systematically understanding this widely disparate genre.

METHODOLOGY

Sampling Issues

The first step in pursuing the preceding research questions was to identify
a suitable sample of leadership books. This proved to be a much more
challenging undertaking than we had anticipated, and our study of popular
conceptions of leadership quickly digressed into a crash course in library
science. To our dismay, we discovered that a database that categorizes
books into subject headings (such as leadership), as well as provides a
synopsis or summary of those books, simply does not exist for all books.
While journal articles provide the reader with an abstract and/or key words
in order to summarize the key points and findings of the article, online and
print databases provide no such synopses for books.

Several print publications summarize academic-oriented books for
libraries, but these publications are extremely limited in the books they
include. In addition, we discovered publications that list books (i.e., in the
area of business) that are recommended for libraries to include in their col-
lections. These publications did not, however, provide any summaries of
the books listed, nor were they broken down into subject headings within
the area of business. We were thus faced with the daunting task of devel-
oping our own criteria for what books should be classified under the area
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of leadership, as well as the equally challenging task of reading hundreds
of books. In addition, since our research questions focus more specifically
on how leadership is constructed in the popular literature, we did not want
to limit our sample solely to those books recommended for a library col-
lection.

To further complicate matters, we discovered that different databases
use different classification systems for their books. In other words, a book
that may be classified under the subject heading of “leadership” in one
database may not necessarily be classified under that same subject heading
in another database. While the Library of Congress provides a standard
list of subject headings for libraries, many online and print databases use
their own in-house librarians to classify books under subject headings. In
addition, some databases follow the Library of Congress headings only
loosely, while others do not utilize the Library of Congress system at all.

So how does a search for books with the subject heading of “leadership”
result in a neat list of titles corresponding to that category? After consult-
ing with representatives from several database companies as to how their
librarians make these classification decisions, we were told that an effort
is made to use headings that are both as broad and as specific as possible.
In other words, an attempt is made to accommodate people who are not
exactly sure what they are looking for (and so may enter “leadership”) as
well as those who are looking for a very specific cross-section of books
(and so may enter a more narrow topic such as ‘“union leadership”). Books
are given a minimum of three subject headings, with no limit as to how
many subject headings are given to each book.

A final complication in the selection of our sample was to determine
which leadership books are “popular.” Our research questions focused
specifically on popular leadership books because we wanted to incor-
porate some measure of which of those approaches or constructions are
more widely consumed, and thus assumedly more influential. This neces-
sitated obtaining some measure of success for a given leadership book.
We decided book sales would be the most appropriate proxy measure for
how widely read a book is (although we certainly recognize that some
books may be purchased with good intentions, only to end up as shelf
decorations; as venture consultant Eileen Shapiro (2000) eloquently put it,
“You know what people do with leadership books? They put them on their
shelves. They’re office décor”; cited in Krohe, 2000, p. 23).

We soon learned, however, that publishers’ protection of sales infor-
mation rivals the secrecy of international espionage. After being firmly
rejected by several large publishers despite our expressed intentions to use
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the information solely for research purposes, we turned to the New York
Times bestsellers list. Again, however, we were faced with the problem of
separating leadership books from business books in general, as well as the
additional problem of only being able to focus on the handful of most pop-
ular books at a given point in time. This would have modified our study
significantly: rather than studying popular conceptions of leadership, we
would have been limited to studying the hyper-popular fads of leadership
(an interesting study in itself, but not our main focus).

A Multi-Method Approach

Faced with all of this complexity, we decided to utilize a variety of meth-
ods to ensure that we were capturing both the diversity of leadership books
on the market as well as a variety of perspectives about the books them-
selves. Although we considered manually reading, classifying, and sum-
marizing popular leadership books ourselves, we hoped to identify a sam-
pling methodology that would more accurately reflect how these books are
interpreted and consumed by society as well. Therefore, we decided to take
the approach that many consumers do when deciding which leadership
book to purchase: we turned to Amazon.com and Barnes and Noble (bn
.com). Each of these sites includes a wide variety of information on a given
book, which between the two sites might include any or all of the follow-
ing sources of information: (a) the publisher’s promotional information;
(b) a brief synopsis of the book; (c) the table of contents; (d) the full text
of one or more chapters; (e) text from the dust jacket and/or back cover of
the book; (f) the author’s brief biography; (g) reviews from other authors
or recognized authorities in the field; (h) customer reviews; (i) third-party
reviews from publications such as Booklist, (j) statements from the author;
and (k) sales rank information. In addition, these sites provide a color pic-
ture of the cover, which we suspect may also influence potential buyers,
providing salient marketing cues as to the promising contents of the book.
Overall, these sites provide a rich source of data about a given book from
a wide variety of different sources.

In addition to providing different sources of information in many sit-
uations, the choice to utilize both Amazon and Barnes and Noble was
made to more accurately reflect overall book sales as well. Although
Amazon.com has emerged as one of the preeminent vendors of online
books (of course, without top-secret information, we do not know how
preeminent precisely), it still accounts for a relatively small proportion of
overall book sales nationwide. For this reason, we decided to incorporate
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BarnesandNoble.com as well, whose sales information incorporates online
as well as bookstore sales. Through utilizing both sources of information,
we reasoned that we would be capturing a significant proportion of the
leadership books that are sold both online and in bookstores.

Overall, two separate coders reviewed the top 200 books from both
Amazon.com and BarnesandNoble.com, giving us a potential sample of
400 books. To partially mitigate the possibility that the information pre-
sented on Amazon.com and BarnesandNoble.com is positively biased to
enhance book sales, we decided to search for third-party book reviews
through an online database called ABI-Inform. (It should be noted, how-
ever, that BarnesandNoble.com specifically provides the following dis-
claimer to publishers: “We don’t remove reviews because they are ‘nega-
tive.” But if your author wants to provide a rebuttal or send along some
additional reviews we may not have seen, we will be happy to upload
them directly preceding the ‘negative’ review.”) ABI-Inform was cho-
sen because it is a full-text, comprehensive collection of a wide variety
of business publications, and it allowed us to limit our search to include
only book reviews. Thus, each title selected for the sample was checked
to see if it had been reviewed in one of the over 1,000 worldwide busi-
ness periodicals included in the ABI-Inform Global Database, in addition
to the 1,800 periodicals and newspapers included in the PA Research II
Database. Popular press publications such as The New York Times, USA
TODAY, Wall Street Journal, Barron's, Time, and Newsweek were there-
fore included in our sample. However, to our surprise, only 136 of the 257
books (or 53%) in our final sample had not been reviewed in any of these
publications, although in some cases third-party reviews were included on
Amazon.com and BarnesandNoble.com. All in all, we read a total of 354
reviews of the books in our final sample through ABI-Inform, an average
of 3.09 reviews per book (with a range of zero to 42 reviews).

In order to overcome the problem of what constitutes a popular book,
we decided to utilize the sales ranking information from Amazon.com and
BarnesandNoble.com. Although precise sales figures are not provided for
a particular book, each book receives a sales ranking in terms of how many
copies it has sold relative to all of the other books available through these
two sites. According to official company information, this bestseller list
is much like the New York Times bestsellers list, except instead of listing
just the top 50 or so titles, it lists more than 2 million. The lower the num-
ber, the higher the sales for that particular title. Therefore, by limiting our
search to books with a subject heading of leadership and sorting them by
sales ranking, we were able to obtain an approximation of which leader-
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ship books were selling better relative to other leadership books. Where
books were listed in the top 200 on both sites, the average sales ranking
from the two sites was calculated.

According to official information the companies provide regarding these
rankings, the top 10,000 best sellers are updated each hour to reflect sales
over the preceding 24 hours. The next 100,000 are updated daily. The rest
of the list is updated monthly, based on several different (undisclosed)
factors. Therefore, the sales ranking data fluctuated slightly throughout the
2-month period in which the books were analyzed. This did not concern
us, however, as we were interested more in a general indication of which
leadership books were currently being sold (and thus presumably read)
than in which leadership book was currently among the top 10 best-selling
leadership books versus the top 50. The top-selling book in our sample
was ranked 52 in overall book sales, and the lowest-selling book in our
sample was ranked 1,279,663 in overall book sales, with an average sales
ranking of 39,438. It is important to keep in mind that these figures are in
relation to all of the books sold, of which leadership books are only a small
proportion. Thus, these sales ranking data reflect the relative popularity
of leadership books in relation to one another, and are not a reflection of
actual sales. We were able to obtain this information for all but eight of
the books in our sample.

Development of the Classification Scheme

In order to uncover prevalent themes in the sample, the two coders worked
together to develop a classification scheme that would capture the primary
characteristics of the book being reviewed. We first attempted to separate
the books based on abstract, theoretically derived categories. We started
with general areas, such as author characteristics and major leadership
theories, as a loose framework. The guiding question that we asked our-
selves in the development of the categories was this: “If someone wanted
to read one of these books, could they get a good feel for what the book is
about simply by reading the list of descriptors the book falls into?”” Thus,
we hoped our coding would have a good deal of face validity, and it would
be easy for others to see why we coded the book as we did. Secondarily,
in the interest of parsimony, we asked ourselves: “What are the minimum
number of descriptors we need to include in the study to capture the main
themes of the books in our sample?”

We then followed an iterative approach, classifying a random sample
of books together in detail until we were satisfied that the coding scheme
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was adequate, and to assure agreement on category assignment. When we
were not in full agreement, we maintained broader, more abstract options
s0 as not to narrow the focus prematurely. We then used the full set of new
categories to reclassify a different sample of books, creating more dis-
tinct subcategories within those that contained the largest amount of data.
We subsequently discussed the new categories, and evaluated our previ-
ous classifications again. We did not limit ourselves to checking only one
descriptor within each category, since the preceding goals were sometimes
best achieved by checking more than one descriptor in one category but no
descriptor in other categories.

The classification scheme we developed, along with the frequencies for
each category, is presented in Table 2.1. After reading all of the available
information on a particular book, the book was given either a 1 or a 0 for
each of the classification categories. Again, we did not limit ourselves to
just one attribute per category for each book; in some cases, it was appro-
priate to make several classifications in a given category (see Table 2.1).
The first broad category concerns the characteristics and background of
the author or authors of the book. For example, if the author’s biography
listed him or her as a professor, a 1 would be placed in the “Academic
Author” column. Where authors had more than one characteristic, mul-
tiple columns in this section were modified. For example, a book with
several authors who collaborated on a single book might have a 1 placed
in academic, consultant, and business. The author was considered a writer
or reporter if that was his or her sole occupation, and the business classifi-
cation was reserved for authors who were in the business industry writing
about their own or others’ experiences.

The second broad category that emerged from our classification pro-
cess considered the primary setting of the book. For example, Elizabeth I,
CEQ: Strategic Lessons From the Leader Who Built an Empire would be
classified as “Historical” because the book primarily concerns a distinct
historical period of time. On the other hand, Peak Performance. Business
Lessons From the World’s Top Sports Organizations would receive a 1 in
the “Sports Setting” column because the book takes place in the world of
sports.

The “Primary Approach” category represents the tactic, approach, or
technique that the author or authors use to make their points or get their
ideas across in the book. If the book utilized an allegory, fable, or fictional
story, such as Fish! A Remarkable Way to Boost Morale and Improve
Results, or if it primarily utilized a fictional character to illustrate impor-
tant points, it would receive the appropriate classification. The “Trait/
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TABLE 2.1

Descriptive Statistics for Key
Variables (n = 257 Books)

Author Background
Writer/Reporter
Historian
Military
Consultant
Business
Academic
Religious Leader
Political
Sports
Target
Personal Development
Developing Others
Organizational Change
Academic
Setting
Business
Education
Religious
Political
Historical
Military
Sports
Primary Approach
Fictional Story
Fictional Character
Trait/Competency
Books with Numbered Suggestions
Metaphors/Anecdotes/Cases/Interviews
Research based
Collection or Edited Volume
Voice
Expert
“Evangelical”
Personal Account/Autobiography
Third-Person Account/Biography
Philosophical
Self-Actualization

Mean Std. Dev.
0.06 0.24
0.05 0.21
0.04 0.20
0.36 0.48
0.20 0.40
0.28 045
0.05 0.21
0.03 0.18
0.02 0.14
0.40 0.49
0.16 0.37
0.32 0.46
0.09 0.29
0.66 0.48
0.06 0.23
0.09 0.29
0.12 0.33
0.12 0.32
0.07 0.25
0.03 0.18
0.07 0.25
0.02 0.14
0.33 0.47
7.09 0.59
0.28 045
0.18 0.39
0.09 0.29
0.37 0.48
0.13 0.33
0.09 0.29
0.18 0.38
0.29 045
0.11 0.31
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Competency” category includes books that focus on a specific set of skills
or characteristics, with the explicit idea that by following the book’s guide-
lines, the reader can improve his or her behavior appropriately. “Books
with Numbered Suggestions” includes books such as 1001 Ways to Ener-
gize Employees, which offer a specifically ordered and numbered set of
guidelines, steps, suggestions, or tenets of leadership. The number of sug-
gestions given by a single book in our sample ranged from 1 to 1,001.

Another classification in the “Primary Approach” category encom-
passes books that incorporated metaphors, anecdotes, specific cases, or
interviews to illustrate topical areas. Books in this category may analyze
a specific set of companies, interview top executives, or use anecdotes or
metaphors derived from the authors’ experiences. “Research based” books
utilized a scientifically based study with evidence from multiple execu-
tives, companies, or industries, and the primary purpose of the book was to
share the results and findings from the authors’ research. Finally, the last
classification in this category, “Collection or Edited Volume,” incorpo-
rates books that utilize a collection of chapters and ideas from a variety of
authors to address a common theme, such as Schools That Learn: A Fifth
Discipline Fieldbook for Educators, Parents, and Everyone Who Cares
About Education.

