meag.s] WeLEAD Online Magazine
|nfcoppopnn§n | ©2%?Odi'lgf\g‘,’ay'°rqd

Leadership In Motion Pictures:
A Guide To Understanding Your Motives

By Janice A. Armstrong M.A.

As we desire or continue to lead, there are instances where we may
look back and think about how we got into the positions we are in or
we desire to be. However, leadership is more than a state of being;
it is a process that involves a particular form of influence called
motivating. A leader might pose these questions to oneself:

- ‘Why do | desire to lead?’

- ‘What are the benefits?’

- ‘Who will benefit?’

- ‘What is my motivation to become or to remain a leader?’

Leaders must engage in persuasive behavior as a means of gaining followers’ compliance toward
some desired goal®. In other words, in order to lead, one must affect followers. What fuels the desire
to lead? What are the qualities of a leader that influences others to follow? This article attempts to
answer the questions above and determine the motives that propel our desire to lead.

Leaders like to see that the work they are doing is motivating others to move toward the goal.
However, leaders vary their motives from situation to situation; this is known as situational theory. A
leader is able to vary how they relate to subordinates based on their needs®. In order to clarify how
leadership motive influences leadership style, we will take a trip into the movie theater. We will, first,
visit the snack bar and then take a glimpse into the previews. We have a choice of what we desire;
therefore, as leaders, we choose the style we desire to utilize. Additionally, the movies outlined in this
article highlight four different types of leadership (charismatic, transformational, servant, and

transactional) and the motivations that inspire effective leadership.
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The ‘Soda Pop’ Leader

Imagine ordering a soda pop and the server fills it to the top, allowing it the run over. The spillover,
which begins in the cup, affects everything in its path. The ‘Soda Pop’ leader has the desire to reach a
goal for him or her; however, in the process, he or she affects others. In "Sister Act 2: Back in the
Habit", the protagonist, Sister Mary Clarence, has been assigned to work 'undercover' as a nun at a
private school and is expected to teach and groom the students. For her, it is a deal with the
investigators to help her expunge her previously created criminal record; for the students, it is just

another teacher’s attempt to assist them and the school, which could potentially go wrong.

As they work together to perform in a choir competition that can help them raise funds to save their
school, both Sister Mary Clarence and the students have changed and they strive for the same
vision. She presented her vision in such a convincing manner that the students wanted to achieve the
vision®. Sister Mary Clarence cared for the students more than she thought that she would and her
character and dedication influenced the students. Sister Mary Clarence is an exemplary charismatic
leader. House (1976) suggested that charismatic leaders act in unigue ways that have specific
charismatic effects on their followers®. He further recognized the important role played by followers to
attribute charisma to these leaders’. Sister Mary Clarence taught students who were from the inner
city and had a reputation of being disorderly. She empathized with the students and sought to provide
them different opportunities to change the impression others had of them. Their acceptance to
participate in, and later win, the choir competition boosted the students morale and gave them the

opportunity to prove themselves talented.
The ‘Goober’ Leader

When we order Goobers we are aware that at some point while eating, a transformation takes place.
These chocolate covered peanuts are soft on the outside and hard on the inside. We taste the sweet
chocolate, initially, and the taste on the palate transforms, welcoming the peanut in the center. The
motive for the leader is to promote change and the organization welcomes the change; allowing a

complete transformation of how the organization functions. In “The Lion King”®, Simba battles with his
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ability to lead the pride. His father, Mufasa, desired to teach him all that he needed to know in order to
lead. The pride, aware of Simba’s destiny to lead, was more confident in his leadership than he,
especially after his father's death. He was forced to leave the pride when very young because his
uncle, Scar, scared Simba into thinking that he was responsible for his father’s death and did not

possess the capabilities to lead.

As Simba experienced a symbolic journey that helped him realize that he needed to return to lead the
pride, his inner transformation gave him confidence to regain the pride’s support and claim his seat on
the throne as king. With his reign, we learn that he changes the dynamic of the pride to what his
father envisioned; a vision Uncle Scar previously destroyed and dishonored. Transforming
organizations takes knowing that 1) there is confidence needed to do so and 2) that the followers will
need to share in that confidence and vision. It is about serving the organization; in this case, the
pride. The transformational leader is one who builds commitment to the organizational objectives and
then empowers followers to accomplish those objectives®. Transformational leadership motivates
followers to do more than the expected by showing the follower the importance of the goal, getting the
follower to build his or her own interest in the team, and moving them forward to address higher
needs.'®. This interaction was affected when Simba left the pride and left his honorable reign as the

chosen king. Once he returned and retained the pride, the intended goals were accomplished.

