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Abstract
The search for attributes that differentiated leaders from non leaders and also
that which explained individuals’ effectiveness as leaders has continued
prompting scholars to look beyond leadership traits and consider how
leaders’ behaviours predicted effectiveness. Effective leadership often relies
upon certain traits held by the leaders. More accurately, the traits a leader
possesses need to be relevant to the situation in which the leader is
performing. Leadership effectiveness is based upon the working relationship
between the leader and other group individuals. A leader can take a number
of different approaches to leading and managing an organization; the style
adopted should be the one that most effectively achieves the objectives of the
group while balancing the interests of its members. The individual differences
framework was adopted in this study to illustrate individual differences and
their complex components. Given the recent increase in evidence and support
of trait leaderships, we recommend that personality traits should be a
selection tool for identifying emerging leaders which will lead to
national/organizational transformation. Organizations, however, should be
aware of the individual traits that predict success in leader effectiveness as
well as the traits that could be detrimental to leader effectiveness. Individuals
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who are high in cconscientiousness, eextraversion, and aagreeableness are
predicted to be more likely to be perceived as successful in leadership
positions,

The concept of leadership begins in the late 1800s; common thoughts back
then suggested that leaders were born and not made. These perceptions originated out
of an observation that many great leaders possessed something out of the ordinary,
natural, inborn characteristics that allowed them to excel above the rest (Galton and
Eysenck, 1869). This perception translated into limited opportunities for leadership
among the common people, as they were not endowed with these special leadership
characteristics. Some of these traits included being especially courageous, having the
ability to show initiative, and having integrity or extraordinarily high intelligence or
perception. However, recent study did not end up supporting this negative assertion
(Fiedler, 1967).

Studies on leadership began with a search for heritable attributes that
differentiated leaders from non leaders and also that which explained individuals’
effectiveness as leaders. In effect, this was the beginning of the trait paradigm of
leadership research. Subsequently it have been established that individual
characteristics, such as demographics, skills and abilities, and personality traits, predict
leadership (Cherulnik and Wilderman, 1990).

Critiques of the leadership trait paradigm prompted scholars to look beyond
leadership traits and consider how leaders’ behaviours predicted effectiveness. This led
to research on initiation of structure and consideration, and established the behaviour
paradigm of leadership (Vroom, 2007). The influence of the leader behaviour paradigm
can be seen across leadership theories. Not only did the leader’s behaviour paradigm
provide the basis for new theory, but meta-analytic evidence also suggests that leaders
behaviours are important predictors of leadership effectiveness. Yukl (2006) notes that
the selection of appropriate leadership effectiveness criteria depends on the objectives
and values of the person making the evaluation.

What makes every leader special is a combination of factors, including
demographic, physical, psychological and behavioural differences. Determining that
effective leaders were about much more than just certain characteristics, the Individual
Differences Framework was developed and adopted in this study to illustrate individual
differences and their complex components. Two important factors that determine
individual leadership characteristics are heredity and the environment. Heredity can be
considered characteristics handed down genetically; these factors include genetic
patterns, race or ethnicity and gender. Environment is the setting in which individuals
are raised or exposed to throughout their life. Aspects such as cultural factors, the edu-
cational system, and parental upbringing form part of the environment. These factors
interact to influence the development of individual differences as we see exhibited in
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different leaders. Environmental and social conditions can reinforce patterns that
influence a leader’s personality; example of this is in the cultural expectation within
Africa for males to be more competitive and aggressive, which often influences their
behaviour as leaders. Ultimately, our genetic makeup and what we are exposed to helps
to make us the leaders that we are (Eagly and Johnson, 1990).

Leadership Traits

As mentioned above, effective leadership often relies upon certain traits held
by the leader. Overall, individuals within leadership roles tend to differ from group
members in several important ways. Effective leaders tend to be more sociable,
aggressive, original (creative), popular, humorous, intelligent, alert, insightful,
responsible, able to take initiative, persistent, self-confident; solely because they
possess certain traits. More accurately, the traits a leader possesses need to be relevant
to the situation in which the leader is performing. So leadership effectiveness is based
upon the working relationship between the leader and other group members or the
appropriateness of the fit between the leader and followers. Costa and McCrae, (1992)
give individual attributes which include:

Personalitye is considered a stable set of physical characteristics; these specific
features are stable, although they may evolve gradually over time. It is important
that this is a set of characteristics, not just one or two.