The last primary category in our classification scheme is “Voice.” This
aspect of the book concerns the primary tone or approach the author takes
in order to convince the reader of his or her credibility, the contribution
the book makes, or more generally, why the reader should choose to read
this leadership book over any other. The “Expert” classification was given
to books that claimed to make a contribution to leadership based on their
experiences and expertise. “Evangelical” books, on the other hand, try to
aggressively convince the reader that he or she will profit in an intrin-
sically satisfying or motivational manner through reading a particular
book. While some books given this classification were religious in nature,
others, such as Don’t Fire Them, Fire Them Up: Motivate Yourself and
Your Team conveyed an almost evangelical fervor about leadership that
was strongly motivational but not religious in nature. “Personal Account/
Autobiography” and “Third Person Account/Biography” classifications
were given to books that fit these standard terms, while the “Philosophi-
cal” classification encompasses books that focus on morality, ethics, or
integrity in leadership, or advocates a new philosophy for leadership such
as Simplicity: The New Competitive Advantage in a World of More, Bet-
ter, Faster. Finally, the “Self-Actualization” category includes books that
explicitly prescribe passion and/or excitement for leaders to make work an
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adventure. Books in this category, such as Leadership and Self-Deception:
Getting Out of the Box, explicitly prescribe a leadership style or approach
that will lead to self-fulfillment, personal growth, and allow the reader to
realize his or her dreams.

Of the 400 books in the original sample, 110 books appeared on both
lists and were used to calculate interrater reliability. The interrater reli-
ability coefficient for the sample was obtained by first calculating the dif-
ferences in classification attributes and then calculating the percentage of
different classifications relative to the total (i.e., if one rater judged the
book’s voice to be “expert” and the other rater judged the book’s voice to
be “philosophical,” and all other classifications were the same, that book
would have an agreement factor of 94%). Averaging this coefficient over
the 110 books rated by both coders, the final coefficient of interrater reli-
ability proved to be acceptable at .86 (Fan & Chen, 2000).

Six of the books in our initial sample did not appear to have anything
to do with leadership, and 21 books were deleted from the sample because
we failed to find sufficient information from any of our sources to ade-
quately classify the book. Some books, for example, were not reviewed
by any third-party sources and did not have enough information from
the publisher, author, “experts,” or customers to give us confidence in an
appropriate classification. Finally, six books were deleted from the sample
because the two raters made significantly different classifications. This
left us with a total sample size of 257 different books on leadership (see
Appendix 2.A for a list of the titles included in our sample).

Neural Networks

In order to understand the broader patterns or clusters of types of books
in our sample, we utilized a relatively new area of information process-
ing technology known as neural networking. Although this technology
has only recently entered the mainstream, research on neural networking
dates back to the 1940s (Zhu & Chen, 2000). The underlying concept is
that, much like the human brain, computing systems are able to learn from
experience how to distinguish between similar objects and recognize pat-
terns. Neural networks have been employed for a wide variety of research
problems, including understanding market structuring (Reutterer & Nat-
ter, 2000), forecasting electrical power usage (Cottrell, Girard, & Rous-
set, 1998), identifying individuals’ cognitive styles and learning strate-
gies (Ford, 2000), predicting automobile injury claims fraud (Brockett,
Xia, & Derrig, 1998) and detecting associations between text documents



24 BLIGH AND MEINDL

(Roussinov & Chen, 1998). Although neural networks have been utilized
for a wide variety of applications, their application to the social sciences
is relatively new and holds a great deal of promise, particularly since they
are particularly well suited to capturing nonlinear relationships among
variables (Somers, 2001).

Our research questions led us to neural networking for a number of
reasons. Unlike more conventional statistical methods, neural networks
do not require assumptions about the form or distribution of the data to
analyze it. Given the discovery orientation of our study and our desire to
let patterns emerge from the data rather than imposing classifications a
priori, neural networking is an ideal technique. While traditional statisti-
cal analyses require one to assume a certain form to the data and test its
validity until the correct form is found, neural networks require no such
assumptions. In addition, neural networks are more tolerant of imperfect
or incomplete data than other methodologies.

Finally, neural networks have been demonstrated to perform better
than traditional statistical methods when the form of the data is unknown,
nonlinear, or complex, yet there are strong underlying relationships in the
data. For example, Reutterer and Natter’s (2000) comparative study of
two neural network approaches versus multi-dimensional scaling (MDS)
found that neural network approaches showed both higher robustness and
a higher stability of partitioning results in determining brand preferences.
Roussinov and Chen’s (1998) study compared how closely clusters pro-
duced by a computer neural networks correspond with clusters created by
human experts, and concluded that both techniques work equally well in
detecting associations. Soylu, Ozdemirel, and Kayaligil (2000) similarly
concluded that artificial neural network algorithms such as the one utilized
in this study obtain promising results both in terms of solution quality and
computation time (see Lin, Chen, & Nunamaker, 2000, for a detailed com-
parison of statistical versus neural approaches to cluster analyses).

The Kohonen Self-Organizing Map

This study utilized an unsupervised neural network known as the Kohonen
Self-Organizing Map (SOM), which is appropriate for research questions
in which the correct answers are unknown. The Kohonen SOM is an unsu-
pervised learning technique for summarizing high-dimensional data so that
similar inputs are mapped closely to one another (Kohonen, 1990, 1995).
Several studies have adapted the Kohonen SOM approach specifically for
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textual analysis and classification (see Lin et al., 2000; Ritter & Kohonen,
1989). When applied to textual data, the Kohonen SOM has been shown
to be able to group together related concepts in a data collection and to
present major topics within the collection with larger regions (Lin et al.,
2000). Previous research has strongly suggested the SOM algorithm as
an ideal candidate for classifying textual documents (Chen, Schuffels, &
Orwig, 1996).

Neural Connection, a software system for neural computing compat-
ible with SPSS, was employed for our analysis. The Kohonen tool in this
software package allows the user to reduce the multi-dimensionality of a
data set into a one- or two-dimensional array of artificial nodes. Pattern
recognition is attained by summing the input variables, assigning weights
to them, and then using a statistical function or algorithm to approximate
the value of the outcome variable. Unlike other statistical methods, such
as linear regression, neural networks require many passes or training runs
to minimize the error between the predicted and outcome values. Each
time the input data is run through the Kohonen Network, the weights are
adjusted, and the prediction of the network is improved. This process is
referred to as “learning” (Somers, 2001).

Due to the relatively small size of the data set, a number of defaults
in the Kohonen settings were changed. The specifics of the Kohonen
SOM analysis were therefore determined as follows: The initial weights
in the Kohonen layer were set by taking random samples from within the
input data set to eliminate any systematic bias. The neighborhood size, or
area around a “winning” node that is modified along with that node, was
allowed to decay by one tenth of one percent per training iteration. The
advantage of allowing neighborhood decay is that as the training proceeds,
areas of the Kohonen layer become more sharply defined with regard to
specific example types. The multiple Kohonen layer module was enabled,
as creating more than one Kohonen layer is particularly useful for clas-
sification problems (SPSS, 2001). The learning rate was defaulted at .6,
and the training of the Kohonen network was stopped at 20 epochs. This
indicates that every book in the data set was passed through the Kohonen
layer a total of 20 times. Finally, due to the small size of the data set and
the assumption that there were a few basic clusters in the data, the initial
size of the Kohonen layer was kept small. If data from a particular cluster
needed to be analyzed for further sub-clusters, this could be done after the
initial training of the network. Therefore, the size of the Kohonen Layer
side field was initially set to five nodes.
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Generalizability. As in other statistical methods, generalizability
is an important issue in neural networks. Following Bishop (1995) and
Somers (2001), data was randomly partitioned into two samples: a train-
ing sample and a test sample. According to Somers (2001), “in a process
similar to cross-validation (e.g., use of a hold-out sample), model param-
eters (weights and functions) are generated using a training sample and
then the generalizability of these results is assessed with a test sample
(which serves as the hold-out sample)” (p. 54). Twenty percent of the total
sample was utilized for the test data, producing a final data allocation of
206 books for training and 51 books for testing.

RESULTS

The initial Kohonen SOM analysis resulted in twenty-five nodes. The
Kohonen Network Viewer (see Fig. 2.1) was examined to give us an indi-
cation of the relative proximity of each node to its neighbors, in order to
determine how the nodes should be spatially divided into clusters. The
nodes plot represents each artificial node as a square, which is colored
according to how close it is to its neighboring neurons. Light colored
neurons indicate close proximity to their neighbors; dark colors indicate
greater distance from neighboring nodes. In addition to examining the
Network Viewer, the numerical centers for each of the 25 nodes were
examined to determine the primary book classifications that typified each
node. Nodes that shared at least one of the three primary characteristics

Kohonen Netwoik Viewer [x]

RANK | BNORA | YEARPUB [NUMBER_0|
Node 1 [20727.5351[1.910011 [1998.60559(2.048342 H
Node 2 {59631.2031[1.695857 |[1998.27197|1.465255
Node 3 [69857.8281|1.587834 |1998.12316/0.840225
Node 4 |54774.1796[1.609324 [1998.22534[1.093668
Node 5 |[18306.9101[1.753068 [1998.589471.372677
Node 6 |23201.0527|1.909431 |1998.52563(2.643211
Node 7 |48961.2734(1.783018 |[1996.22973(1.836923

A 3

FIG.2.1. Kohonen network output.
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TABLE 2.2
Map of Node Clusters, Primary Characteristics,
and Book Title Samples

Cluster Primary Characteristics Sample Book Title
Cluster 1 Organizational change Organization 2000: The Essen-

Leading change Collection/edited volume tial Guide for Companies and

Expert voice Teams in the New Economy

Cluster 2 Academic author Radical Innovation: How

Leading Trait/competency approach  Mature Companies Can

scientifically Business setting Outsmart Upstarts
Cluster 3 Subcluster characteristics ~ Eyewitness to Power: The

Learning from lead-
ership in context
Cluster Characteristics
Biography
Autobiography

Cluster 4
Leading through
imagination
Cluster 5
Insider accounts

Cluster 6
Consultants on
leadership

Cluster 7
Leading through
religion

Political setting

Historical setting

Educational setting

Military setting

Sports setting

Fictional story
Fictional characters
“Evangelical voice”

Business author
Autobiography

Expert voice
Consultant author
Business setting
Numbered suggestions

Religious leader
“Evangelical voice”
Religious setting

Essence of Leadership, Nixon
to Clinton

The Prince

Fundamental Concepts of
Educational Leadership and
Management

Leadership Secrets of Attila
the Hun

Everyone's a Coach: Five
Business Secrets for High-
Performance Coaching

The Servant: A Simple Story
About the True Essence of
Leadership

Get Better or Get Beaten:
31 Leadership Secrets from
GE’s Jack Welch

The Leader of the Future: New
Visions, Strategies, and Prac-
tices for the Next Era

Spiritual Leadership: Principles
of Excellence for Every Believer

with their immediate neighbors were grouped into clusters. These analyses
indicate the presence of seven distinctive clusters: five major clusters and
two minor clusters ranging in size from 17 to 74 books. The seven clus-
ters, along with their primary characteristics and a sample book title from
each cluster, are listed in Table 2.2. A detailed explanation of each of the

clusters follows.
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Cluster 1: Leading Change

Perhaps not surprising in today’s fast-paced global economy, the second
largest cluster of leadership books (n = 69, or 27% of the sample) consists
of books that deal with various aspects of the change process. Leadership
1s interpreted as the ability to enact and sustain lasting change, and the
books in this cluster serve as “how-to” guides on how the change process
can best be managed. Authors in this cluster are primarily academics or
self-proclaimed experts who claim to have the key to understanding the
mechanics of changing organizations on the path to success. These books
provide both the “nuts and bolts” of various organizational change initia-
tives, as well as a list of traits and/or competencies that a leader must have
before he or she can institute lasting change.

Many of the books in this cluster are collections or edited volumes that
seek to educate the reader about the nuances of leading change in various
business settings. These books are often a collaborative effort between
consultants, leading business people, and academics, who are touted as
experts or gurus in their fields. In addition, this group of books frequently
utilizes case studies of successful businesses and/or interviews with suc-
cessful leaders in order to illustrate how change was achieved. The result
is sometimes theme-based and coherent, and at other times appears to be a
hodgepodge of seemingly disjointed topic areas. Nevertheless, the books
in this group claim that the expertise within their pages will help leaders to
strategically cope with the future and the changes it may bring.

Cluster 2: Leading Scientifically

This smaller cluster of books (# = 26, or 10%) takes a scientific or
research-based approach to the field of leadership. Books in this cluster
are primarily written by academics or consultants who have undertaken
various forms of research endeavors, and wish to share the results of their
labors. These books, as a result, are much more dense than books in the
other clusters in our sample, and many are written primarily for an aca-
demic audience. They deal with a wide variety of specific topical areas,
including the organizational change theme which makes up the first clus-
ter of books. This accounts for the close proximity of these two clusters in
the Kohonen network. However, this cluster of books is differentiated by
its philosophical approach to leadership that either explicitly or implicitly
treats leadership as something that can be studied, understood, and subse-
quently taught.
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Cluster 3: Learning From Leadership
Outside Organizational Contexts

This cluster of books represents the largest in our sample (n = 74, or 29%).
Its large size and clear differentiation of primary characteristics indicate
the presence of five smaller subclusters. This cluster of books is predomi-
nantly written by people who claim to have either witnessed great lead-
ership firsthand, or those people who claim to have been great leaders
themselves and are willing to share their experiences. What is unique
about this group of books is that the context is explicitly not managerial.
In other words, this cluster claims to have discovered the secrets of lead-
ership outside of traditional organizational settings. These books there-
fore consist largely of biographies and autobiographies broken into five
smaller clusters, corresponding to different contextual areas or realms of
leadership (military, political, historical, educational, and sports-related).
The authors’ backgrounds in each of these subclusters corresponds to the
settings they write about. Thus, this group of popular leadership books
consists of historians writing about leadership throughout history, and
politicians or political insiders writing about political leadership. In addi-
tion, books such as Thomas Paine’s Common Sense and Machiavelli’s
The Prince, which advocated a particular philosophy of leadership that
has influenced readers over the centuries, are included in this cluster as
well.

