Critically discuss the extent to which psychological characteristics predict successful leadership in the workplace.
In simple terms leadership is the ability to inspire, guide and motivate a group of people to work towards accomplishing a common goal. (the balance small business, n.d.) A good leader is someone that can identify and nurture the strengths and talents of their group and build teams which commit to pursue a common goal. (Michael Page, 2017) So, what makes someone a good leader then? There are various factors that contribute towards an individual being a good leader. According to Lord et al., (1984) leaders are perceived as being caring, outgoing, competent, verbally skilled, decisive, educated, dedicated etc. There are different models of leadership which try to explain successful leadership in the workplace. You can use the trait approach to understand what psychological characteristics define leaders and the behavioural approach can be used to explain what style of leadership is the most effective and in what situation. This essay will discuss to what extent intelligence, conscientiousness, self-efficacy, extraversion and agreeableness can predict successful leadership in the workplace. 
Recruitment is the attempt to attract good people to apply for the job and selection is the process of identifying the right candidate from a pool of recruited applicants who have applied for the job. (Coleman, 2019) Recruiting and selecting leaders that too the right ones is a very complicated, costly, time consuming and stressful process. Even if this may be the case it is critical to staff the right people as leaders as this will determine whether an organisation or firm will reach its goal. So, what must be done before hiring someone to this position? Firstly, in order to be time and money efficient certain steps must be implemented. The recruitment and selection team must define the leadership qualities they are looking for. This means to write up a job description which would attract potential candidates, which will include what the firm does, list of requirements, details of what will be expected daily etc. Next the team will have to narrow the resumes to a top 5 or 10 and write up an email that is personalised and comprehensive. Then interview the top 2 and select the candidate who proves or shows to be more fit for the role. (forbes, 2013) Discussed below are few of the qualities that are commonly sought for in leaders.
There exists no agreed definition or model of intelligence. In the Collins English Dictionary, it is defined as the ‘the ability to think, reason, and understand instead of doing things automatically or by instinct.’ Westerners often like to associate intelligence in terms of analytical skills. But in different societies and as the world is evolving the idea of intelligence is varies according to our priorities and values. For example, in the hunter-gather society intelligence might be defined in terms of foraging skills, social skills or responsibilities. Today, we can’t go very far without having some amount of I.T. skills and computer scientists are one of the most highly paid professionals today. (Burton, 2018) Although intelligence is a positive but modest predictor of leadership, when intelligence must be measured on pen and paper tests, its relationship to leadership is a bit weaker compared to when intelligence is defined as the perceived intelligence of a leader. Judge, T.A.,Colbert, A. E., & Illies, R. (2004) 
Successful leaders tend to possess high emotional intelligence in addition to having a high IQ. People with high emotional intelligence tend to be self-aware, motivated, empathetic and have great social skills. The psychologist who coined the term emotional intelligence, Daniel Goleman, believes that having a good IQ is just the stepping to stone to high-level management jobs, but once there it no longer helps leaders as most leaders will already possess this quality. So according to Goleman, what sets aside effective leaders from ineffective leaders is their skill of controlling their own emotions and understand other people’s emotions, their internal motivation and social skills. Goleman, D. (January, 2004) 
When a leader is emotionally intelligent, they can provide a safe environment where their employees feel comfortable with taking on risks and voicing their opinions. An emotionally intelligent leader can use emotions as leverage. As a leader one must often be quick on their feet and act and adapt to change, and not everyone is going to be happy about change. If the leader knows how others will react emotionally to changes, they can for-see this and come up with the most appropriate ways to introduce and carry out the change. A leader who has high IQ but low EQ can be seen as having unsuccessful leadership skills because most leaders are usually faced with stressful situations and if the leader posses low emotional intelligence they will act out because their unable of managing their own emotions. Someone who is incapable of controlling their own emotions will never be able to lead as they will create a stressful environment for everyone around them by being passive aggressive and their workers will always be scared to bring up any suggestions or criticisms and there will be no room for creativity as they would be too afraid as to how the leader might respond. But having low levels of emotional intelligence doesn’t necessarily have to mean that the leader will lash out to his or her employees it can also mean an inability to address situations appropriately. Most leaders must deal with conflict, and a leader who isn’t self-aware and doesn’t know their emotions properly will struggle in recognising conflict and dealing with it effectively. (psi)