Valuese are stable, long-lasting beliefs or preferences that are shaped early in life by
parents, upbringing and culture. These characteristics illustrate what we consider
worthwhile and desirable, right and wrong, and play a key role in decision-making and
problem-solving.

Abilities and skillse can be seen as a natural or acquired talent for doing something.
Ability is natural and somewhat stable; skills are acquired and change with training and
experience. You cannot train leaders to develop ability, but you can train for leadership
skills; therefore, recruit and hire leaders with specific abilities and then train them to
exhibit the desired skills.

Leadership style and behaviour * These are personal choices made by the leader as to
the type of leadership style and behaviour they will exhibit according to the situation.
To be an effective leader, the most important element is understanding the appropriate
leadership style/behaviour for the situation and understanding the results of one’s
actions.

Behavioural range according to Costa and McCrae (1992), refers to leader’s
normal range of personality and values exhibited in leadership roles. That individual
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characteristic is relatively stable; however, leaders can behave in ways inconsistent
with their personality and values working outside of their behavioural range. A good
example of this is a leader who prefers to delegate but encounters a situation in which
he needs to provide extensive direction to new volunteers. Or a leader who is generally
very introverted being put into a situation where he needs to be overly extroverted.
Although being adaptable as a leader is often necessary, it also can be challenging and
ultimately push us to our limits. Thus, it is important to be familiar with the different
components making up your own individual differences framework and understand
when, as a leader, you are extending yourself beyond your Individual Differences
Framework. Preferably, acting beyond your behavioural range should be saved for
extreme or unusual circumstances, or necessary short bursts (Judge and Cable, 2004).

The Leader Trait Paradigm

In reviewing trait theories of leadership, Bass (1990) proposed two questions:
(a) Which traits distinguish leaders from other people, and (b) what is the magnitude of
those differences? With respect to the first question, leadership scholars have generally
examined leader traits related to demographics (e.g., gender, age, education), task
competence (e.g., intelligence, Conscientiousness), or interpersonal attributes e.g.,
agreeableness, extraversion; (Bass and Bass, 2008). Unfortunately, little to no research
has systematically addressed the second question regarding the relative magnitude of
effects across leader traits. Understanding the relative validity of leader traits is
important because traits might not be independent. For example, there are biological
and socio-cultural reasons for why men and women score differently on personality
and intelligence (Feingold, 1994; Halpern, 1997). The biological model according to
Bass (1990), sees gender differences as a function of innate differences between sexes;
whereas the socio-cultural model are believed to be influence by social and cultural
factors which directly produce the differences. In addition, the relationship between
intelligence and personality suggest that extraversion and openness to experience are
related to intelligence (Ackerman and Heggestad, 1997; Judge, Jackson, Shaw, Scott,
and Rich, 2007). This finding is especially interesting considering that extraversion and
openness to experience are personality traits that have been shown to have strong
relationships with leadership effectiveness (Judge, 2002). Thus, it is likely that the
effects of gender, intelligence, and personality are not independent. Moreover, we
specify how the relative validity of leadership traits will vary by leadership
effectiveness criteria such as:

Demographics: Among the possible demographics of leaders, gender has received the
most attention. Other demographics such as physical characteristics e.g., height,
education (Howard and Bray, 1988), and experience (Fiedler, 1970) have been
examined in prior research, but the amount of research on these other demographics
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pales in comparison to the research on gender and leadership. Most notably, Eagly &
Johnson (1990) analyzed the relationship between gender and leadership and found
that, although men and women exhibit some differences in leadership style, men and
women appear to be equally effective; thus, drawing into question gender as a valid
predictor of leadership effectiveness. Based on this research, we do not expect any
differences between genders in terms of leadership effectiveness. We also propose any
differences that might exist due to confounding relationships with other leadership
traits such as intelligence and personality (Feingold, 1994; Halpern, 1997). Thus, when
examining gender in conjunction with these other leadership traits, we do not expect to
observe a meaningful effect of gender on leadership effectiveness.