This group of leadership books is heavily characterized by the compe-
tency approach, selling the idea that great leadership consists of having
“the right stuff,” which fortunately the reader can learn through the expe-
riences of the leader and his or her leadership actions described in these
books. This cluster of books may thus be most accurately characterized as
contextually based and experientially oriented: these authors have either
“done it” or “seen it firsthand™ and as a result, they have gleaned lessons
about the requirements of good leadership to pass on to their readers. Inher-
ent in this approach is the assumption that there are certain universal laws,
rules, or secrets of leadership that are relevant regardless of the field you
are in (which seems to fly directly in the face of more contingency-based
approaches to leadership). However, it is worth noting that the emphasis
is heavily placed on the competencies of leadership rather than the traits;
The Leadership Lessons of Robert E. Lee discusses the Tips, Tactics, and
Strategies for Leaders and Managers we can glean from Lee’s experi-
ences, not the message that Robert E. Lee was born with certain traits that
may be difficult or even impossible for the rest of us to attain.
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Cluster 4: Leading Through Imagination

This minor cluster in our sample consists of just 14 books, or 5% of the
total sample. It is, however, quite distant from its neighbors in the network
due to its distinctive characteristics. All of the books in this cluster utilize
fictional stories and characters to address the concept of leadership. In
addition, these books are characterized by an approach to leadership that
emphasizes how leadership that develops both the self and others can be
a self-actualizing and immensely satisfying endeavor. Readers are taken
on a fictional journey that reveals the rewards of realizing one’s potential
as a leader. These stories and parables act primarily as motivational mod-
els for how the reader may develop his or her own leadership skills, and
have the feeling of a fairy tale or parable applied to the business world.
This cluster of books thus utilizes stories to illustrate how the reader can
achieve happiness and fulfillment through leadership development. There
is a strong underlying message of empowerment that is almost evangelical
in its fervor. Through bringing out the best leader in oneself and in others,
the individual will achieve not only happiness, but an intrinsic gratifica-
tion that comes from seeing others realize their potential.

Cluster 5: Insider Accounts

The fifth cluster in our sample of books (n = 28, or 11%) is primarily
authored by current or former executives or organizational insiders from
successful, well-recognized companies. The tone of these books is simple
and direct: the author has run a successful organization, staged a major
turnaround, and/or managed others for decades, and is willing to sell his or
her experience to the reader. The books in this cluster are strongly mana-
gerial in focus, primarily written in the first person, and present a “behind
the scenes” personal account of leadership. The underlying message is
that by reading one person’s tale of success, the reader can glean hints or
tactics that can be applied to his or her own leadership skills and career
prospects.

Cluster 6: Consulting on Leadership

This cluster (n = 30, or 12%) consists of books written by professional
consultants, who claim that their years of working with companies quali-
fies them to divulge the secrets of how to lead change. This group of books
emphasizes visionary leadership, “leading the revolution,” and a plethora
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of other catchy phrases that are argued to capture the essence of leader-
ship. These books frequently offer numbered suggestions for the reader
to follow in order to build the skills of others, and offer a more common-
sensical, practical, guide-oriented approach to leadership than many of
the other popular books on the market. In addition, books in this cluster
are filled with tips, lists, checklists, worksheets, and exercises for how to
help others be better team members, how to coach effectively, and tips
and tactics for helping others hone their leadership skills, to name just a
few. Often, the books in this cluster read like mini-courses in leadership,
or cookbooks for how to mix the right ingredients and skills to create a
good leader.

Cluster 7: Leading through Religion

The last cluster of books in our sample (n = 17, or 7%) is made up of
books that approach leadership through the lens of religious beliefs. These
books frequently draw on religious lessons and allegories to guide read-
ers toward the development of their leadership skills, which is seen as a
key component of individual self-fulfillment. The books in this cluster are
evangelical in their quest to incorporate spirituality as a guide toward the
reader’s personal development, and they view leadership as either par-
tially or completely guided by higher forces.

CONCLUSION

The preceding analyses point out a number of different characteristics of
popular leadership books today. At the beginning of this chapter, we asked
two primary questions: (a) What issues, perspectives, and characteristics
are the primary focus of popular leadership books today, and (b) how do
these themes and principles contextualize and influence leadership pro-
cesses, specifically how leaders and followers interact? We now tum
toward the conclusions we can draw from our analysis of how leadership
is portrayed in books today.

The Romance Continues

Our analysis of nearly 300 popular leadership books confirmed one of our
initial suspicions: at times we were amazed by the seemingly infinite diver-
sity of perspectives and approaches in our sample, whereas at other times
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we had the impression we were reviewing the same book 50 times with
different titles. It is clear from our study that there is a massive amount of
information, knowledge, and wisdom being produced about leadership. In
addition, these leadership products are readily available, highly accessible,
and voraciously consumed. In the end, this study has given us a thorough
taste of what is currently “out there” in terms of popular leadership books,
and represents a cultural body of conventional thought and philosophy
regarding the concept of leadership that contextualizes the occurrences
of leadership that are the usual foci of studies in this area. We argue that
the seven major clusters of books we uncovered in this study represent an
initial attempt to map the general “leadership ambience” that conditions
and orients leader—follower interactions. We now turn to the themes that
constitute the ecology of leadership, what they reveal about the concept of
leadership in today’s society, and how these clusters continue to reflect a
romance with the concept of leadership and its capabilities.

The clusters unearthed by the Kohonen network analysis suggest that
our appetite for leadership products is satisfied in distinctive ways. On one
hand, we continue to be fascinated with the seemingly inexhaustible power
and influence leaders have to enact change, both in organizational structures
and in people themselves. The large “Leading Change” cluster that emerged
in our analysis indicates that it is an extremely prosperous area of the lead-
ership literature. This cluster of books takes a nearly limitless approach to
change, seemingly without exception. Simply by reading a book, readers
are persuaded that they will be able to Break the Code of Change, Man-
age the Dream, or become A Force for Change. Spurred by technological
changes, globalization, and demographic changes in the workforce, this
group of books reflects a seemingly never-ending belief in the capacity of
leadership to effect change on nearly anything and everything.

The ever-quickening pace of change in the modern world has also led
to increased uncertainty. This uncertainty, in turn, makes it much easier
to “identify [the ever-widening] gaps in the guru market” (Levy, 2000,
p. 22).

Nothing boosts book sales like a little panic among the managerial classes.
People have always sought out oracles in uncertain times, and for business-
people the times are very uncertain indeed. A lot of people want to learn
how to be leaders because being a follower is not much of a career option
anymore. The problem is not just that the traditional corporate hierarchy is
being flattened. Management’s fundamental assumptions are being undone.
The locus of decision-making, indeed of policy formulation, is becoming
diffused throughout the typical organization. (Krohe, 2000, p. 21)
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These changes are leaving today’s leaders scrambling to manage an ever-
increasing uncertainty, increasing our appetites for management gurus
and experts who can provide easy answers (represented in the “Consul-
tants on Leadership” and “Insider Accounts” clusters). Jackson’s (1999)
rhetorical critique of Stephen Covey and the effectiveness movement
demonstrates how gurus’ work resonates with the material, existential,
and spiritual needs of individuals within our society that are peculiar to
the late modern age. While this is by no means a new phenomenon (see
“Memorable Gurus and Cutting-Edge Theories” [Anonymous, 1999] for
a decade-by-decade flashback of some memorable management gurus
and leading principles), this study suggests that the demand for gurus and
experts to lead us through uncertain times is not likely to abate any time
soon.

Our appetite for leadership is also somewhat sated by our seeming con-
fidence in the wisdom and tools that the experts claim to have gleaned
from their vast experiences. While the clusters we titled “Leading Scien-
tifically” and “Learning From Leadership in Context” vary tremendously
in terms of subject area, readability, and the credentials of the author or
leader depicted, they strongly suggest that we are still enamored with the
idea that there are certain universal leadership competencies that lead to
success, whether one is a martial arts coach, Attila the Hun, or the pope
himself. The wisdom, skills, and lessons that an individual learns as a
leader are illustrated by emissaries all around us, and these books sell
the notion that these universal truisms can be learned and subsequently
utilized by everyone. In essence, this is a very democratic, egalitarian,
and somewhat romanticized image of leadership: we can all be leaders,
given the right knowledge and skills (although this may eventually leave
us without any followers!).

Finally, the clusters titled “Leading Through Imagination” and “Lead-
ing Through Religion” suggest that our society’s thirst for books that
promise happiness and self-fulfillment is not easily satiated. Embedded
in a capitalistic, consumer-driven society, it is not surprising that many of
us are compelled to buy the latest leadership book. We may even pick it
up along with the latest exercise fad, wrinkle cream, or cleaning product,
all of which come with underlying promises. Of course we want to be a
little healthier, a little younger, our lives a little easier. Why not be a bet-
ter leader too? Why not help develop those around us to be better leaders
too? Krohe (2000) sums it up: “What the self-help book is really selling is
hope; most leadership books are doomed to frustrate hope, because they
purport to do something no book can do” (p. 18).
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Overall, the results of this study suggest that themes of change, expert
and guru appeal, self-actualization and fulfillment constitute the ecology
of leadership. Leaders who are seen as affecting change, possessing great
experience and knowledge, and providing their followers with the oppor-
tunity to reach their unique potentials fit our cultural stereotypes of what
a great leader should be. Leadership skills are identifiable and accessible
to all, regardless of social standing, formal training, or experience. What
is interesting about this ubiquitous and consistent message from popular
leadership books is that it implies that every leader is able to easily attain
these standards, simply by spending a few hours with a leadership book.
Faced with real-life leaders who do not seem to bring about great changes,
possess the right knowledge or skills in every situation, or have enough
time or energy to ensure that their followers are able to realize their poten-
tial as employees and as people, it is not difficult to see how this leadership
ecology can negatively affect leader—follower relations.

Although the sheer number, popularity, and demand for leadership
books hints strongly that we are as obsessed with leadership as ever, our
study of leadership books makes clear that our fascination with the per-
sonas of celebrity leaders and their experiences continues. We are con-
tinually compelled by the idea that these leaders have created tremendous
outcomes through the force of their amazing personalities, and we line up
in droves to get a glimpse of this magic. Yet the authors of these books are
not only selling a front-row seat to the fame and glory that surround these
popular leaders; they are selling the implication that by buying and read-
ing these books, we can become one of these heroes. In other words, “the
celebrity leader is precisely the person so many leadership-book readers
seem to wish to be” (Krohe, 2000, p. 20).

This leaves the reader with a tremendous paradox. On the one hand,
according to James O’Toole (1999) in Leadership A to Z: A Guide for the
Appropriately Ambitious, every sane person knows that not everyone can
be an Abe Lincoln, a Jack Welch, or a Margaret Thatcher. In fact, O’Toole
concludes that “leadership talent and ability are as widely dispersed as
the ability to play the piano or hit a curve ball” (p. 6). Yet the books in
Cluster 3 all sell the idea that these personalities’ talents and abilities can
be distilled into a neat list of tips, tools, and techniques. Perhaps this is the
answer to why as a society we continue to consume the latest bestseller;
we are not so much buying the secrets of being a great leader as we are
buying the myth that anyone can be one. Most of us would agree that Eliz-
abeth I, CEO: Strategic Lessons From the Leader Who Built an Empire
sounds much more promising than You Are Not Elizabeth I and You Never
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Will Be. According to guru experts (ironic as this term may be), “leader-
ship comes down to the fact that with all of the posturing and promises, no
guru, regardless of his or her mettle or meddling, can make you an instant
leader. Leaders aren’t born—at least not full-blown. Neither are they made
like instant coffee. Instead, they are slow brewed” (Boyett & Boyett, cited
in Pospisil, 1998, p. 71).

Although this continued fascination with leaders and their influence is
perhaps not surprising when the larger changes in the business environ-
ment are taken into consideration, this fact does not mitigate the danger.
According to Krohe (2000):

It’s no coincidence that the leadership-book fad has bloomed as we begin
what may come to be called the post-management era. Frustrated with the
quotidian miseries of managing, firms first resorted to structural changes
such as reengineering as a miracle cure. That failed; it made for leaner firms
but not redirected or re-energized ones. The new way to make management
unnecessary is to substitute for it the charismatic influence of The Leader.

(. 21)

Combined with subsequent research, this study suggests that we need to
use a great deal of caution in overemphasizing this charismatic influence.
Truly great leadership is not likely to be as easily attained as this cultural
ecology might lead us to believe. Although it may not be a bestseller, per-
haps what we really need in the post-management era is a more realistic
portrayal of the skills people at all levels of organizations can be taught to
utilize effectively, as well as a realistic portrayal of the work it takes to get
there and the limitations and constraints that each and every leader must
face. But then again, are we really sure we need another leadership book?

