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Case 6.1: Three Shifts, Three Supervisors 
Case synopsis and analysis
Three supervisors with different leadership behaviors work three different shifts for Brako, a small manufacturing company that produces parts for the auto industry.  Art supervises the first shift, where workers’ tasks are repetitive and mundane.  Bob supervises the second shift, during which employees have to set up machines and work on complex computer programs.  Bob is a likeable supportive leader, while Art is directive.  The third shift is supervised by Carol, who shifts her leadership behavior to fit the circumstances. She is sometimes participative, sometimes directive, and often supportive.  People enjoy working for Carol and feel she is an effective leader.  Many do not say the same about Bob or Art.
The case study portrays three leaders, only one of whom is more effective than the others.  By applying path–goal theory to these leaders, students will begin to understand the validity of the model in a more intuitive way.
Learning objectives:
· Students should be able to decipher subordinate characteristics for three different groups of followers.
· Students should be able to decipher task characteristics for three different groups of followers.
· Students should be able to determine appropriate leadership behavior based on subordinate and task characteristics using path–goal theory.
Answers to questions in the text:
1. Based on the principles of path–goal theory, describe why Art and Bob appear to be less effective than Carol. 
Carol adjusts her behavior based on the followers’ needs and the complexity of the tasks.  She is able to help her followers define and work toward their goals while removing obstacles for them and providing needed support.  
Art offers direction where a task is routine and basic.  He does not appreciate the mundane nature of the work and does not see that the workers need support and motivation from the leader.  Carol, on the other hand, does offer support when motivation is lacking.
Bob is supportive and friendly but does not offer direction and guidance when tasks are ambiguous, difficult, or unclear.  This leaves the employees feeling frustrated.  Carol routinely has troubleshooting meetings and regularly helps define tasks and solve problems when something is ambiguous or difficult.  Employees appreciate her willingness to help with difficult tasks and give them reassurance and motivation to work through the complexity.
2. How does the leadership of each of the three supervisors affect the motivation of their respective followers? 
Art’s group lacks motivation because the work is repetitive and mundane.  Art gives these employees direction and reminders but would enhance their motivation if he focused less on direction and more on supporting them.  He needs to go out of his way to make work more pleasant for the subordinates.
Bob’s group lacks motivation because its tasks are complex and ambiguous and he fails to provide the members with direction and assistance.  These individuals may do fine if challenged but need more assistance and direction overall to enhance their motivation.
Carol’s group seems rather motivated to excel.  Its motivation stems from Carol’s behavior.  She effectively transitions from being directive, supportive, participative, and achievement oriented, depending on the task and subordinate characteristics.  This helps the group stay involved, engaged, and productive.
3. If you were consulting with Brako about leadership, what changes and recommendations would you make regarding the supervision by Art, Bob, and Carol?
I would encourage Art to be more supportive and motivational and a bit less directive in his behavior.  Bob should offer more clear direction and assistance for his group, and Carol should continue to adjust her behavior as she is doing.  She may even be useful as a mentor for Bob and Art.
Potential teaching approaches: 
Below is a way to structure a class based on skill theory and case study 6.1:
· Discuss how leaders can/should motivate their followers in general.  Here, students could create a top 10 list of ways to motivate followers or share stories about how leaders have motivated them in the past.
· Ask students to read case 6.1.
· Students then brainstorm ways to motivate/lead Art’s and Bob’s groups without relying on path–goal theory.
· Hold a lecture on the theory.
· Discuss questions 1 through 3 in the case study as a class.
· Finally, the professor may choose to conduct in-class exercise 1 and/or 2 below.
  
Exercises for this case study: 
1) Carol must develop a training/mentoring program for both Art and Bob.  Students are to act like Carol in small groups and create this program for Art and Bob.  

In small groups, students should consider what steps Carol should take to help train and develop Art and Bob as leaders.  They should develop different and unique plans for Art and Bob.  The professor can have half the class write a plan for Art and half for Bob, or ask each group to develop two plans (one for Art and one for Bob).   

2) Role-Play: Students play the part of Art, Bob, Carol, and the owner of Brako.  The owner of Brako calls them in for a meeting and asks Art and Bob about their leadership effectiveness.  The owner should talk to them about how they can be more effective, and Carol should offer examples/advice about how she works with her team.  Together, the four students should create a development plan for both Art and Bob.   
