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What CEO or board member doesn’t dream of transforming their company?
Of course the nuts and bolts of changing an organization from top to bottom are more than
daunting. But it makes a huge difference whether the rank and file executives in an
organization are inspired, resistant or are out right against change.
A leader’s job is to make the people in an organization realize that change is for the
greater good and charisma can go a long way to making that happen. But it isn’t enough.
There are a number of facets that combine to make leadership powerful enough to affect
change inside a given organization.
Inspiring employees to perform beyond expectations is of the utmost importance, and this
is called transformational leadership. But we also know that in organizations tough
decisions need to be made. Therefore leaders must also use instrumental leadership,
which includes things like the ability to properly allocate resources and budget as well as
make HR decisions consistent with an organization’s vision for the future.
Transformational leadership
Early management thinking focused on the carrot and stick approach of using incentives to
get results. Researchers from the fields of sociology and political science introduced the
idea of transformational leadership, or the idea that leaders and followers need to be
aligned on motivation and values to get the best results. James MacGregor Burns
revolutionized the management field with his 1978 book “Transforming Leadership”. He
wrote that it is absolutely essential that followers rise above self-interest to work toward the
greater good.
Leadership researchers built upon the earlier work and broke transformational leadership
down into components called the four I’s.
1] Idealized Influence. The first I is what we would call charisma, and thankfully, contrary
to what some might believe, research has shown that this can be learned.
2] Inspirational motivation. This area is where people draw meaning and value from their
work.
3] Intellectual stimulation. The third I is the source of creativity in organizations.
4] Individualized consideration. This entails paying attention to the individual needs of
co-workers.
These are the competencies and skills which make followers feel that their leaders really
care about them, that their needs are taken into consideration and that they feel that in
some way they help their company contribute to society.
Today meaning and purpose as part of one’s work are more important than ever, both for
human resources and employee retention, but also for companies to earn a tacit license to
operate in societies.
Instrumental leadership
Transformational leadership has been a major contribution to leaders everywhere but it
alone cannot transform an organization. It lacks one important part: instrumental
leadership.
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Leaders must simultaneously form an emotional connection with their employees,
stimulate their creativity and relate their strategic vision to organizational decisions which
will help them achieve their objectives.
Transformational leadership is fantastic but once leaders know where their organizations
need to go, that often means that certain parts of the business and certain people won’t go
along for the ride. So leaders also have to make tough practical decisions that align with a
business’s core interests and this doesn’t necessarily involve inspiration or charisma.
Leaders must remain attuned to what is happening in real time, both inside and outside the
organization, and not just blindly deliver and execute "visions". Although it is not as
appealing as setting a vision and being charismatic or being a great mentor and motivator,
instrumental leadership is essential in order for activities related to vision and strategy to
have any real meaning and to ensure that the company stays in business.
Instrumental leadership focuses on the “what’s” and “how’s” of leadership and the nittygritty details. It has two main components:
1] Strategic leadership. This consists of understanding an organization’s environment,
identifying its strengths, weaknesses, opportunities and threats. It also includes strategy
formulation and implementation – developing programs and tactical policies to support the
organization’s vision and setting specific organization-wide objectives and goals.
2] Work facilitation. This helps followers achieve their goals through clarification of how to
get there and provides the required information and resources. It also entails monitoring
the performance outcome of followers and corrects errors in a constructive way.
The right mix
Therefore transformational leadership must be complemented by instrumental leadership
to truly bring about change. There needs to be a causal link between what leaders do and
what the outcomes are for organizations. At the same time leaders and followers need to
be in agreement about what they believe is their meaningful purpose to serve
stakeholders, shareholders and society.
Robert Hooijberg is professor of Organizational Behavior at IMD. He is the Negotiating for
Value Creation program Co-Director and teaches in the Strategic Finance (SF) and
Orchestrating Winning Performance (OWP) programs.
Nancy Lane is a Research Associate at IMD.
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Related Programs

NEGOTIATING FOR VALUE CREATION - http://www.imd.org/nvc
Leverage complexity to build win-win partnerships
Program Directors Luis Almeida and Robert Hooijberg
•
•
•
•
•

Sharpen your negotiation skills
Manage complex and challenging negotiations
Prepare to deal with different types of negotiation situations
Drive value creation in your organization
Gain further real world experience through negotiation simulations

ORCHESTRATING WINNING PERFORMANCE - http://www.imd.org/owp
Create your own learning journey
Program Directors Michael Wade and Dominique Turpin
•
•
•
•
•

Learn about the newest trends in business management and leadership
Solve challenges with face-to-face learning from world-class Faculty
Improve your team’s commitment and performance around a common strategy
Customize your learning with your own personal program schedule
Become part of a network of 100,000 executives from 140 countries
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