Whatever one’s opinions about this genre of books and the value of
what is produced and consumed, it seems inevitable that more books about
leadership will continue to be written and read. We argue, however, that
the books themselves are less important than what they represent and
reveal. In our view, what transpires between leaders and followers occurs
against this backdrop of conventional—and in some cases more avant-
guard—thoughts, wisdom, and philosophies regarding leadership that are
constantly produced, consumed, and embedded. In other words, we see
this genre of books as providing a general leadership ambience within
which leaders and followers interact and respond to one another. Between
their covers lies a cacophony of multiple voices, and a veritable alpha-
bet soup of different perspectives. Thus, popular leadership books are a
reflection of the production and consumption of these culturally ambient
aspects of leadership, a mirror image of how we as a society define and
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interpret leadership itself. Through our analysis of these popular books,
we provide a first, somewhat crude mapping of the topography and texture
of these ambient aspects of leadership. It is our hope, however, that further
research will continue to extensively map and explicitly consider the eco-
logical backdrop that contextualizes modern leadership in all of its forms.
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APPENDIX 2.A:
COMPLETE LISTING OF BOOK TITLES

Leadership From The Inside Out: Becoming a Leader for Life

A Work of Heart: Understanding How God Shapes Spiritual Leaders

American Rhapsody

Brand Leadership

Breaking the Code of Change

Cigars, Whiskey & Winning: Leadership Lessons From General Ulysses S.
Grant

Clicks and Mortar
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Co-Leaders: The Power of Great Partnerships

Coaching for Leadership: How the World's Greatest Coaches Help Leaders
Learn

Common Knowledge: How Companies Thrive by Sharing What They Know

Corps Business: The 30 Management Principles of the U.S. Marines

Digital Transformation: The Essentials of e-Business Leadership

Elizabeth I, CEO: Strategic Lessons From the Leader Who Built an Empire

Executive Coaching With Backbone and Heart: A Systems Approach to Engag-
ing Leaders With Their Challenges

Executive Instinct: Managing the Human Animal in the Information Age

Eyewitness to Power: The Essence of Leadership—Nixon to Clinton

Failing Forward: Turning Mistakes Into Stepping Stones for Success

Fish! A Remarkable Way to Boost Morale and Improve Results

Funky Business: Talent Makes Capital Dance

Leadership: What Every Manager Needs to Know

Going to the Top: A Road Map for Success From America’s Leading Women
Executives

Harnessing Complexity: Organizational Implications of a Scientific Frontier

How Hitler Could Have Won World War II: The 10 Fatal Errors That Led to
Nazi Defeat

Lead to Succeed: 10 Traits of Great Leadership in Business and Life

Leadership and Self-Deception: Getting out of the Box

Leadership Secrets of the Rogue Warrior

Leadership Wisdom From the Monk Who Sold His Ferrari: The 8 Rituals of
Visionary Leaders

Leadership Wisdom

Leadership: A Treasury of Great Quotations for Those Who Aspire to Lead

Leading at the Edge: Leadership Lessons From the the Extraordinary Saga of
Shackleton’s Antarctic Expedition

Leading the Revolution

Learning Journeys: Top Management Experts Share Hard-Earned Lessons on
Becoming Great Mentors and Leaders

Lightning in a Bottle: Proven Lessons for Leading Change

Lives of Moral Leadership

Managing the Dream: Reflections on Leadership and Change

Maxwell 3-in-1: The Winning Attitude, Developing the Leaders Around You,
Becoming a Person of Influence

More Than a Motorcycle: The Leadership Journey at Harley-Davidson

Obsessions of an Extraordinary Executive: The Four Disciplines at the Heart of
Matking Any Organization World Class

The Strategy Focused Organization

Peak Performance: Business Lessons From the World's Top Sports Organiza-
tions
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Peterman Rides Again: Adventures Continue with the Real *J. Peterman”
Through Life & the Catalog Business

POTUS Speaks: Finding the Words That Defined the Clinton Presidency

Power Plays: Shakespeare’s Lessons in Leadership and Management

Radical Innovation: How Mature Companies Can Qutsmart Upstarts

Rites of Passage at $100,000 to 31 Million+: Your Insider’s Lifetime Guide to
Executive Job-Changing and Faster Career Progress in the 21st Century

Schools That Learn: A Fifth Discipline Fieldbook for Educators, Parents, and
Everyone Who Cares About Education

Secrets of Power Negotiating

Sellout: The Inside Story of President Clinton’s Impeachment

Simplicity: The New Competitive Advantage in a World of More, Better, Faster

Stop Whining, and Start Winning: Recharging People, Reigniting Passion, and
Pumping up Profits

Terms of Engagement: Changing the Way We Change Organizations

The 12 Simple Secrets of Microsoft Management: How to Think and Act Like a
Microsoft Manager and Take Your Company to the Top

The 21 Most Powerful Minutes in a Leader’s Day: Revitalize Your Spirit and
Empower Your Leadership

The 7 Habits of Highly Effective People

The Arc of Ambition: Defining the Leadership Journey

The Board Book: Making Your Corporate Board a Strategic Force in Your
Company’s Success

The Breach: Inside the Impeachment and Trial of William Jefferson Clinton

The Case Against Hillary Clinton

The Code of the Executive: Forty-Seven Ancient Samurai Principles Essential
Jfor Twenty-First Century Leadership Success

The Entrepreneurial Mindset

The Monk and the Riddle: The Education of a Silicon Valley Entrepreneur

The Next Pope: A Behind-The-Scenes Look at How the Successor to John Paul
II Will Be Elected and Where He Will Lead the Catholic Church

The Presidential Difference: Leadership Style from Roosevelt to Clinton

The Reader’s Companion to the American Presidency

The Real Work of Leaders: A Report From the Front Lines of Management

The Shadow Negotiation: How Women Can Master the Hidden Agendas That
Determine Bargaining Success

The Strategy-Focused Organization: How Balanced Scorecard Companies
Thrive in the New Business Environment

Papal Sin: Structures of Deceit

The Wave 4 Way to Building Your Downline

Theremin: Ether Music and Espionage (Music in American Life)

True Professionalism: The Courage to Care About Your People, Your Clients,
and Your Career
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What Would Machiavelli Do?

Working With Emotional Intelligence

1001 Ways to Take Initiative at Work

Accountability: Getting a Grip on Results

AquaChurch: Essential Leadership Arts for Piloting Your Church in Today’s
Fluid Culture

Becoming a Woman of Influence: Making a Lasting Impact on Others

Blown to Bits: How the New Economics of Information Transforms Strategy

Bringing out the Best in People: How to Apply the Astonishing Power of Posi-
tive Reinforcement

Cultural Proficiency: A Manual for School Leaders

Day of Deceit: The Truth About FDR and Pearl Harbor

Dialogue and the Art of Thinking Together: A Pioneering Approach to Commu-
nicating in Business and in Life

Don’t Step in the Leadership

Encouraging the Heart: A Leader’s Guide to Rewarding and Recognizing Oth-
ers

Essential Managers: How To Delegate

Flawed Advice and the Management Trap: How Managers Can Know When
They 're Getting Good Advice and When They 're Not

Getting It Done: How to Lead When You 're Not in Charge

High Velocity Leadership: The Mars Pathfinder Approach to Faster, Better,
Cheaper

How to Be a Star at Work: 9 Breakthrough Strategies You Need to Succeed

John P. Kotter on What Leaders Really Do: A Harvard Business Review Book

Leader to Leader: Enduring Insights on Leadership from the Drucker Founda-
tion’s Award Winning Journal

Leadership and the New Science Revised: Discovering Order in a Chaotic
World

Leadership by the Book: Tools to Transform Your Workplace

Leadership by the Book

Leadership for Dummies

Leadership From the Inside Out: Becoming a Leader for Life

Leadership Lessons of Robert E. Lee: Tips, Tactics, and Strategies for Leaders
and Managers

Leading Beyond the Walls

Leading With Integrity: Competence With Christian Character (The Pastor’s
Soul)

Lean Transformation: How to Change Your Business Into a Lean Enterprise

Learning the 21 Irrefutable Laws of Leadership (Study Guide)

Learning to Lead

Lessons from the Top: The Search for America’s Best Business Leaders

Managing People Is Like Herding Cats
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Mission Possible: Becoming a World-Class Organization While There’s Still
Time

Nothing’s Impossible: Leadership Lessons From Inside and Outside the Class-
room

Patton on Leadership: Strategic Lessons for Corporate Warfare

Political Savvy: Systematic Approaches to Leadership Behind the Scenes

Results-Based Leadership

Rethinking the Future: Rethinking Business, Principles, Competition, Control
and Complexity, Leadership, Markets, and the World

Right From The Start: Taking Charge in a New Leadership Role

Robert E. Lee on Leadership: Executive Lessons in Character, Courage, and
Vision

Say It With Presentations: How to Design and Deliver Successful Business
Presentations

Self-Help Stuff That Works

Succeeding Generations: Realizing the Dream of Families in Business

The 21 Indispensable Qualities of a Leader: Becoming the Person Others Will
Want to Follow

The American President

The Ascent of a Leader: How Ordinary Relationships Develop Extraordinary
Character and Influence

The GE Way Fieldbook: Jack Welch's Battle Plan for Corporate Revolution

The Gifted Boss: How to Find, Create and Keep Great Employees

The Heart of a Leader

The Leadership Moment: Nine True Stories of Triumph and Disaster and Their
Lessons for Us All

The Military 100: A Ranking of the Most Influential Military Leaders of All Time

Topgrading: How Leading Companies Win by Hiring, Coaching and Keeping
the Best People

Winning With Integrity: Getting What You 're Worth Without Selling Your Soul

Age of Unreason

Basic Principles of Policy Governance

Becoming a Woman of Influence: Making a Lasting Impact on Others

Empowerment Takes More Than a Minute

Executive EQ: Emotional Intelligence in Leadership and Organizations

Harvard Business Review on Change

Harvard Business Review on Leadership

The Tao of Leadership: Lao Tzu’s Tao Te Ching Adapted for a New Age

Joining Forces: Making One Plus One Equal Three in Mergers, Acquisitions,
and Alliances

Julie’s Wolf Pack

Organization 2000: The Essential Guide for Companies and Teams in the New
Economy
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Organization 2000: Achieving Success With Ease in the New World of Work

Organizing Genius: The Secrets of Creative Collaboration

Outlearning the Wolves: Surviving and Thriving in a Learning Organization

God’s Politicians

Rules & Tools for Leaders

Rules and Tools for Leaders: A Down-to-Earth Guide to Effective Managing

Semper Fi: Business Leadership the Marine Corps Way

Jack Welch and the G.E. Way: Management Insights and Leadership Secrets of
the Legendary CEO

Synchronicity: The Inner Path of Leadership

The 21 Irrefutable Laws of Leadership: Follow Them and People Will Follow
You

The Big Book of Team Building Games: Trust-Building Activities, Team Spirit
Exercises, and Other Fun Things to Do

The Complete Idiot’s Guide to Business Management

The Courage to Teach: A Guide for Reflection and Renewal

The Five Temptations of a CEO: A Leadership Fable

The Leader’s Handbook: Making Things Happen, Getting Things Done

The Nature of Leadership

The Rogue Warrior’s Strategy for Success: A Commando’s Principles of
Winning

The Servant: A Simple Story About the True Essence of Leadership

The Stuff of Heroes: The Eight Universal Laws of Leadership

Virtual Leadership: Secrets from the Round Table for the Multi-Site Manager

Winning Everyday

Zapp!: The Lightning of Empowerment: How to Improve Quality, Productivity,
and Employee Satisfaction

1001 Ways to Energize Employees

A Higher Standard of Leadership: Lessons From the Life of Gandhi

A Peacock in the Land of Penguins: A Tale of Diversity and Discovery

Biblical Eldership: Restoring Eldership to Rightful Place in Church

Board Self-Assessment

Boards That Make a Difference: A New Design for Leadership in Nonprofit and
Public Organizations

Co-opetition: 1. A Revolutionary Mindset That Redefines Competition and
Cooperation; 2. The Game Theory Strategy That’s Changing the Game of
Business

Common Sense

Get Better or Get Beaten!: 31 Leadership Secrets from GE’s Jack Welch

1t’s Just a Thought . . . but It Could Change Your Life: Life’s Little Lessons on
Leadership

Riding the Tiger: Addressing the Many Ways Information Management Affects
You in Your Organization
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Leaders: The Strategies for Taking Charge/The 4 Keys to Effective Leadership

Leadership 101: Inspirational Quotes and Insights for Leaders

Learning to Lead: A Workbook on Becoming a Leader

Managing by Values

Net Gain: Expanding Markets Through Virtual Communities

The New American Democracy

Nixon's Ten Commandments of Statecraft: His Guiding Principles of Leadership
and Negotiation

Organizational Culture and Leadership

Putting Emotional Intelligence To Work: Successful Leadership Is More Than
19

Real Change Leaders: How You Can Create Growth and High Performance at
Your Company

Shaping School Culture: The Heart of Leadership

Reinventing Your Board: A Step-By-Step Guide to Implementing Policy Gover-
nance

The Articulate Executive: Learn to Look, Act, and Sound Like a Leader

The Complete Idiot’s Guide to Leadership

The Corporate Mystic: A Guidebook for Visionaries With Their Feet on the
Ground

The Handbook of Strategic Public Relations & Integrated Communications

The Leader of the Future: New Visions, Strategies, and Practices for the Next
Era (The Drucker Foundation Future Series)

The Leadership Engine: How Winning Companies Build Leaders at Every Level

The New Economics: For Industry, Government, Education

The Power Principle: Influence with Honor

Credibility: How Leaders Gain and Lose It, Why People Demand It

Deep Change: Discovering the Leader Within

Desarrolle El Lider Que Esta En Usted (Be All You Can Be)

Everyone’s a Coach: Five Business Secrets for High-Performance Coaching

Jack Welch Speaks: Wisdom from the World’s Greatest Business Leader

Jesus CEQ: Using Ancient Wisdom for Visionary Leadership

Leader as Coach: Strategies for Coaching & Developing Others

Leading Change

Leading Minds: An Anatomy of Leadership

Lincoln

Never Give In: The Extrordinary Character of Winston Churchill

The Future of Leadership: Riding the Corporate Rapids Into the 21st Century

The Leadership Challenge: How to Keep Getting Extraordinary Things Done in
Organizations

101 Stupid Things Trainers Do to Sabotage Success

Beyond Entrepreneurship: Turning Your Business Into an Enduring Great
Company
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Certain Trumpets: The Nature of Leadership

Developing the Leaders Around You

Don’t Fire Them, Fire Them Up: Motivate Yourself and Your Team

Fundamental Concepts of Educational Leadership and Management

Give and Take: The Complete Guide to Negotiating Strategies and Tactics

Improving Performance: How to Manage the White Space on the Organiza-
tional Chart

Leading Out Loud: The Authentic Speaker, the Credible Leader

Leading With Soul: An Uncommon Journey of Spirit

Masterful Coaching: Extraordinary Results by Impacting People and the Way
They Think and Work Together

Mining Group Gold: How to Cash in on the Collaborative Brain Power of a
Group

On-The-Level: Performance Communication That Works

Smart Moves for People in Charge: 130 Checklists to Help You Be a Better
Leader

The Art of War for Executives

The Female Advantage: Women’s Ways of Leadership

The Last Word on Power: Reinvention for Executives Who Want to Change
Their World

The Leader’s Guide: 15 Essential Skills

The Leader in You: How to Win Friends, Influence People, and Succeed in a
Changing World

Enlightened Leadership: Getting to the Heart of Change

Flight of the Buffalo: Soaring to Excellence, Learning to Let Employees Lead

Leadership Without Easy Answers

On Becoming a Leader

Spiritual Leadership: Principles of Excellence for Every Believer (Commitment
to Spiritual Growth)

The Ecology of Commerce: A Declaration of Sustainability

The Fifth Discipline: The Art and Practice of the Learning Organization

The Fifth Discipline Fieldbook: Strategies and Tools for Building a Learning
Organization

Developing the Leader Within You

Getting Things Done When You Are Not in Charge

In the Name of Jesus: Reflections on Christian Leadership

Leadership Jazz: The Art of Conducting Business Through Leadership, Follow-
ership, Teamwork, Voice, Touch

