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1. (10 %)

Freudian thinking dominated psychotherapy in the late 19th century, ;
but Freud’s approach was limited to addressing unconscious drives and |
the legacy of an individual’s past. Alfred Adler was the first psychoanalyst
to expand psychological theory beyond the Freudian viewpoint,
suggesting that a person’s psychology was also influenced by present and
conscious forces, and that the influence of the social realm and
environment was equally vital. Adler founded his own approach,
individual psychology, based on these ideas.

Adler’s particular interest in inferiority and the positive and negative
effects of self-esteem began early in his career, when he worked with
patients who had physical disabilities. Looking at the effect that disability
had on achievement and sense of self, he found huge difference
between his patients. Some people with disabilities were able to reach
high levels of athletic success, and Adler noted that in these personalities,
the disability served as a strong motivational force. At the other extreme,
he witnessed patients who felt defeated by their disa bility and who }
made little effort to improve their situation. Adler realized that the |
differences came down to how these individuals viewed themselves: in ;
other words, their self-esteem.

The inferiority complex

According to Adler, feeling inferior is a universal human experience
that is rooted in childhood. Children naturally feel inferior because they
are constantly surrounded by stronger, more powerful people with
greater abilities. A child generally seeks to emulate and achieve the
abilities of its elders, motivated by the surrounding forces that propel
him toward his own development and accomplishments.

Children and adults with a healthy and balanced personality gain
confidence each time they realize that they are capable of meeting i
external goals. Feelings of inferiority dissipate until the next challenge
presents itself and is overcome; this process of psychic growth is
continual. However, an individual with a physical inferiority may develop
more generalized feelings of inferiority-leading to an unbalanced
personality and what Adler terms an “inferiority complex,” where the
feelings of inferiority are never relieved.
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Adler also recognized the equally unbalanced “superiority complex,”
manifested in constant need to strive toward goals. When attained,
these goals do not instill confidence in the individual, but merely prompt
him to continually seek further external recognition and achievement.

2. (10 4%)

Transformational Leadership

Bass (1985) proposed a theory of transformational leadership that
builds on the earlier ideas of Burns (1978). The theory includes two
distinct types of leadership processes. Like Burns (1978), Bass views
transactional leadership as an exchange of rewards for compliance. The
underlying influence process appears to be similar to instrumental
compliance. Transformational leadership is defined in terms of the
leader’s effect on followers: they feel trust, admiration, loyalty, and
respect toward the leader, and they are motivated to do more than they
originally expected to do. According to Bass, the leader transforms and
motivates followers by: (1) making them more aware of the importance
of task outcomes, (2) inducing them to transcend their own self-interest
for the sake of the organization or team, and (3) activating their
higher-order needs. The underlying influence processes for |
transformational leadership are not clearly explained. The major premise |
of the theory is that followers motivation and performance are enhanced
more by transformational leadership than by transactional leadership.

TRANSFORMATIONAL AND TRANSACTIONAL BEHAVIORS

Leadership behavior is described in terms of two broad categories of
behavior (transformational and transactional), each with four
subcategories (see table). Bass (1985) views transformational and |
transactional leadership as distinct but not mutually exclusive processes,
and he recognizes that the same leader may use both types of leadership
at different times in different situations.

Transactional Behavior

Transformational Behaviors
Idealized influence
Individualized consideration
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Inspirational motivation
Intellectual stimulation

Transactional Behaviors
Contingent reward

Active management by exception
Passive management by exception
Laissez-faire leadership

source: Based on Bass (1996).

The original formulation of the theory (Bass, 1985) included three
types of transformational behavior: charisma, intellectual stimulation,
and individualized consideration. Charisma (also called “idealized
influence”) is behavior that arouses strong follower emotions and
identification with the leader. Intellectual stimulation is behavior that
increases awareness of problems and influences followers to view
problems from a new perspective. Individualized consideration includes
providing support, encouragement, and coaching to followers. A revision
of the theory added another transformational behavior
called “inspirational motivation ,” which includes communicating an
appealing vision, using symbols to focus subordinate effort , and
modeling appropriate behaviors(Bass&Avolio,1990a). The four
transformational behaviors are highly intercorrelated, and they jointly
interact to influence changes in followers.

The original formulation of the theory included two types of
transactional behavior: contingent reward and passive management by
exception. Contingent reward behavior includes clarification of the work
required to obtain rewards and the use of incentives and contingent
reward to influence motivation. Passive management by exception
includes use of contingent punishment and other corrective action in
response to obvious deviations from acceptable performance standards.
Revisions of the theory have added two additional behaviors to the
transactional category (Bass&Avolio, 1990a). Active management by
exception includes monitoring of subordinates and corrective action to
ensure that the work is carried out effectively. Laissez—faire leadership
describes behavior that shows passive indifference about the task and
subordinates (e.g., not monitoring, not responding to problems, ignoring
subordinate needs).