Task Competence: Task competence is a general category of leadership traits that
relate to how individuals approach the execution and performance of tasks (Bass and
Bass, 2008). Although a variety of task-related personality traits have been studied,
leadership scholars most often describe task competence in terms of four traits:
intelligence, conscientiousness, openness to experience, and emotional stability.
Intelligence reflects a general factor of cognitive abilities that relate to individuals’
verbal, spatial, numerical, and reasoning abilities, and has been established as a
consistent predictor of task performance (Hunter and Hunter, 1984).With respect to
intelligence and leadership, Judge (2004) analyzed some individuals and found that
intelligence was positively related to leadership effectiveness. Beyond intelligence,
conscientiousness, openness to experience and emotional stability are often used to
describe how one approaches and reacts to task work (Barrick and Mount, 1991).
Conscientiousness reflects the extent to which a person is dependable, dutiful, and
achievement oriented, and is often associated with deliberate planning and structure.
Openness to Experience is commonly associated with being imaginative, curious, and
open minded to new and different ways of working. Emotional stability refers to a
person’s ability to remain calm and not be easily upset when faced with challenging
tasks. In his analysis Judge (2002) found that conscientiousness, openness to
experience and emotional stability were all positively related to leadership
effectiveness.

Interpersonal Attributes. Interpersonal attributes is a general category of leadership
traits that relate to how individuals approach social interactions (Bass and Bass, 2008).
These traits include the interpersonal plane of personality; that is extraversion,
agreeableness as well as skills and abilities related to social functioning such as
communication skills; (Klimoski and Hayes, 1980). The most commonly studied
interpersonal attributes of leaders are Extraversion and Agreeableness, with prior
finding that both Extraversion and Agreeableness were positively related to leadership
effectiveness (Judge, 2002).
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Relative Validity of Leader Traits: It is suggested that leadership traits are related to
task competence and interpersonal attributes which are important predictors of
leadership effectiveness. Yet, we expect that the relative validity of these leader traits
will vary depending on the effectiveness criterion. In particular, to the degree that the
content of leadership effectiveness criteria focuses on execution and performance, we
expect that leader traits related to task competence will be particularly important.
Highly intelligent and conscientious leaders, for example, will be especially adept at
ensuring their followers have sufficient role clarity, structure, and goals to help
facilitate task performance. In contrast, to the degree leadership effectiveness criteria
focus on affective and relational elements, we expect that the interpersonal attributes of
leaders; namely, extraversion and agreeableness, will be important. For example,
leaders who are especially extraverted or are highly agreeable are more likely to invoke
strong emotional ties and build high-quality relationships with followers (Nahrgang,
Morgeson, and llies, 2009), which should lead to improved scores on affective criteria
such as follower satisfaction with the leader

Traits, Behaviours, and Leadership Effectiveness

There are two mechanisms through which individual traits affect leadership
effectiveness. The first involves actual behaviours that result as a function of the
leader’s traits. However, study on leadership has treated leader traits and behaviours as
independent explanations of leader effectiveness, if leader traits and behaviours are not
entirely independent; an alternative model is that leader behaviours serve as one
meditational mechanism. The second mechanism through which leader traits might
impact effectiveness is not through actual behaviour; but rather, how followers
attribute and identify with the leader’s traits. Specifically, we propose that certain
traits, especially those that are highly salient to followers, have symbolic meaning and
can be the basis upon which followers make judgments about that leader that are
independent of any actual behaviour. The notion that leader behaviours mediate the
relationship between traits and effectiveness seems especially plausible considering the
conceptual and empirical links between individual traits and behaviours that are
apparent in much of the personality literature (Barrick and Mount, 1993). In particular,
the interpersonal attributes of leaders, such as extraversion and agreeableness, should
predict the degree to which leaders engage in relational-oriented and change-oriented
behaviour. For example, extraverted individuals will be more inclined to seek input
from followers, talk enthusiastically about the work, and be more comfortable setting a
direction and vision for the group. Similarly, agreeable individuals will be more
friendly and approachable, likely to help followers develop their strengths, and
respectful to followers. All of these behaviours are akin to those articulated in the
consideration and transformational theories of leader behaviour. Likewise, the traits
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related to task competence (intelligence, conscientiousness, openness to experience,
and emotional stability) should predict how leaders approach behaviors such as
structuring task work, challenging assumptions, risk taking, and solving problems. For
example, conscientious leaders, due to their preference for planned rather than
spontaneous behaviour, will be inclined to initiate structure in leadership contexts
(Humphrey, Hollenbeck, Meyer, and llgen, 2007). They will also be more inclined to
actively monitor and intervene when problems arise. Similarly, leaders who are high in
openness to experience are more likely to monitor their environment, challenge
assumptions, recognize the possible implications of external forces, and then intervene
as appropriate. Finally, leaders who are emotionally stable will be more likely to
remain calm, maintain order and structure, and be more comfortable with taking risks
during challenging situations. Drawing on leadership categorization theory (Lord,
1985) submits that leader traits can influence leadership effectiveness by way of
attributions that followers make about the leader and perceived identification and
similarity with the leader. For example, independent of leader behaviors, Cherulnik &
Wilderman (1990) found that physical appearance in terms of maturity and
attractiveness influenced attributions of leadership emergence and effectiveness.
Similarly, numerous studies have found that gender is an important factor in shaping
followers attribution of leader’s effectiveness, (Sczesny, Bosak, Neff, and Schyns,
2004). Drawing from the similarity attraction paradigm (Byrne, 1971), has consistently
shown that followers who perceive a leader to be similar to themselves report stronger
identification with the leader.