Lincoin on Leadership: Executive Strategies for Tough Times

Negotiating Rationally

The Effective Executive

The Team Building Too! Kit: Tips, Tactics, and Rules for Effective Workplace
Teams
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Thinking Strategically: The Competitive Edge in Business, Politics, and Every-
day Life

10 Steps to Empowerment: A Common-Sense Guide to Managing People

Principle-Centered Leadership

Principle-Centered Leadership: Strategies for Personal and Professional
Effectiveness

Successful Team Building

The Prince (Everyman’s Library)

Leadership Secrets of Attila the Hun

A Force for Change: How Leadership Differs from Management

Leadership Is an Art

New Kind of Leader

Leaders on Leadership

The Making of a Leader

Leadership and the One Minute Manager: Increasing Effectiveness Through
Situational Leadership

Reframing Organizations: Artistry, Choice, and Leadership

Servant Leadership: A Journey into the Nature of Legitimate Power and Great-
ness

Life Is Tremendous

How to Think Like a CEQ: The 22 Vital Traits You Need to Be the Person at
the Top

The Inner Work of Leaders: Leadership as a Habit of Mind

The Leadership Challenge Planner: An Action Guide to Achieving Your Per-
sonal Best

APPENDIX 2.B:
KOHONEN NETWORK NODE CENTERS

Cluster 1

Node !l Node?2 Node3 Noded4 Nodel
Rank -0.161 0.174 0261 0.132 -0.182
Src 0.136 -0.109 -0.232 -0.208 —0.044
Year -0.016 -0.196 -0.276 -0.221 -0.025
ABI 0.055 -0.114 -0.295 -0.222 -0.141
AbI Read 0.056 -0.127 -0306 -0.245 -0.148
Gender 0.084 0023 0054 -0.128 —0.184
Writer/Reporter -0.260 -0.170 -0.146 -0.120 -0.157
Historian -0.226 -0.226 -0.226 -0226 -0.226
Military -0.214 -0.214 -0214 -0.214 -0.214

Consultant 0408 0.507 0459 0289 0.125
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Cluster 1 (continued)
Nodel Node2 Node3 Node4 Nodes

Business 0423 0370 0225 -0.055 -0.263
Academic 0.952 0.657 0011 -0.132 -0.093
Relig. Leader -0.226 -0.226 -0.226 -0.226 -0.226
Political -0.188 -0.188 -0.188 -0.188 -0.188
Sports -0.141 -0.141 -0.141 -0.141 -0.141
Personal Development -0.442 -0.553 -0.403 0394 -0431
Developing Others -0.186 —-0.043 0.084 0.155 0.138
Organizational Change 1.014 1126 1.067 0630 1.024
Academic 0.951 039 -0.251 -0.269 -0.233
Business 0483 0554 0.674 0620 0.621
Education 0241  0.021 -0249 -0.249 -0.248
Religious -0319 -0.319 -0.319 -0319 -0.319
Political -0.274 -0315 -0.372 -0372 -0372
Historical -0.363 -0.320 -0.304 -0.327 -0.363
Military ~0270 -0.270 -0.270 -0.270 -0.270
Sports -0.188 -0.188 -0.188 -0.188 -0.187
Collection/Edited Volume 1.171 0.515 0.698 0.533  1.030
Fictional Story -0.270 -0.270 -0.270 -0.270 -0.270
Fictional Character -0.141 -0.141 -0.141 -0.141 -0.141
Metaphors/Anecdotes 0499 0447 0336 0.150 0.023
Research based 0.337 0.180 0.051 0095 0.181
Expert 1240 0.710 0545 0430 0.380
“Evangelical” -0.230 0.056 0.162 -0.079 -0.380
Autobiography -0.032 -0.140 -0.188 -0.319 -0.319
Biography -0.400 -0.397 -0372 -0360 -0.352
Philosophical 0.011 -0.008 -0.099 -0.207 -0.333
Self Actualization -0.069 -0.145 -0.286 -0.185 -0.138
Trait/Competency -0.450 ~0.398 -0.245 0433 0.998
Num Sugg -0.093 0.130 0245 0.143 -0.036
Cluster 2

Node 6 Node7 Node8 Node9 Node 10
Rank —-0.140 0.082 0.131 0.037 -0.161
Src 0.135 -0.009 -0.053 -0.054 0.036
Year -0.059 -0.219 -0.228 -0.212 -0.033
ABI 0.227 -0.006 -0.237 -0.180 -0.115
AbI Read 0.237 0.010 -0.191 -0.156 -0.092
Gender 0.093 0.019 0.048 -0.035 -0.050
Writer/Reporter -0.260 -0.142 -0.110 -0.077 -0.109
Historian -0.226 -0.226 -0.226 -0.226 -0.226
Military -0.214 -0.214 -0.214 0.098 0.330
Consultant 0360 0.392 0363 0.167 0.015
Business 0.267 0228 0.198 0.109 0.070
Academic 0.442 0.585 -0.001 -0.151 -0.166

Relig. Leader -0.226 -0.226 -0.226 -0.226 -0.226
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Cluster 2 (continued)

Node 6 Node7 Node8 Node9 NodelO

Political —0.188 -0.188 -0.188 -0.188 -0.188
Sports -0.141 -0.141 -0.141 0.179 0410
Personal Development -0.386 -0.382 -0.237 0319 0514
Developing Others -0.221 0.117 0337 0271 0.117
Organizational Change 0792 0359 0273 0.116 -0.352
Academic 0947 0595 0759 0320 0.790
Business 0.885 0464 0571 0498 0.527
Education 0596 0.273 -0.125 -0.116 -0.156
Religious -0.040 -0.042 -0.150 -0.211 -0.319
Political 0.045 -0.156 -0.372 -0372 -0.372
Historical 0.104 -0.099 -0.295 -0318 -0.318
Military -0.094 -0.184 -0.233 -0.047 0.114
Sports -0.188 -0.188 -0.188 0.216 0.314
Collection/Edited Volume 0.885 0276 -0.181 -0.229 -0.161
Fictional Story -0.270 0382 0.236 0.274 -0.270
Fictional Character -0.141 0209 0315 0.148 -0.141
Metaphors/Anecdotes 0.629 0405 0.189 0.055 -0.007
Research based 0340 0.113 -0.045 0.022 0.111
Expert 0.624 0356 0.210 0179 0.263
“Evangelical” -0.263 -0.070 0.004 -0.141 -0.322
Autobiography -0.091 -0.147 -0.084 0.064 0.266
Biography -0.201 -0.281 -0.351 -0.316 -0.286
Philosophical 0.148 0246 0.207 0.050 -0.182
Self Actualization -0.083 -0.023 —0.099 -0.079 -0.143
Trait/Competency 0894 0780 0.577 0420 0925
Num Sugg ~0.087 0066 0.139 0.063 -0.046
Cluster 3

Node 11 Node 12 Node 13 Node 14 Node 15 Node 16 Node 17

Rank -0.119 -0.158 ~0.210 -0.175 -0.140 0.123  0.026
Src 0.094 0155 0301 0.250 0270 -0.030 0.083
Year -0.121 -0.180 -0.073 -0.070 0.072 0.041 -0.092
ABI 0.562 0504 -0.139 -0.131 —0.063 1063 0.342
AbI Read 0940 0448 0.008 -0040 0.008 0956 0.271
Gender -0.216 -0.143 0.060 0.621 0299 -0.285 0.024
Writer/Reporter 1.102  0.844 0962 0.557 0.621 0446 0.587
Historian 0790 0286 -0226 -0.226 -0.226 1.126 0.337
Military -0.027 -0.122 -0.214 0469 1228 0.096 -0.021
Consultant -0.284 -0.135 -0.018 -0.173 -0.333 -0.561 -0.487
Business -0.231 -0.156 0.084 0.402 0.877 -0.344 -0.332
Academic 0.753 0332 -0.150 -0.269 -0391 0.010 -0.236
Relig. Leader -0226 -0226 -0.226 -0.226 -0.226 -0.226 -0.226
Political -0.188 -0.188 -0.188 -0.188 -0.188 0963 0.350

Sports -0.141 -0.141 -0.141 0555 1299 -0.141 -0.141
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Cluster 3 (continued)

Node 11 Node 12 Node 13 Node 14 Node 15 Node 16 Node 17

Personal Development  —0.277 -0.074 0.093 0.155 0202 -0.430 -0.306

Developing Others -0346 0214 0772 0511 0159 -0437 -0.124
Organizational Change -0.014 -0.075 -0.034 -0.112 -0.141 -0428 -0.445
Academic 0.877 0.305 -0319 -0.319 -0319 0374 -0.023
Business -0.445 -0.063 0314 0248 0.124 -~-0.977 -0.691
Education 0939 0.774 0.864 0240 0.136 0.156 0.124
Religious 0.248 0214 0027 -0.079 -0313 0.119 0.026
Political 1.284 0.503 -0.372 -0.372 -0372 1966 0.669
Historical 1.671 0982 -0.236 -0.301 -0.223 1850 0.629
Military 0.611 0.192 -0.108 0206 0725 0.818 0.223
Sports -0.188 -0.188 —0.188 0.717 1706 -0.188 —0.188
Collection/Edited Volume —-0.051 -0.194 -0.229 -0.239 -0.165 -0.197 -0.270
Fictional Story -0270 0773 1490 0947 -0263 -0270 0.450
Fictional Character -0.141 0483 0.821 0.520 -0.141 -0.141 0.247
Metaphors/Anecdotes 0474 0.110 -0.312 -0.230 -0.102 -0.085 -0.226
Research based 0403 0.193 -0.146 -0.060 -0.098 0.100 -0.064
Expert -0.154 -0.344 -0460 -0.329 -0.074 -0.633 -0.647
“Evangelical” -0.162 -0.265 -0.303 -0.243 -0.1183 -0.008 -0.205
Autobiography 0987 0652 0665 0716 1.568 -0220 -0.224
Biography 1.287 0967 0.854 -0.128 —-0.016 1.650 0.565
Philosophical 0213 0609 0821 0610 0.131 -0.158 0.035
Self Actualization 0.017 0.134 0.171  0.020 -0.179 -0.254 -0.088
Trait/Competency -0.230 —-0.242 -0209 0.152 0.556 -0.036 -0.323
Num Sugg -0.080 -0.087 -0.095 -0.085 -0.071 -0.078 -0.064
Cluster 4

Node 18 Node 19 Node 20
Rank —-0.018 -0.095 -0.094
Src 0.172 0.151 0.121
Year -0.109 -0.086 0.029
ABI -0.265 -~0.274 -0.286
AbI Read -0.271 -0.266 -0.294
Gender 0.158 0.168 0.038
Writer/Reporter 0.176  0.017 -0.040
Historian -0.226 -0.173 -0.103
Military -0.124 0.233  0.617
Consultant -0.421 -0.205 0.051
Business -0.248 -0.017 0.308
Academic -0.438 -0.450 -0.491
Relig. Leader -0.226 0325 1.030
Political -0.076 -0.188 -0.188
Sports -0.141 0.254 0.693

Personal Development ~ -0.226  0.027  0.332
Developing Others 0.076 0.134 0.136
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Cluster 4 (Continued)

Node 18 Node 19 Node 20

Organizational Change -0.457 -0.462 -0.459

Academic -0.319 -0.319 -0.319
Business -0.459 -0.294 -0.124
Education 0.067 0.056 0.004
Religious 0.117 0365 0.795
Political -0310 -0.372 -0.372
Historical -0.229 -0.331 -0.287
Military -0.047 0.003  0.309
Sports -0.188 0319 0.8%4
Collection/Edited Volume —0.271 -0.237 -0.149
Fictional Story 0704 0458 0.977
Fictional Character 0382 0359 0.652
Metaphors/Anecdotes -0.330 -0.319 -0.276
Research based -0.221 -0.237 -0.317
Expert -0.613 -0436 -0.197
“Evangelical” 0381 0355 0.768
Autobiography -0.031 0266 0.265
Biography -0.128 -0.230 -0.141
Philosophical 0.142 0253 0313
Self Actualization 0.096 0253 0.508
Trait/Competency -0.515 -0.259 0.055
Num Sugg -0.060 -0.062 -0.074
Cluster 5

Node 21 Node 22
Rank 0213 0.123
Src -0.115  0.007
Year 0.102 -0.018
ABI 0981 0313
AbI Read 0.889 0.219
Gender -0.413  0.047
Writer/Reporter 0.703  0.394
Historian 1332 0502
Military 0.158  0.058
Consultant -0.749 -0.707
Business -0.311 -0.411
Academic -0.284 -0.465
Relig. Leader -0.226 -0.226
Political 1362 0.613
Sports -0.141 -0.141
Personal Development -0.520 -0.507
Developing Others —0.437 -0.383
Organizational Change  —0.441 -0.556
Academic 0.224 -0.057

Business 1.510 1.082
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Education
Religious
Political
Historical
Military
Sports

Collection/Edited Volume

Fictional Story
Fictional Character
Metaphors/Anecdotes
Research based
Expert
“Evangelical”
Autobiography
Biography
Philosophical

Self Actualization
Trait/Competency
Num Sugg

Rank

Src

Year

ABI

AbI Read

Gender
Writer/Reporter
Historian

Military
Consultant
Business
Academic

Relig. Leader
Political

Sports

Personal Development
Developing Others
Organizational Change
Academic
Business
Education
Religious

Cluster 5
(Continued)
Node 21 Node 22
-0.249 -0.166
-0.200 -0.264
1.014 0.788
0.859 0.562
0.739  0.255
-0.188 -0.188
-0.190 -0.260
-0.270 -0.270
-0.141 -0.141
-0.393 -0413
~0.009 -0.094
1421 0.825
0.067 -0.149
1.825 0.723
1.332  0.265
-0.381 -0.344
-0.250 -0.236
0.004 -0368
-0.083 -0.057
Cluster 6
Node 23
0.064
0.076
-0.119
-0.329
~0.409
0.282
0.257
-0.226
~0.078
0.632
—0.449
~0.618
~0.226
-0.029
-0.141
~0.455
-0.289
-0.633
-0.319
0.830
~0.045
0.045
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Cluster 6

(Cont.)

