Week 11

Charismatic versus Transformational Leadership

Look at this comparison between charismatic and transformational leadership.

	
	Charismatic Leader 
	  Transformational Leader

	Location in the hierarchy of the organization   
	Usually found at the top of an organization. Seldom found in other levels. 
	Found at all levels of organizations.

	Effect on followers  
	Some charismatic people, such as rock stars, movie stars, or famous athletes do not have a systematic transformational effect on followers. Followers may imitate them, but rarely transform their basic self interest.   
	Cause their followers to rise above their own self interest, often for the benefit of an abstract cause. 

	Behavior in periods of stress or change  
	Charismatic leaders generally arise and develop during such times. 
	Are found at all times.

	Focus 
	Focus on themselves. Often play on the emotions of their followers to attain ego reinforcement.
	Focus on the task, the good of the organization and the followers. 

	Duration
	Often create short term change in the organization, often swapping improvements in one area for failures in others. 
	Create sustained change in the organization, the followers, and often in themselves. 

	Empowerment
	Seek to weaken followers and make them subservient. Charismatic leaders often take pride in having subservient followers.  
	Seek to strengthen followers and make them independent.

	Loyalty 
	   Seeks personal loyalty
	Seeks loyalty to ideals, and to the organization..

	Ethics
	May or may not be grounded in an ethical system
 
	Strong ethics. 

	Emotions
	Highly emotional. Play on the emotions of the followers. Stir up emotional responses. Relies on reward and coercive power. 
	May be emotional, but many are not. Can rally support around an "attractive vision" through both task and affect. Employs all forms of power

	Oratory
	In general, a good public speaker. Sways emotions.

	May or may not be a good public speaker.

	Needs of the organization 
	Creates needs in an organization, even when none exist.  

	Change agent, problem solver. Tackles existing problems.

	Institutionalization
	Seeks personal credit for change.   

	Seeks to institutionalize change for the good of the organization. Enjoys achievement, but is motivated by the vision he or she has created.


	Methods
	Creates disciples through emotional appeal, but also through promises of rewards and threats of punishment.  
	Creates an "attractive vision" to which he or she also fully subscribes. Followers feel intrinsic rewards for their accomplishments.

	Goals
	Goals may be other than the stated ones, and can be personal advantage of the leader.  
	Goals are the betterment of the organization and the followers.

	Personal objectives 
	Self aggrandizement through credit for the fulfilling of the mission
	The mission itself, and the success of all followers is the objective.





I think you see the point.  Charismatic leaders can be a transformational leader if their methods focus on changing the hearts and minds of the followers rather than simply creating a transactional reward system.  However, not all transformational leaders are charismatic.  In fact, as you can see from this description, they may not be. 

Of course, we will never be able to see into the heart and soul of other people, so we will never actually know their motivations.  But, think of some of the great leaders from history and from your own experience.  Let's look at a few examples:

Abraham Lincoln or some other political leader

John Wooden, or some other athletic coach

Pope John Paul II or some other religious leader

Bill Gates or some other business leader

Your Assignment:

1.  Divide the class into four groups.  Each group should examine one of the four leaders listed above--or a representative of the specific group.  

2.  Your group should compare your leader to the list given above.  By using the concepts above, determine if the leader you have selected is more charismatic or transformational.  

3.  Be prepared to justify your choice to the rest of the class.