Styles of Leadership

A leader can take a number of different approaches to leading and managing
an organization. A leader's style of providing direction, implementing plans and
motivating people is the result of his or her philosophy, personality, training, and
experience. Different situations call for different leadership styles. In an emergency
when there is little time to converge on an agreement and where a
designated authority has significantly more experience or expertise than the rest of the
team, an autocratic leadership style may be most effective. For a highly motivated and
aligned team with a homogeneous level of expertise, a more democratic or laissez-faire
style may be more effective. The style adopted should be the one that most effectively
achieves the objectives of the group while balancing the interests of its individual
members. Examples of such leadership style are (Judge, 2002).

Authoritarian style of Leadership

Under the autocratic leadership style, all decision-making powers are
centralized in the leader. Leaders do not entertain any suggestions or initiatives from
subordinates. The autocratic management has been successful as it provides strong
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motivation to the manager. This provides for quick decision making but is generally
not successful in gaining employee engagement or maintaining worker satisfaction.

Laissez-faire or Free-rein style of Leadership

A person may be in a leadership position without providing leadership, leaving
the group to fend for itself. Subordinates are given a free hand in deciding their own
policies and methods. This can sometimes be a positive leadership style if workers are
responsible and self-starting and do not require a lot of supervision. In this situation,
employees may enjoy a laissez-faire style of a leader.

Participative or Democratic Style of Leadership

A participative or democratic style of leadership involves the leader sharing
decision- making abilities with group members while also promoting the interests of
the group members and practising social equality. Employees will likely enjoy this
style of leadership because it gives them a say in many decisions.

All of these leadership styles are more or less appropriate depending on the
situation. For example, an authoritative leadership style may be appropriate when a
quick decision needs to be made which is not very significant. Similarly, a laissez-faire
leadership style may be most appropriate for a highly skilled staff that is not very
dependent on management and would not appreciate too much control from them
(Fulmer and Conger, 2002).

Transformational Leadership

In his submission, Burns (1985) sees transformational leadership as a
leadership process in which leaders and followers help each other to advance to a
higher level of morale and motivation. It is an approach that redesigns perceptions and
values, changes expectations and aspiration that create significant change in the life of
people, organization and nations (Yukl, 2006). The transformation approach is based
on the leader’s personality traits and ability to move a change through example,
articulation of an energizing vision and challenging goals. Transforming leaders are
idealized in the sense that they are moral example towards the benefit of the goal to be
achieved.

In his viewpoint, Feingold (1994) attributes five behaviours of
transformational leaders as embedded in the four components of transformation
leadership as posited by (Bass, 1985). These components include intellectual
stimulation, individualized consideration, idealised influence and inspirational
motivation. Idealised influence according to Yukl (2006), is the ability of a leader to
serve as a role model for followers. Because followers trust and respect the leader, they
emulate this individual and internalise his or her ideals. In the case of individualized
consideration, transformational leadership involves offering support and

Journal of Resourcefulness and Distinction, Volume 11 No. 1, December, 2015: 1SSN 2276-9684
8



The Effectiveness of Traits on Leadership Style As A Panancea for National

Transformation
encouragement to individual followers. Udegbe (1999) describes individualised
consideration as giving personal attention, advice, and treating each employee
individually. Inspirational motivation involves leaders having a clear vision and being
able to articulate this to followers. These leaders are also able to help followers
experience the same passion and motivation to fulfil this goal. Intellectual stimulation
is characterised by a value for creativity and innovation. It suggests a situation in which
transformational leaders challenge the status quo and promote ingenuity among
followers. The leader encourages followers to explore new ways of doing things and
new opportunities to learn (Asobie, 2012).