Node 23
Political -0.283
Historical -0.224
Military —0.008
Sports -0.188
Collection/Edited Volume -0.319
Fictional Story -0.269
Fictional Character ~0.141
Metaphors/Anecdotes -0.393
Research based -0.215
Expert —0.606
“Evangelical” —-0.098
Autobiography -0.177
Biography -0.073
Philosophical -0.298
Self Actualization -0.052
Trait/Competency -0.607
Num Sugg 0.641

Cluster 7

Node 24 Node 25
Rank -0.048 -0.086
Src 0.079  0.035
Year -0.051  0.039
ABI -0.395 -0.462
AbI Read -0.460 -0.550
Gender 0236 -0.070
Writer/Reporter 0011 -0.073
Historian -0.133 -0.005
Military -0.106 -0.214
Consultant -0.253 0290
Business -0.340 -0.151
Academic -0618 -0.611
Relig. Leader 0.736 2072
Political —0.188 -0.188
Sports -0.141 -0.141
Personal Development -0.080 0.476
Developing Others -0.079 0227
Organizational Change  -0.679 -0.679
Academic -0.319 -0.319
Business -0.638 -0.267
Education -0.066 -0.079
Religious 0.617 1.694

Political -0.372 -0.372
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Historical

Military

Sports
Collection/Edited Volume
Fictional Story
Fictional Character
Metaphors/Anecdotes
Research based
Expert

“Evangelical”
Autobiography
Biography
Philosophical

Self Actualization
Trait/Competency

Cluster 7
(Continued)
Node 24 Node 25
-0.363 -0.363
-0.270 -0.270
-0.188 -0.187
-0.247 -0.148
-0.193 -0.070
-0.141 -0.141
-0.429 -0.423
-0.316 -0.476
-0.500 -0.374

0.467 1.513
-0.027 0.294
-0.239 -0.104

0.010 0.420

0.334 1.053
-0.521 -0.297
-0.052 -0.081

Num Sugg



Social Identity
and Leadership

Michael A. Hogg
University of Queensland

Leadership is a relational term—it identifies a relationship in which
some people are able to persuade others to adopt new values, attitudes
and goals, and to exert effort on behalf of those values, attitudes and
goals. The relationship is almost always configured by and played out
within the parameters of a group—a small group like a team, a medium-
sized group like an organization, or a large group like a nation. The val-
ues, attitudes and goals that leaders inspire others to adopt and to follow
are ones that define and serve the group—and thus leaders are able to
transform individual action into group action. This kind of character-
ization of leadership, which is certainly not uncommon (e.g., Chemers,
2001), places a premium on the role of group membership and group
life in the analysis of leadership. My goal in this chapter is to describe
just such an analysis of leadership—a new analysis based on the social
identity approach in social psychology (see Hogg, 2001a; Hogg & van
Knippenberg, 2003).
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A BRIEF COMMENTARY
ON LEADERSHIP RESEARCH IN SOCIAL
AND ORGANIZATIONAL PSYCHOLOGY

The Rise and Fall of Leadership
in Social Psychology

Leadership is about dealing with people, usually within a group, and about
changing people’s behaviors and attitudes to conform to the leader’s vision
for the group. Not surprisingly, the study of leadership has long been a
core research focus for social psychology, particularly during the boom
years of small group dynamics (e.g., Cartwright & Zander, 1968; Shaw,
1981), and has been a component of some of social psychology’s classic
research programs (e.g., Bales, 1950; Hollander, 1958; Lippitt & White,
1943; Sherif, 1966; Stogdill, 1974). This tradition of leadership research
culminated in Fiedler’s (1965, 1971) contingency theory, which purports
that the leadership effectiveness of a particular behavioral style is contin-
gent on the favorability of the situation to that behavioral style.

During the 1970s and 1980s, however, there was a new emphasis in
social psychology on attribution processes, and then social cognition (e.g.,
Devine, Hamilton, & Ostrom, 1994; Fiske & Taylor, 1991). These devel-
opments were associated with a well-documented decline in interest in
groups (e.g., Steiner, 1974, 1986) that carried across to the study of leader-
ship. The last edition of the Handbook of Social Psychology had a chap-
ter dedicated to leadership (Hollander, 1985), whereas the current edition
(Gilbert, Fiske, & Lindzey, 1998) does not. The study of small group pro-
cesses and of leadership shifted to neighboring disciplines, most notably
organizational psychology (Levine & Moreland, 1990, 1995; McGrath,
1997; Sanna & Parks, 1997; Tindale & Anderson, 1998).

The Rise and Rise of Leadership
in Organizational Psychology

The study of leadership has a natural home in organizational psychol-
ogy. Businesses can thrive or perish largely due to the quality of orga-
nizational leadership. Not surprisingly, organizational psychology places
the study of leadership very high on its agenda (e.g., Bass, 1990a; Yukl,
2002). It is a booming research field that generates an enormous amount
of literature spanning the complete range from weighty research tomes to
fast moving self-help books. In recent years organizational psychologists
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have paid particular attention to transformational leadership and the role
of charisma. Charismatic leaders are able to motivate followers to work
for collective goals that transcend self-interest and transform organiza-
tions (Bass, 1990b; Bass & Avolio, 1993; see Mowday & Sutton, 1993,
for critical comment). This focus on “charisma” is particularly evident in
“new leadership” research (e.g., Bass, 1985, 1990b, 1998; Bryman, 1992;
Burns, 1978; Conger & Kanungo, 1987, 1988), which proposes that effec-
tive leaders should be proactive, change-oriented, innovative, motivating
and inspiring, and have a vision or mission with which they infuse the
group. They should also be interested in others, and be able to create com-
mitment to the group, and extract extra effort from and empower members
of the group.

Social Psychology Rediscovers Leadership

Over the past 20 years, social psychology has, with the help of social cog-
nition, become more sophisticated in its methods and theories (Devine et
al., 1994), and, with the help of the social identity approach, has begun
once again to focus on group processes, intergroup phenomena and the
collective self (Abrams & Hogg, 1998; Moreland, Hogg, & Hains, 1994;
Sedikides & Brewer, 2001). There has been a revived focus on leader-
ship (e.g., Chemers, 2001; Lord, Brown, & Harvey, 2001; van Knippen-
berg & Hogg, 2002), an integration of social cognition and social identity
approaches within social psychology (Abrams & Hogg, 1999), and a closer
relationship between social identity research and organizational psychol-
ogy (e.g., Haslam, 2000; Haslam, van Knippenberg, Platow, & Ellemers,
2003; Hogg & Terry, 2000, 2001; van Knippenberg & Hogg, 2001).

The recent social psychological focus on leadership has raised some
concerns about contemporary organizational psychology leadership re-
search. Although most research now acknowledges that leadership is a
relational property within groups (i.e., leaders exist because of follow-
ers, and followers exist because of leaders), the idea that leadership may
emerge through the operation of ordinary social-cognitive processes as-
sociated with psychologically belonging to a group, has not really been
elaborated.

Instead, the most recent organizational psychology emphasis is mainly
on (a) individual cognitive processes that categorize individuals as lead-
ers—the social orientation between individuals is not considered, and thus
group processes are not incorporated, or (b) whether individuals have the
charismatic properties necessary to meet the transformational objectives
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of leadership— leadership is a matter of situationally attractive individ-
val characteristics rather than group processes. Both these perspectives
have attracted criticism for neglecting the effects of larger social systems
within which the individual is embedded (e.g., Hall & Lord, 1995; Lord
et al., 2001; Pawar & Eastman, 1997; also see Chemers, 2001; Haslam &
Platow, 2001). Lord et al. (2001) explain that leadership cannot be properly
understood in terms of a leader’s actions or in terms of abstract perceptual
categories of types of leader. They advocate a paradigm shift in how we
understand leadership. Haslam and Platow (2001) echo this concern, and
warn against any explanation of leadership that rests too heavily, or at all,
on invariant properties of individuals and their personalities.

The aim of this chapter is to offer a social identity analysis of leadership,
as a group membership-based perspective on leadership. This perspective
has attracted growing interest, and produced a number of conceptual and
empirical publications (e.g., de Cremer, 2002; Duck & Fielding, 1999;
Fielding & Hogg, 1997; Foddy & Hogg, 1999; Hains, Hogg, & Duck, 1997,
Haslam et al., 1998; Haslam & Platow, 2001; Hogg, 1996, 2001a, 2001b,
2001c; Hogg, Hains, & Mason, 1998; Hogg & Martin, 2003; Hogg & Reid,
2001; Hogg & van Knippenberg, 2003; Platow, Hoar, Reid, Harley, & Mor-
rison, 1997; Platow, Reid, & Andrews, 1998; Reicher, Drury, Hopkins, &
Stott, in press; Reicher & Hopkins, 1996; Van Vugt & de Cremer, 1999).

SOCIAL IDENTITY

The social identity perspective (e.g., Hogg & Abrams, 1988; Tajfel &
Turner, 1986; Tumer, Hogg, Oakes, Reicher, & Wetherell, 1987) has
become increasingly central to social psychology, and has recently been
summarized in detail elsewhere (e.g., Abrams & Hogg, 2001; Hogg,
2001d, 2003). I provide only a brief overview of key features here.

From the social identity perspective, a group exists psychologically when
people share a self-conception in terms of the defining features of a self-
inclusive social category. More specifically, this representation of the group
is a prototype—a fuzzy set of features that captures ingroup similarities and
intergroup differences regarding beliefs, attitudes, behaviors and feelings.
Prototypes are configured according to the principle of metacontrast, to
maximize the ratio of intergroup differences to intragroup differences.

A key insight of the social identity approach is that the basis of percep-
tion, attitudes, feelings, behavior, and self-conception is contextually fluid.
Self-conception can vary from being entirely based on idiosyncratic per-
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sonal attributes and the unique properties of a specific interpersonal rela-
tionship, to being entirely based on a shared representation of “us” defined
in terms of an ingroup prototype. In the latter case, the situation represents
a group situation and perceptions, attitudes, feelings and behavior acquire
the familiar characteristics of inter- and intragroup behaviors—confor-
mity, normative behavior, solidarity, stereotyping, ethnocentrism, inter-
group discrimination, ingroup favoritism, and so forth. Put another way,
the more that an aggregate of people is a salient basis for self-definition as
a group member, then the more strongly is self-definition, perception, cog-
nition, affect, and behavior based on prototypicality. When group mem-
bership is the salient basis of self-conception people, including self, are
represented and treated in terms of the relevant in- or outgroup defining
prototype. Self-categorization depersonalizes self in terms of the ingroup
prototype (producing self-stereotyping, conformity, normative behavior,
social attraction, social identification, and so forth), and it depersonalizes
perception of others so that they are seen as more or less exact matches
to the relevant prototype. Prototypicality is the yardstick of life in salient
groups.

Because groups define self, the social value or status of a group becomes
the social value or status of self. Intergroup relations become, therefore, a
struggle for evaluatively positive distinctiveness for one’s own group rela-
tive to other groups. This, in turn, is underpinned by a self-enhancement
motive and a striving for positive self-esteem. The strategies that groups
and their members adopt to manage positive distinctiveness and self-
enhancement is influenced by people’s beliefs about the nature of rela-
tions between groups— beliefs about the legitimacy and stability of status
relations, about the permeability of intergroup boundaries, and about the
possibility of an alternative social order.

SOCIAL IDENTITY THEORY
OF LEADERSHIP

The effect of social identity processes on leadership is quite straightfor-
ward. As group membership becomes increasingly salient, leadership per-
ceptions, evaluations and effectiveness become increasing based on how
group-prototypical the leader is perceived to be (e.g., Hogg, 2001a, 2001b,
2001c; Hogg & van Knippenberg, 2003).

Where group membership is situationally or enduringly salient, people
self-categorize in terms of the ingroup prototype and become deperson-
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alized—they conform to the ingroup prototype and exhibit normative
behavior. In a highly salient group the prototype is likely to be relatively
consensual, and thus the group as a whole appears to be influenced by a
single prototype which prescribes a single norm or goal. Social identity
research on conformity and social influence shows that self-categorization
produces conformity to an ingroup prototype that may capture the central
tendency of the group or may be polarized away from a relevant outgroup
(for reviews, see Abrams & Hogg, 1990; Turner, 1991; Tumner & Oakes,
1989).

Prototypicality and Influence

Within any salient group there is a prototypicality gradient, with some
members being more prototypical than others. Because depersonalization
is based on prototypicality, group members are very sensitive to prototypi-
cality. Prototypicality is the basis of perception and evaluation of self and
other members, and thus people notice and respond to subtle differences
in how prototypical fellow members are—they are very aware not only of
the prototype, but also of who is most prototypical (e.g., Haslam, Oakes,
McGarty, Tumer, & Onorato, 1995; Hogg, 1993).

Within a salient group, then, people who are perceived to occupy the
most prototypical position are perceived to best embody the behaviors to
which other, less prototypical, members are conforming. There is a percep-
tion of differential influence within the group, with the most prototypical
member appearing to exercise influence over less prototypical members.
This “appearance” probably arises due to the human tendency to personify
and give human agency to abstract forces—perhaps a manifestation of the
fundamental attribution error (Ross, 1977) or correspondence bias (e.g., Gil-
bert & Malone, 1995). In new groups, this is only an “appearance” because
the most prototypical person does not actively exercise influence; it is the
prototype, which he or she happens to embody, that influences behavior. In
established groups the appearance is reinforced by actual influence.

Where the social context is in flux, the prototype will likewise be in
flux. As the prototype changes so will the person who appears to be most
prototypical and thus most influential. Under conditions of enduring con-
textual stability the same individual may occupy the most prototypical
position over a long period, and so appear to have enduring influence
over the group. In new groups this person will be perceived to occupy an
embryonic leadership role; although leadership has not been exercised.
There is nascent role differentiation into “leader” and “followers.”
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So far, social identity processes ensure that as group membership
becomes more salient, and members identify more strongly with the group,
prototypicality becomes an increasingly influential basis for leadership
perceptions. However, it is important to keep this in perspective— proto-
typicality is not the only basis of leadership. People also rely on general
and more task-specific schemas of leadership behaviors (what Lord and
his colleagues call leader categories or leader schemas—e.g., Lord, Foti,
& DeVader, 1984). However, the importance of these schemas is either
unaffected by self-categorization, or it diminishes as group prototypical-
ity becomes more important. In either case, leadership schemas should
become less influential relative to group prototypicality as group member-
ship becomes psychologically more salient.