The ‘Popcorn’ Leader

Popcorn makes for a tasty, desirable treat at the movies. Popcorn starts as a hard corn kernel and
becomes soft in a cooked state. As leaders we depend on our bodies to perform the necessary
actions to lead, but some leaders lead primarily with their hearts. With this core-led type of leadership,
the leader is motivated to care for the well-being of the follower. This is servant leadership or leaders
who seek the needs of the follower and will set aside personal preferences for those needs™.

“Lean on Me"*?

is a true story about Joe Clark, who was assigned to be principal of Eastside High
School. This was a high school that faced many challenges in the 80's (from low test schools to drug
influences). Joe Clark had an authoritarian approach to disciplining his students, not because he
enjoyed being what the students referred to him as, 'mean’, but he knew that there were greater
accomplishments that the students could seek. He set aside his pride and previous challenges with

the school board to continue to lead the students and the school to become better. He sacrificed his
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position and his legal reputation with law enforcement. When confronted by drug dealers, he
endangered himself to protect the students who desired to achieve more and better themselves.
Clark realized that he could not accomplish this task alone. He appointed staff to various positions
and dismissed staff that did not support the vision. He also placed trustworthy staff in teaching
positions that were dedicated to the students’ education and development. He selected employees

that were aligned with the organization’s values™.

It could be argued that Clark demonstrated transformational leadership as well; however,
transformational leadership differs from servant leadership in that the transformational leader is
focused on the well-being of the organization whereas the servant leader is interested in the well-
being of the follower'*. The students’ well-being motivated Clark. He was willing to face many
obstacles to ensure that the students learned the necessary information to pass the state required
exams. These exams were essential to allow some of the students to graduate. However, the
greatest accomplishment Joe Clark sought to achieve was that the students learned how to work at
their greatest potential. This leader, much like the popcorn, is most desired because of the impact the

leader makes on the follower™®.

The ‘Cashier’ Leader

In order to get any of the aforementioned snack bar items, you need money. A transaction must be
made to get your snack. Similarly, the exchange of skill to accomplish a goal is necessary to initiate,

and later build, a working relationship between leader and follower.

In the movie, “The Karate Kid"'®, Daniel was a new kid in the area and did not make friends quickly;
consequently, he was bullied at school. Later, Daniel wanted to learn marital arts in order to defend
himself against his high school bullies. Mr. Miyagi, his neighbor, was willing to help, but provided
tasks for Daniel to perform in order get where he desired. Daniel felt that the tasks were
unnecessary, but later learned that they were essential to effectively execute the art form. Not only did
Daniel learn martial arts to defend himself, but he also developed skill great enough to participate in

(and win) the area martial arts competition.
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The process helped Daniel learn integrity, discipline, and focus. Similar qualities are necessary to
achieve the goals in organizations®’. These qualities are evident in the transactional leader.
Transactional leaders are focused on understanding the goals and the tasks necessary to get there.

It has been stated that transactional leadership behaviors may lead to mediocrity as followers perform
at minimum levels in an effort to maximize the extrinsic reward for work done®. However, Mr. Miyagi’s
approach proved the opposite. Mr. Miyagi was confronted with a need and he did what was necessary
to deliver a desired outcome. Daniel, though apprehensive initially, was influenced to comply with Mr.
Miyagi’s instructions because he promised the goal Daniel desired. Transactional leaders are
influential because it is in the best interest of the subordinates to do what the leader wants. As
previously stated, this type of leader is different from the others. The first three types are people-
oriented; this is task-oriented, determining what needs to be done to get to the goal. The focus is to
get the task completed®.

Conclusion

Going to the movies can be more than an enjoyable experience; it can illustrate our approach to
leadership. Where we go and with whom we go can impact our decision of what movie we see and
even what we eat (e.g. hot dog meets horror film might not be a good idea). The experience involves
choices. From this information, we recognize that leadership is about choices as well: the choice of
where we lead, whom we lead, and how we lead. This may require us, as leaders, to learn from our
previous experiences to know how to handle certain situations. Granted, we may learn lessons along
the way, yet it would make an impact on our leadership styles. The circumstances occurring within

the organization can determine the type of style used.

Situational theory has broadened our understanding of leadership by forcing us to consider the impact
of the situations on leaders®. Whether you are like Sister Mary Clarence, Simba, Joe Clark or Mr.
Miyagi, each leader’s motivation depends on the follower’s cooperation and the overall function of the
organization. Effective leadership requires that a person adapt his or her style to the demands of
different situations®. The right setting (organization) and the right company (followers) can help with

an enjoyable ‘night at the movies’ (leadership).
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