Conscientiousness is a personality trait often seen in successful leaders as a leader who possess this trait is dependable, responsible, organised, perseverant and goal driven. They can work hard even when faced with a challenge and can control their impulses. According to Brent Roberts, the Professor of Psychology at the University of Illinois who studies conscientiousness says, “Highly conscientious employees do a series of things better than the rest of us.” He says that they plan in a way which helps them attain their goals better by first setting them, then working towards them staying persistent even when faced with setbacks. If they realise their far-fetched goal cannot be reached, they don’t get discouraged but will switch to a goal which is more achievable. He goes on to say that these types of people will remain persistent in resolving an issue even after being faced with repeated failures, they will go that extra mile to make sure they have achieved their goals. Although, conscientiousness can also make leaders monomaniacs which means they can only focus on one task at once and find it difficult to multi-task. As well as this they tend to focus more on the tasks and not on the people and as discussed above people skills is an important skill which can differentiate a successful leader from a non-successful one. A major drawback in these types of leaders is their decision-making skills will be poor as they are too caught up on the details. So, this type of leadership won’t be successful in all settings but only in some as with this trait tasks might take longer to complete and this type of personality trait involves giving importance to rules and following them by the book, but this can be a hinderance to jobs that require innovativeness. (medium.com, 2017)
According to Bandura, self-efficiency is “the belief in one’s capabilities to organize and execute the courses of action required to manage prospective situations.” He described these beliefs as determinants of how people think, behave and feel (1994). You can teach a leader to be a good communicator, problem solver, or whatever it may be but without them believing in themselves first they would just have the title of leader but will not actually be one as if you aren’t confident in yourself how will you be able to motivate and lead others. Self-confidence is not something that can be easily achieved it comes from a life-long process of forming a sense of an internal authority of who you are, and this is formed by facing life in a resilient and courageous manner. (Stevenson, 2015)
Research based on Bandura’s self-efficacy theory has found that personal efficacy influences the goals people pick, how much effort they will put into a task, and how long they will persist in times of difficulties (Maurer, 2001) All major reviews list self-confidence as an essential characteristic for effective leadership (see Bass, 1990; House & Aditya, 1997; Northouse 2001, Yukl & Van Fleet 1992). As one reviewer concluded: “That self-confidence s a necessary trait for successful leadership is undisputed” (Locke, 1991a: 26) According to Schunk (1995), self-efficacy alone cannot predict successful leadership, if appropriate knowledge and skill sets are not there in the individual. 
Extraversion or an extravert is an individual who enjoys residing in other people’s company rather than their own. Extraversion indicates how outgoing, enthusiastic and social a person can be. Extraversion has two facets one being that extraverts tend to be out-going full of energy, talkative, optimistic and loves to meet new people. These kinds of people are skilled in handling social situations and are comfortable being around people. The other is that they are assertive and dominant. However, effectiveness of this trait depends on who is being led and the situation in which the leadership takes place. 
Extraverted leaders are usually more successful as they can talk more and are more forceful and convincing with their opinions. They also will form several relationships where each relationship can act as resource when needed. Assertiveness and dominance are “Goldilocks” traits, they must be just right. What is considered just right varies for men and women. Women who behaves at the “just right level for men are usually disliked and seen as too hard, therefore women leaders must be willing to be disliked when it is necessary to be effective. (www.business-leadership-qualities.com, n.d.) Highly extroverted leaders will tend to be the centre of attention, bounce from one idea to the next and are over estimators of their own capabilities (Hogan and Hogan, 2001). This could mean that ideas from employees might be put forward as their own and attention and credit for ideas will not be equally shared as these leaders like being the centre of attention. (Piccolo, 2010) 
Agreeableness usually refers to a person who is warm, friendly and tactful. Like extroverts they tend to have an optimistic view and gets on well with others. These leaders are helpful, considerate and generous. This trait however shows ambiguous results in research. It can either be perceived as a strength or weakness depending on the situation. Agreeableness is a desired trait when the right team is in place, consensus is important etc. Agreeableness relates to likeability. People will probably work harder for someone they like, which can in turn increase productivity. Agreeable leaders can provide and ensure a harmonious environment for their employees. However, agreeableness can be hinderance when competition is needed, competitors are aggressive, when workers need constructive corrective feedback and when a difficult unpopular decision must be made. Agreeable leaders will avoid situations that could cause disagreements, which means that they will tolerate bad behaviour or poor performance as they would find it difficult to give corrective feedback. When this happens workers will begin to take advantage of this and lose respect for the leader. These leaders are also likely to avoid competitions possibly with the fear of losing harmony in the workplace they may fail to see that some people enjoy and thrive better with competition. (www.business-leadership-qualities.com, n.d.) 