Social Attraction

Social categorization affects not only perceptions, but also feelings, about
other people. Social identification transforms the basis of liking for others
from idiosyncratic preference and personal relationship history (personal
attraction) to prototypicality (social attraction)—ingroup members are
liked more than outgroup members and more prototypical ingroupers are
liked more than less prototypical ingroupers. Where there is a relatively
consensual ingroup prototype, social categorization renders more proto-
typical members socially popular—there is consensual and unilateral
liking for more prototypical members. This depersonalized social attrac-
tion hypothesis (Hogg, 1992, 1993) is supported by a series of laboratory
and field studies (e.g., Hogg, Cooper-Shaw, & Holzworth, 1993; Hogg
& Hains, 1996, 1998; Hogg & Hardie, 1991; Hogg, Hardie, & Reynolds,
1995).

From the point of view of leadership, the person occupying the most
prototypical position may thus acquire, in new groups, or possess, in
established groups, the ability to actively influence because he or she is
socially attractive and thus able to secure compliance with suggestions
and recommendations he or she makes. If you like someone you are more
likely to agree with them, and comply with requests and suggestions (e.g.,
Berscheid & Reis, 1998). In this way, the most prototypical person can
actively exercise leadership by having his or her ideas accepted more
readily and more widely than ideas suggested by others. This empow-
ers the leader, and publicly confirms his or her ability to influence. Con-
sensual depersonalized liking, particularly over time, confirms differen-
tial popularity and public endorsement of the leader. It imbues the leader
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with prestige and status, and begins to reify the nascent intragroup status
differential between leader(s) and followers. It allows someone who is
“merely” prototypical, a passive focus for influence, to take the initiative
and become an active and innovative agent of influence.

Social attraction may also be strengthened by the behavior of highly
prototypical members. More prototypical members tend to identify more
strongly, and thus display more pronounced group behaviors; they will
be more normative, show greater ingroup loyalty and ethnocentrism, and
generally behave in a more group serving manner. These behaviors further
confirm prototypicality and thus enhance social attraction. A leader who
acts as “one of us,” by showing ingroup favoritism and intragroup fairness,
is not only more socially attractive, but is also endowed with legitimacy
(Tyler, 1997; Tyler & Lind, 1992; see Platow et al., 1998).

Attribution and Information Processing

Prototypicality and social attraction work alongside attribution and infor-
mation processing to translate perceived influence into active leadership.
Attribution processes operate within groups to make sense of others’
behavior. As elsewhere, attributions for others’ behavior are prone to the
fundamental attribution error (Ross, 1977) or correspondence bias (Gil-
bert & Jones, 1986; also see Gilbert & Malone, 1995; Trope & Liber-
man, 1993); a tendency to attribute behavior to underlying dispositions
that reflect invariant properties, or essences, of the individual’s personal-
ity. This effect is more pronounced for individuals who are perceptually
distinctive (e.g., figural against a background) or cognitively salient (e.g.,
Taylor & Fiske, 1978).

We have seen that when group membership is salient, people are sensi-
tive to prototypicality and attend to subtle differences in prototypicality of
fellow members. Highly prototypical members are most informative about
what is prototypical of group membership (see Turner, 1991), and so in a
group context they attract the most attention. They are subjectively impor-
tant and are distinctive or figural against the background of other, less
informative members. Research in social cognition shows that people who
are subjectively important and distinctive are seen to be disproportionately
influential and have their behavior dispositionally attributed (e.g., Erber
& Fiske, 1984; Taylor & Fiske, 1975). We have also seen how highly
prototypical members may appear to have influence due to their relative
prototypicality, and may actively exercise influence and gain compliance
as a consequence of consensual social attraction. Together, the leadership
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nature of this behavior and the relative prominence of prototypical mem-
bers is likely to encourage an internal attribution to intrinsic leadership
ability, or charisma.

In groups, then, the behavior of highly prototypical members is likely
to be attributed, particularly in stable groups over time, to the person’s
personality rather than the prototypicality of the position occupied. The
consequence is a tendency to construct a charismatic leadership personal-
ity for that person that, to some extent, separates that person from the rest
of the group and reinforces the perception of status-based structural differ-
entiation within the group into leader(s) and followers. This may make the
leader stand out more starkly against the background of less prototypical
followers, as well as draw attention to a potential power imbalance; thus
further fueling the attributional effect.

It should be noted that this analysis views charisma as a product of
social-cognitive processes operating under conditions of self-categoriza-
tion, and not as an invariant personality attribute that determines leader-
ship effectiveness. In this respect our analysis is consistent with Haslam
and Platow’s (2001) critical appraisal of the role of charisma in contempo-
rary transformational leadership theories.

There is some empirical support for the idea that followers tend to
focus on the leader and make dispositional attributions for that person’s
behavior. Fiske (1993; Fiske & Dépret, 1996) shows how followers pay
close attention to leaders, and seek dispositional information about lead-
ers because detailed individualized knowledge helps redress the perceived
power imbalance between leader and followers. Conger and Kanungo
(1987, 1988) describe how followers attributionally construct a charismatic
leadership personality for organizational leaders who have a “vision” that
involves substantial change to the group. Meindl, Ehrlich, and Dukerich
(1985) showed that simplified dispositional attributions for leadership
were more evident for distinctive leadership behaviors, and under crisis
conditions.

Maintaining Leadership

Thus far we have seen how prototype-based depersonalization fairly auto-
matically imbues the most prototypical member of a group with many
attributes of leadership—for example, status, charisma, popular sup-
port, and the ability to influence. These attributes also allow the leader to
actively maintain his or her leadership position. The longer an individual
remains in a leadership position the more they will be socially “liked,” the
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more consensual will social attraction be, and the more entrenched will be
the fundamental attribution effect.

Social contextual changes impact prototypicality. Thus, over time and
across contexts, the leader may decline in prototypicality while other
members become more prototypical; opening the door, particularly under
high salience conditions, to a redistribution of influence within the group.
An established leader is well placed in terms of resources to combat this
by redefining the prototype in a self-serving manner to prototypically mar-
ginalize contenders and prototypically centralize self. This can be done by
accentuating the existing ingroup prototype, by pillorying ingroup devi-
ants, or by demonizing an appropriate outgroup. Generally all three tactics
are used, and the very act of engaging in these tactics is often viewed
as further evidence of effective leadership (e.g., Reicher et al., in press;
Reicher & Hopkins, 1996).

Leadership endurance also benefits from consensual prototypicality,
because of the latter’s effect on social attraction. In groups with less con-
sensual prototypes, there is less consensus of perceptions of and feelings
for the leader and thus the leader may have less power and may occupy
a less stable position. It is in the leader’s interest to maintain a clearly
defined and consensual prototype. Simple and more clearly focused proto-
types are less open to ambiguity and alternative interpretations and are thus
better suited to consensuality. One way to do this is to construct and then
foment rejection of ingroup deviates—a process that clarifies the proto-
type that the leader best represents (see Marques, Abrams, Paez, & Hogg,
2001). Another strategy is to polarize or extremitize the ingroup relative to
a specific “wicked” outgroup. These processes are most likely to operate
in extremist groups with all-powerful leaders (e.g., Hogg, 2001b; Hogg &
Reid, 2001).

EMPIRICAL SUPPORT

The core idea of the social identity analysis of leadership is that as groups
become more salient, leadership processes become more strongly influ-
enced by perceptions of prototypicality that work in conjunction with
social attraction and attribution processes.

Direct tests have focused on the key prediction that as a group becomes
more salient emergent leadership processes and leadership effectiveness
perceptions become less dependent on leader schema congruence and
more dependent on group prototypicality. There is solid support for this
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idea from laboratory experiments (e.g., Duck & Fielding, 1999; Hains,
Hogg, & Duck, 1997; Hogg, Hains, & Mason, 1998) and a naturalistic
field study of “outward bound” groups (Fielding & Hogg, 1997). There is
also indirect support from a range of studies of leadership that are in the
social identity tradition (de Cremer, 2002; Foddy & Hogg, 1999; Haslam
et al., 1998; Haslam & Platow, 2001; Hogg & Martin, 2003; Platow et
al., 1997; Platow et al., 1998, Reicher et al., in press; Reicher & Hop-
kins, 1996; Van Vugt & de Cremer, 1999). There is also support for the
idea that prototype-based depersonalized social attraction may facilitate
leadership. There is some direct evidence from the study by Fielding and
Hogg (1997), whereas in other studies social attraction is a component of
the leadership evaluation measure (e.g., Hains et al., 1997; Hogg et al.,
1998). The role of attribution and information processing remains to be
fully investigated.

To illustrate social identity research on the role of prototypicality in
leadership, let me describe two experiments—a minimal group study by
Hains et al. (1997), and a gender study by Hogg et al. (2001).

Hains, Hogg, and Duck (1997)

Hains, Hogg, and Duck (1997) conducted a laboratory study of emergent
leadership perceptions and evaluations in ad hoc and relatively minimal
groups. Three independent variables (group salience, group prototypical-
ity, and leader schema congruence) were manipulated ina 2 x 2 x 2 design.
Under conditions of high or low group salience, student participants (N =
184) anticipated joining a small discussion group formed on the basis of
attitude congruence. They were informed that a randomly appointed group
leader was group prototypical or nonprototypical (group prototypicality)
in terms of the attitude dimension, and had a behavioral style (on the basis
of a pretest) that was congruent or incongruent with a very general schema
of effective leadership (leader schema congruence). Dependent measures
were taken ostensibly in anticipation of the upcoming discussion. In addi-
tion to checks on each of the three manipulations, we also measured group
identification (11-item scale, @ = .87) and perceived leader effectiveness
(10-item scale, a = .88).

As predicted, when group membership was salient, people identified
more strongly with the group and endorsed the prototypical leader as being
much more effective than the nonprototypical leader; low salience partici-
pants did not differentiate between prototypical and nonprototypical lead-
ers (Fig. 3.1). Although leader schema congruent leaders were perceived
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FIG.3.1. Leader effectiveness (1-9 scale, 10 items, @ = .88) as a function of
group salience, and group prototypicality of the leader (p < .001). From “Self-
Categorization and Leadership: Effects of Group Prototypicality and Leader
Stereotypicality,” by S. C. Hains, M. A. Hogg, and J. M. Duck, 1997, Person-
ality and Social Psychology Bulletin, 23, p. 1095. Copyright © 1997 by Sage
Publications, Inc. Reprinted by permission of Sage Publications.

overall to be more effective than schema incongruent leaders, we found
that this effect disappeared for high salience participants on one leadership
effectiveness item measuring the extent to which the leader was antici-
pated to exhibit leadership behavior (Fig. 3.2).

Although social attraction for the leader was not explicitly tested, the
10-item leadership effectiveness scale contained an item measuring liking
for the leader; thus leadership effectiveness was associated with liking.

Hogg, Fielding, Johnston, Masser,
Russell, and Svensson (2001)

Hogg et al. (2001) employed a similar paradigm in which student par-
ticipants anticipated joining a group to discuss university resource alloca-
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FIG.3.2. Leader behavior (1-9 scale, 1 item) as a function of group salience,
and leader schema congruence of the leader (p < .01). From “Self-Categoriza-
tion and Leadership: Effects of Group Prototypicality and Leader Stereotypi-
cality,” by S. C. Hains, M. A. Hogg, and J. M. Duck, 1997, Personality and
Social Psychology Bulletin, 23, p. 1095. Copyright © 1997 by Sage Publica-
tions, Inc. Reprinted by permission of Sage Publications.

tions for undergraduate classes. Group salience was manipulated and par-
ticipants were informed that their group had an agentic/instrumental (i.e.,
male stereotypical) or a communal/expressive (i.e., female stereotypical)
norm for how the discussion was to be conducted. Participants were also
told that a leader had been randomly appointed—they discovered that the
leader was either male or female. The three manipulated variables were
thus: 2 (group salience) x 2 (group norm) x 2 (sex of leader). There was
a fourth variable formed by median split of participants into those with
traditional and those with progressive sex role orientations—according
to Glick and Fiske’s (1996) ambivalent sexism inventory. Aside from
manipulation checks, the key dependent variables included a four-item
measure of group effectiveness (o = .84) and a 12-item measure of leader
effectiveness (o= .91).
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The prediction from social identity theory was that among traditional
participants, group salience would increase the perceived effectiveness of
male leaders of groups with an agentic/instrumental (i.e., male) norm and
female leaders of groups with a communal/expressive (i.e., female) norm,
and reduce the perceived effectiveness of male leaders of groups with a
communal/expressive (female) norm and female leaders of groups with
an agentic/instrumental (male) norm. In other words, under high salience,
leadership effectiveness depends more heavily on the match of the leader
to the group prototype. This is what we found—Fig. 3.3 shows the inter-
action of salience by norm by sex of leader on leader effectiveness, for
traditional participants only. Hogg et al. (2001) conducted a modified rep-
lication which yielded the same finding.
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FIG. 3.3. Hogg et al. (2001): Leader effectiveness (1-9 scale, 12 items, ¢ =
.91} as a function of group salience (High/Low), group norm (Male/Female),
and sex of leader (Male/Female), for participants with traditional sex-role atti-
tudes (p = .05).
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CONCEPTUAL EXTENSIONS

The social identity analysis of leadership has a number of conceptual
extensions and applications. I will describe four here.

The Glass Ceiling

One application, which framed the Hogg et al. (2001) study just described,
is to the glass ceiling effect that has been reported in many organizations.
Highly cohesive groups that are very salient may consolidate organiza-
tional prototypes that reflect dominant rather than minority cultural attri-
butes and thus exclude minorities from top leadership positions. Research
suggests that in Western societies, demographic minorities (e.g., people of
color, ethnic minorities, women) can find it difficult to attain top leader-
ship positions in organizations—there is a “glass ceiling” (e.g., Eagly,
Karau, & Makhijani, 1995). If organizational prototypes (e.g., of speech,
dress, attitudes, interaction styles) are societally cast so that minorities do
not match them well, then minorities are unlikely to be endorsed as leaders
under conditions where organizational prototypicality is more important
than leadership stereotypicality; that is, when organizational identification
and cohesion are very high. This might arise under conditions of uncer-
tainty when, for example, organizations are under threat from competitors,
a take-over is looming, or there is an economic crisis; situations where
leaders, rather than managers, may be badly needed. Thus, minorities may
find it difficult to attain top leadership positions in organizations because
they do not fit culturally prescribed organizational prototypes, and thus are
not endorsed under conditions where real leadership may be needed.