Conclusions

Understanding the relative importance of specific leader traits and behaviours
as predictors of leadership effectiveness can help in leader selection and development
practices. Although organizations can use a variety of trait based assessments for leader
selection, traits of Conscientiousness, Extraversion, and Agreeableness are particularly
important predictors of success in leadership positions. Individuals who are high in
conscientiousness and extraversion are more likely to be evaluated as effective leaders
than individuals high in conscientiousness and agreeableness. Although we
acknowledge that there are traits not included in this study that could likely also be
used to select effective leaders, organizations might benefit by focusing on certain key
aspects of personality, rather than gender or intelligence, when selecting individuals for
leadership roles.

Leadership is the prime cause of development because of its indispensable role
in a national context, which no other agency can replace. It provides direction, national
mission, vision and goals. Individual leaders like Lee Kuan Yew, Mahathir
Mohammed and General Park, guided the national transformation in their country
through critical period. These leaders provide direction, set the necessary agenda and
execute change.

As a country, Nigeria has had some inspiring leadership. However, much of it
has been short lived, largely unmetered and undervalued due to lack of mentorship,
successional inconsistency and selfishness. For Nigeria to reach its potential, what is
required is leadership that is not just inspirational, but transformational in scope and
nationalistic in focus.

Recommendations

First, our findings suggest that leadership development programmes should
emphasise the importance of actively and assertively occupying the leadership role.
The large negative relationship we found between passive leadership behaviours and
effectiveness suggests that even engaging in suboptimal leadership behaviours is better
than inaction. Thus, leadership development initiatives should encourage individuals to
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proactively assume their leadership responsibilities rather than passively
waiting only to act when problems develop. Development programmes that encourage
individuals to see themselves as leaders should help facilitate leadership action
(DeRue, Ashford, and Cotton, 2009). Moreover, considering that passive leadership
was often the strongest mediator of the leader trait-effectiveness relationship,
leadership development programs will have to actively work to overcome the laissez-
faire tendencies associated with specific traits.

Secondly, we suggest that leadership development should touch on all three
dimensions of leadership behaviour: task, relational, and change. Effective leaders
must successfully plan and schedule work (task-oriented behaviours), support and help
their followers (relational-oriented behaviours), and encourage and facilitate change
(change-oriented behaviors). Based on our findings, leader behaviours that focus on
one of these dimensions are predictive of certain effectiveness criteria but not others. In
contrast, leadership, which seems to span across relational- and change-oriented
behaviours, is a relatively strong predictor across all effectiveness criteria. We
recommend that organizations design their development such that each dimension of
leader behaviour is sufficiently covered and promoted.

Given the recent increase in evidence and support of trait leadership theory, a
variety of strategies for human resource departments within organizations, companies
should use personality traits as selection tools for identifying emerging leaders. The
organizations, however, should be aware of the individual traits that predict success in
leader effectiveness as well as the traits that could be detrimental to leader
effectiveness. For example, while DeRue, Ashford & Cotton (2011) find that
individuals who are high in conscientiousness, extraversion, and agreeableness are
predicted to be more likely to be perceived as successful in leadership positions; Judge,
Woolf, Hurst, & Livingston (2004) wrote that individuals who are high in narcissism
are more likely to be a liability in certain jobs

Complimenting the suggestion that personality traits should be used as
selection tools, Judge (2002) find that the Big Five Personality traits were more
strongly related to leadership than intelligence. This finding suggests that selecting
leaders based on their personality is more important than selecting them based on
intelligence. If organizations select leaders based on intelligence, it is recommended
that these individuals be placed in leadership positions when the stress level is low and
the individual has the ability to be directive.

Another recommendation is that a transformational leader must build virile
teams that will work with him to transform the polity; not political lightweight
nominated by godfathers being rewarded for political patronage. Leaders are not just
managers or supervisors; the are team leaders. And a team is more than just a group; it
is a group of people with high degree of interdependence geared towards the
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achievement of a shared goal for which they hold themselves mutually accountable
(Obi, 2009).
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