There are also behavioural approaches to leadership, transactional leadership which is characterised by the tendency to control, rather than inspire and exchange of rewards in return for authority. There are two styles to this form of leadership one being contingent reward(active) where the leader provides the employees with rewards if and only if they perform adequately and management by exception(passive) this is where the leader does not make changes if performance goals are met and will only intervene if something goes wrong. The other style of leadership is transformational leadership this is where the leaders act as mentors for their sub-ordinates. It is seen as a charismatic leadership style; effective leaders demonstrate exceptional personal qualities. There are for behavioural styles seen in transformational leadership as outlined by Bass, (1985) which are individualised consideration this is where the leader treats the employee on their own merits and develops their abilities further through delegation and mentoring. The next one being intellectual stimulation this is where the leader encourages creative problem solving. The third one is inspirational motivation this is where the leader creates an optimistic clear and attainable vision for the future. Lastly there is charisma this is where the leader makes personal sacrifices, takes responsibility for their own actions and shares glory and shows great determination. Transformational leadership has more of a positive effect on employees than transactional leadership. (Coleman, 2019)
To conclude, even if flaws exist in the trait approaches knowing about these leadership traits helps organizations to select the right person into the position of responsibility. The main point to keep in mind is that not all traits are equally effective in predicting leadership potential across all circumstances. Each trait discussed above is a good trait to possess for a successful leader, but it doesn’t necessarily mean that those traits will make a good leader in every situation. Some traits are seen to be more useful or relevant in specific situations like courage and bravery may be a key characteristic in military leaders but not in business leaders. Therefore, scholars now conclude that instead of focusing on identifying a few traits that differentiate leaders from non-leaders it is important to identify the conditions under which different traits affect a leader’s performance. Hackman, J.R., & Wageman, R. (2007).










[bookmark: _GoBack]Resources


(n.d.). Journal of Applied Psychology, 89, 542-552.
(n.d.). Retrieved from www.business-leadership-qualities.com: https://www.business-leadership-qualities.com/leadershiptraits-ex.html
(2017, January 21). Retrieved from medium.com: https://medium.com/@humancapitalmagazine10/conscientiousness-a-successful-leadership-trait-99f1f0238362
Bandura, A. (1994). Self-efficacy. In V. S. Ramachaudran (Ed.), Encyclopedia of human behavior,4. New York: Academic Press, pp. 71-81.
Bass, B.M. (1990). Stogdill’s handbook of leadership. New York: Free Press.
Burton, N. (2018, November 18). psychology today. Retrieved from www.psychologytoday.com: https://www.psychologytoday.com/gb/blog/hide-and-seek/201811/what-is-intelligence
Coleman, S. (2019, march 10). Occupational Psychology. Swansea, Wales.
forbes. (2013, october 23). Retrieved from www.forbes.com: https://www.forbes.com/sites/kensundheim/2013/10/23/how-to-recruit-leaders/#25ed02c344b6
Hogan, R., & Hogan, J. (2001). Assessing leadership: A view from the dark side. International Journal of Selection and Assessment, 9, 12-23.
Judge, T.A. & Bono, J.E. (2000). Five-Factor Model of Personality and Transformational Leadership. Journal of Applied Psychology 85:751-765
Locke, E.A. (1991). The essence of leadership: The four keys to leading successfully. New York: Lexington Books.
Maurer, T.J. (2001). Career-relevant learning and development, worker age, and beliefs about self-efficacy for development. Journal of Management 27:123-140.
Michael Page. (2017, April 11). Retrieved from www.michaelpage.com: https://www.michaelpage.com/advice/management-advice/development-and-retention/8-must-have-qualities-effective-leader
Piccolo, R. F. (2010, November 27). Retrieved from ron-piccolo.com: http://ron-piccolo.com/2010/11/27/extraversion-and-leadership/
psi. (n.d.). Retrieved from www.selectinternal.com: http://www.selectinternational.com/blog/why-is-emotional-intelligence-an-important-leadership-trait
Schunk. D. H. 1995. Self-Efficacy, Motivation and Performance. Journal of Applied Sport Psychology, Vol. 7, No.2: 112-137. 
Stevenson, H. (2015, June 26). Clevelandconsultinggroup,inc. Retrieved from www.clevelandconsultinggroup.com: http://www.clevelandconsultinggroup.com/articles/self-efficacy.php
the balance small business. (n.d.). Retrieved from www.thebalancesmb.com: https://www.thebalancesmb.com/leadership-definition-2948275

.