The Hogg et al. (2001) study, described previously, provided some sup-
port for this analysis. As salience increased, group members’ leadership
evaluations of males and females became increasingly grounded in the
extent to which the stereotypical properties of males or females (agen-
tic/instrumental vs. communal/expressive) matched the local norms of
the group (agentic/instrumental vs. communal/expressive). For example,
where the group’s norm was agentic/instrumental, females became less
effective and males more effective as salience increased.

Mergers and Acquisitions

Another application is to organizational mergers and acquisitions. Merg-
ers and acquisitions have a disappointingly low success rate—pre-merger
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loyalties can hinder smooth operation of the post-merger organization
(e.g., Cartwright & Cooper, 1992). Recent social psychological research
offers an analysis in terms of social categorization processes, intergroup
relations, and social identity theory (e.g., Terry & Callan, 1998; Terry,
Carey, & Callan, 2001; van Knippenberg & van Leeuwen, 2001). From a
leadership perspective, merged organizations pose a particular problem,
which is actually part of a broader leadership issue—to which pre-merger
organization (or subgroup) does the leader belong (e.g., Duck & Fielding,
1999)?

From the social identity analysis presented here we would expect that
pre-merger organizational (subgroup) membership of the leader would be
absolutely critical if pre-merger affiliations were highly charged—condi-
tions that are likely to prevail given the assimilationist goal of mergers
(see Hogg & Homnsey, in press; Homsey & Hogg, 2000). Organizational
members would be focused on pre-merger (subgroup) organizational pro-
totypes, and would thus endorse a leader who was “one of us” (ingroup
prototypical) and spurn a leader who was “one of them” (decidedly not in-
group prototypical). More specifically, leadership effectiveness in merged
organizations would, among other things, depend on the relative levels
of pre- and post-organizational identification, and the level of ingroup or
outgroup prototypicality of the leader.

Leader—Member Relations

A third extension of the social identity analysis is to the nature of relations
that exist between leaders and followers in a group, and the leadership
effectiveness of those relations. Leader—-member exchange theory (e.g.,
Graen & Uhl-Bien, 1995) argues that effective leaders need to develop
high-quality personalized relationships with followers—relationships that
recognize followers’ individual qualities and contributions to the group.
The social identity perspective offers the novel analysis that although
these personalized leader—-member relations may be effective in many
groups, they may be less effective in groups that are highly salient and
with which people identify very strongly (Hogg & Martin, 2003; Hogg et
al., in press; Hogg, Martin, & Weeden, 2004). The logic underlying this
analysis is that personalized relations in a high-salience group may run
counter to the collective spirit of such groups because it is seen to iden-
tify favorites, separate members who feel joined through common iden-
tity, and so forth. Members may actually prefer to be treated alike by the
leader. Depersonalized leader—-member relations may appear more in the
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spirit of enhanced collective self-conception, and may promote enhanced
feelings of trust and legitimacy for an apparently group-focused egalitar-
ian leader (e.g., Tyler & Lind, 1992).

Hogg, Martin, and Weeden report two studies (a laboratory experiment
and a field study of organizations) that provide some preliminary support
for this analysis (also see Hogg et al., in press). As group salience increased
and members identified more strongly, depersonalized leader—-member
relations were an increasingly positively valued basis for effective leader-
ship. However, these data suggest a slight qualification to the depersonal-
ized leader—member relations hypothesis. In highly salient groups, follow-
ers certainly prefer depersonalized relations; but, because they are focused
on prototypicality they actually prefer circumscribed depersonalization.
That is, depersonalized leader-member relations that recognize that some
followers are more prototypical than others—relations that favor more
prototypical members over more marginal members (e.g., Marques et al.,
2001). This idea has yet to be tested empirically.

Leadership and Power

The social identity analysis of leadership generates some ideas about the
relationship between leadership and power, which builds in a consider-
ation of leadership as an intergroup relationship within a group (Hogg,
2001b; Hogg & Reid, 2001). Scholars generally distinguish leadership
from power. Leadership involves getting followers to believe in and pur-
sue your vision for the group, whereas power involves getting people to
do what you tell them, even if they do not subscribe to your vision for the
group. In the language of social influence (e.g., Turner, 1991), leadership
produces internalized cognitive change, whereas power produces sutrface
compliance.

From this distinction, it is quite clear that prototypical leaders exercise
leadership, not power. After all, high levels of social identification, coupled
with the leader’s prototypical position, ensure that the influence process
associated with such leadership is referent informational influence (e.g.,
Hogg & Turner, 1987; Turner, 1982) underpinned by self-categorization
and prototype-based depersonalization on the part of followers. Leaders
define group norms that followers internalize as highly identified group
members. Under these circumstances leaders would find it very difficult
to coerce or harm followers. In a very real sense there exists an empathic
bond between leader and followers, which is based on common ingroup
identity and the extent to which the group is internalized as part of the
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self (e.g., Tropp & Wright, 2001; Wright, Aron, & Tropp, 2002; also see
Smith, Coates, & Walling, 1999; Smith & Henry, 1996). Coercion and
harm directed at followers is akin to coercion and harm directed at self.

However, a paradox arises. Occupying a highly prototypical position,
particularly in an enduring and stable high entitativity group with a focused
and consensual prototype, makes one gradually appear enduringly influ-
ential, consensually socially attractive, and essentially charismatic. There
is a gradual perceptual separation of the leader from the rest of the group,
through structural role differentiation grounded in social attraction and
attribution processes—the leader is gradually perceived as “other” rather
than “one of us.” The person who embodied the essence of the group by
being most prototypical has now become effectively an outgroup member
within the group. An embryonic intergroup relationship begins to emerge
between leader (along with his/her inner clique) and followers.

This intergroup relationship is grounded in a status differential that is
perceived to be relatively consensual, stable, and legitimate—a potent
mix that has potential for a competitive intergroup relationship between
leader(s) and followers, in which the leader has most of the power.
Although the seeds of autocracy are sown, they may not germinate. Inter-
group boundaries may be considered permeable, and the relationship may
still be construed as a mutually beneficial role relationship in the service of
superordinate, non-zero-sum goals—everyone is on the same team, work-
ing for the same goals, but making different contributions to the greater
good of the group. The leader may not be “one of us,” but he or she is
certainly working with us, and for us.

However, there are circumstances that may make potential power-based
intergroup behavior a reality. A relatively inevitable consequence of role
differentiation is that the leader gradually realizes that he or she is effec-
tively treated by followers as an outgroup member—-a positive high-status
deviant, but nonetheless a deviant who cannot readily share in the life of
the group. The leader may at this point try to veer away from the abyss
by engaging in behaviors aimed at confirming his or her ingroup proto-
typicality. If this is unsuccessful, a sense of rejection by, and distance and
isolation from, the group may arise (possibly also a recognition of reduced
influence among followers). This may “embitter” the leader and, since the
empathic bond just mentioned is severed, allows the leader to gain compli-
ance through the exercise of power over others. This may involve coercive
behavior, because the interests of the leader and the group have diverged—
the leader is effectively exercising his or her will over others. The influence
process is one that involves coercion rather than attitude change.
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This effect is stronger in hierarchical extremist groups where the
leader—follower role and power differentiation is more tangible, stark, and
impermeable—the potential for coercion is much accentuated in these
types of groups. The effect will also be stronger in groups where there is a
leadership clique rather than a single leader, because a typical intergroup
relationship has effectively emerged and thus the relationship between
leader(s) and followers is an intergroup relationship where one group (the
leader[s]) has disproportionate legitimate power over the other group (the
followers). Such a relationship will be competitive and potentially exploit-
ative— far removed from prototype-based leadership.

Leaders generally react negatively to perceived threats to their leader-
ship position. Where a leader is prototypically influential and no inter-
group differentiation has yet emerged, threats to leadership largely come
from prototype slippage—social contextual factors may reconfigure the
group prototype and thus reduce the leader’s prototypicality. We described
previously how leaders then strive to redefine the prototype to better fit
themselves—they can accentuate the existing ingroup prototype, pillory
ingroup deviants, or demonize an appropriate outgroup. These tactics gen-
erally do not involve coercion. However, where an intergroup differentia-
tion is clearly evident, threats to leadership are automatically perceived in
intergroup terms as collective challenge/revolt on the part of the follow-
ers. This makes salient the latent intergroup orientation between leader(s)
and followers, and engenders competitive intergroup relations between
leader(s) and followers—competitive relations in which one group has
consensually legitimate and overwhelming power over the other. Under
these circumstances leadership becomes coercion, based on the relatively
limitless exercise of coercive power over others. The dynamic is similar
to the way in which a power elite “reacts” to a perceived challenge to its
privileged position (e.g., Wright, 1997), but because it occurs within the
power-legitimizing framework of a common group membership the “reac-
tion” is potentially all the more extreme.

Let us recap on the argument. There is a series of steps that may trans-
form prototype-based leadership into power-based leadership. Highly pro-
totypical leaders of salient groups, particularly newly emerged leaders,
provide leadership through influence—they do not need to exercise power
over followers, and indeed may not actually be able to behave in this way.
Enduring tenure renders leaders more influential and facilitates normative
innovation—leaders still do not need to exercise power over followers
because they now have the capacity to ensure that they remain prototypi-
cal and thus influential. Further tenure differentiates the leader(s) from
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the followers. It creates an intergroup differentiation based on widening,
reified and consensually legitimized role and power differences—the
potential to use power is now very real. The conditions that translate the
potential into reality are ones that make salient the latent power-based
intergroup relationship between leaders and followers—for example, a
sense of threat to one’s leadership position, a feeling of remoteness and
alienation from the group, or a sense of becoming less influential in the
life of the group.

The exercise of leadership through coercion rests on the psychologi-
cal reality (based on self-categorization and social identity processes) of
a sharp role, status, and power discontinuity between leaders(s) and fol-
lowers that reconfigures cooperative intragroup role relations as competi-
tive intergroup relations. Such intergroup relations within a group provide
ideal conditions for unilaterally exploitative intergroup behavior. This is
because the overarching common group identity and the diachronic pro-
cess of leadership emergence legitimize the status quo—there exists what
social identity theory refers to as a social change belief structure without
cognitive alternatives (Tajfel & Tumer, 1986; also see Hogg & Abrams,
1988). Because power and leadership are attractive to some people, this
belief system can be coupled with a belief in intergroup permeability that
encourages followers to try to gain admittance to the leadership clique—
this, of course, marshals support for the leader(s) and prevents the follow-
ers from forming a united front in opposition to the leader.

The transformation of prototype-based leadership into power-based
leadership is not inevitable. Leadership through influence is psychologi-
cally and materially less costly all around—it may be much better for the
group. However, the challenge is that it is the group, not the leader, that
has to take the initiative in arranging conditions that limit power, and yet
the group is relatively powerless in the face of a leader who is wielding
power in oppressive ways. Nevertheless, anything that inhibits the attribu-
tion of charisma and the process of structural differentiation, and which
re-grounds leadership in prototypicality will inhibit the exercise of power.
This may include quite contrasting conditions—on the one hand, reduced
group cohesion, reduced prototype consensuality, and increased diversity,
and on the other hand any external group threat that refocuses attention
on common group identity. Although the natural course of intergroup
relations may create these conditions, powerful leaders can protect them-
selves to some extent against them. The processes may be complicated.
For example, if a group becomes less cohesive, more diverse, and less
consensual about its prototype, it is less likely that followers will agree



3. SOCIAL IDENTITY AND LEADERSHIP 73

on and endorse the same person as the leader. The leader’s power base is
fragmented, and numerous new “contenders” emerge. Although this limits
the leader’s ability to exercise power, it is a threatening state of affairs,
particularly for a leader who has been accustomed to exercising power—
powerful incumbent leaders are likely to “react” in draconian ways.

External threat can make the group so cohesive and consensual that
leader and group become re-fused and the empathic bond re-established—
the leader no longer needs, or indeed is able, to exercise power, partic-
ularly in destructive ways. External threat may also focus the group on
promotively interdependent goals, with the consequence that followers do
not grant status to leaders unless leaders earn such status through an appro-
priate perceived contribution to group goal achievement (e.g., Ridgeway,
2001; Ridgeway & Diekema, 1989). Leaders who exercise power in order
to mis-appropriate a share of rewards will face a resistant coalition of
followers. Coercion becomes a less effective or viable form of leader-
ship—leaders need to reposition themselves to act as prototypical group
members who, through being prototypical, contribute more to the group’s
goals than do less prototypical followers.

SUMMARY AND CONCLUSIONS

After many years in the wilderness, leadership has once again become a
topic of interest for social psychologists. This new interest has largely been
spurred by conceptual advances in social cognition and social identity,
and by growing synergies between social cognition, social identity, and
organizational psychology. Scholars have become concerned that current
leadership theories are inadequately grounded in an analysis of the role of
group membership. The social identity theory of leadership described in
this chapter goes some way towards addressing this concern.

The key point of the social identity analysis is that because leadership
is a group process, leadership effectiveness becomes increasingly based
on the group prototypicality of the leader, as group membership becomes
psychologically more salient. In other words, in salient groups in which
people feel a strong sense of belonging, effective leaders are group mem-
bers who are perceived to have a good fit to the prototypical properties of
the group. Under these circumstances there is a tendency for consensual
depersonalized attraction for the leader, and also for the construction of a
charismatic leadership personality for the leader, to occur. Together these
processes allow the leader to be innovative, and influential in motivating
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followers to exert effort on behalf of group goals rather than individual
goals.

There is reasonably good direct empirical support for the hypothesized
role of prototypicality in leadership (I briefly described some studies), and
some support for the role of social attraction. Further research is required
to explore the attribution dynamic that constructs charisma, and to explore
the limits of charisma in leadership.

I finished the chapter by describing some extensions and applications.
In particular, how the theory can help explain the glass ceiling effect, lead-
ership processes in merged organizations, and the leadership effective-
ness of different leader—-member relations. I spent more time describing a
social identity analysis of the relationship between leadership and power.
This extension, which sticks closely to a social identity perspective, views
group leadership as a complex interplay of prototypicality processes and
intergroup processes operating between and within groups.
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