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Case 7.2: Working Hard at Being Fair
Case synopsis and analysis
Jenny Hernandez is the production manager at a mid-size mortgage company.  Salespeople, closing officers, underwriters and other personnel report to Jenny.  The company culture is positive, and employees generally respect each despite their varying pay.  
Jenny’s leadership style is relationship oriented.  She is fair and kind and works to build a teamlike environment at work.  She has an open-door policy and is committed to her work and the people at her company.  She does not exclude people or play favorites and works to help others understand the pay differentials.
This case study portrays a strong relationship-oriented leader who is effective at work.  She builds up all of her followers and does not have an “out-group.”  
Learning objectives:
1. Students should be able to determine what leadership-making phase a person is in under the LMK model (Graen and Uhl-Bein’s model).
2. Students should begin to understand the importance of not having an “out-group” and the difficulty of creating cohesion in a large group.
Answers to questions in the text:
1. Based on the LMX model, how would you describe Jenny’s leadership? 
Jenny’s leadership is more of a mature partnership.  She has high-quality exchanges with her subordinates and is interested in maintaining a strong and cohesive team.  She does not appear overly self-interested.  Rather, it seems as though she is tied together with the followers in productive ways that go beyond a typical hierarchy.  The partnerships and relationships appear largely transformational, due to Jenny’s strong leadership.
2. How do you think the employees at City Mortgage respond to Jenny? 
The employees seem to respect Jenny and work hard to maintain a cohesive team and strong work product.  They appreciate her fairness and seem to feel included and instrumental in the team.
3. If you were asked to follow in Jenny’s footsteps, do you think you could or would want to manage City Mortgage with a similar style?
Students will appreciate Jenny’s style and find it to be effective.  However, students should discuss the difficulty of leading without favoritism.  It is a worthy and important goal but one that takes hard work, dedication, and attention.  The professor may want to explore and discuss whether the students really could follow in her footsteps without favoring any one employee.
As well, we do not know whether Jenny challenges the subordinates or sets high standards for them.  She seems largely relationship focused and some students may argue that she should be a bit more focused on achievement.  
Potential teaching approaches: 
Below is a way to structure a class based on skill theory and case study 7.2:
· Consider exercise 1 below.
· Hold a lecture on LMX theory.
· Discuss questions 1 through 3 in the case study as a class.
· Finally, the professor may choose to conduct in-class exercise 2 below.
  
Exercises for this case study: 
1) In small groups, students can discuss situations where they were part of an organization with an in-group and out-group.  Students should discuss how it felt to be in those groups, and develop strategies for how a leader could have/should have done better.

2) Jenny is a strong and effective leader.  Despite having a close friend as subordinate, she does not play favorites.  This is a hard, tall task.  Indeed, leaders naturally will find some subordinates more likeable and/or effective than others.  Given that, how can a leader be truly fair?

In small groups, students should write a list of 10 or more ways a leader can ensure fairness and prevent “out-groups.”  Students can use the case study and Graen and Uhl-Bein’s model as a starting point to gather ideas for their lists.
