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● Welcome and Self-Introductions 

● Woodstock Business Conference Mission Statement 

o The Mission of the Woodstock Business Conference is to establish and lead a 

national and international network of business executives to explore their 

respective religious traditions in order to assist the individual executives: 

▪ To integrate faith, family and professional life, 

▪ To develop a corporate culture that is reflective of their religious faith and 

values and 

▪ To exercise a beneficial influence upon society at large 

o The Conference, grounded in the Roman Catholic tradition, welcomes believers 

who are open to and respectful of one another’s religious tradition.  It is 

committed to the conviction that ethics and values grow out of one’s religious 

heritage. 

● Scripture Reading: The Epistle of Paul to the Philippians 1:6-12 

● I am sure of this much:  that he who has begun the good work in you will carry it 

through to completion, right up to the day of Christ Jesus.  It is only right that I 

should entertain such expectations in your regard since I hold all of you dear—you 

who, to a person, are sharing of my gracious lot when I lie in prison or am 

summoned to defend the solid ground on which the gospel rests.  God himself can 



testify how much I long for each of you with the affection of Christ Jesus!   My 

prayer is that your love may more and more abound, both in understanding and 

wealth of experience, so that with clear conscience and blameless conduct you may 

learn to value the things that really matter, up to the very day of Christ.  It is my 

wish that you may be found rich in the harvest of justice which Jesus Christ has 

ripened in you, to the glory and praise of God. 

REFLECTION: Spend 5 minutes in quiet reflection and if possible share your insights with 

others. 

 

 

TOPIC: Want to Be a Good Boss?  Start by Understanding Why You Want to Lead 

Michael Meier 
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Want to Be a Good Boss? Start by Understanding Why You Want to Lead 

Research explores the pros and cons of two distinct leadership styles. 

Based on the research of Jon Maner and Charleen R. Case 

Michael Meier 

 

Kids on the playground and military generals both know that there are two ways to hold 

onto power. You either dominate everyone and demand their support, or you get them to like you 

and offer up their fealty freely. 

Those two leadership styles—motivated by the desire for either dominance or prestige—

are examined in research from Kellogg’s Jon Maner. Each one has pros and cons, and they work 

best under different circumstances. 

“It’s not that one strategy is good and one strategy is bad,” Maner says. “They both can 

work in different kinds of organizations.” 

And both can work within the same leader. The research shows that most people who 

have a drive to lead others harbor both skill sets; one is just generally more dominant than the 

other. The key to effective leadership, Maner says, is to be able to nimbly switch between them. 

“Although the two traits are positively correlated, they have very, very different 

consequences for leadership behavior, often opposite consequences.” 

The surprising links between feeling powerful and feeling connected. 

“Part of maturing as a leader is self-insight,” says Maner, a professor of management and 

http://kellogg.northwestern.edu/
http://insight.kellogg.northwestern.edu/browse/author/3646/
http://www.kellogg.northwestern.edu/faculty/directory/maner_jon.aspx
http://insight.kellogg.northwestern.edu/


organizations. “And a lot of that self-insight involves knowing who you are as a leader and 

where your skills lie. How can you learn to leverage the strengths of both mindsets while 

avoiding the pitfalls of each? Because they do each have pitfalls.” 

 

Dominance vs. Prestige 

One of the most interesting findings, Maner says, is the strong correlation between a 

desire for power and being motivated by both dominance and prestige. 

“Although the two traits are positively correlated, they have very, very different 

consequences for leadership behavior,” Maner says, “often opposite consequences.” 

Maner’s recent research, which he conducted with Charleen Case, a visiting pre-doctoral 

scholar at Kellogg, is an in-depth look at of both his own and others’ studies. It takes an 

evolutionary perspective, noting that primates have a long history of using dominance 

techniques, while prestige-motivated leaders are a strictly human phenomenon. Looked at in 

aggregate, the studies paint a clear picture of the two types of leaders. 

Dominance-motivated leaders rise through the ranks and gain followers via intimidation 

and coercion. 

“They demand deference instead of allowing it to be freely offered,” Maner says. 

There are upsides to this. They are swift, decisive decision makers and are good at uniting an 

organization behind a single vision. However, these leaders are sometimes willing to sacrifice 

the best interest of the group in order to keep their hands on the levers of power. (Read more 

about Maner’s research on why bad bosses sabotage their teams.) 
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For instance, participants in one experiment were told they were leading a group and had 

to decide which subordinates to assign to a difficult verbal task and to a difficult math task. One 

subordinate was particularly gifted in verbal skills, they were told. 

Dominance-motivated participants who believed their grasp on power within the group 

was tenuous were much more likely to assign that subordinate to the math task, even though the 

performance of the group would ostensibly suffer. This kept the talented subordinate from 

shining too brightly. Conversely, participants who tested as being high in prestige motivation 

assigned that subordinate to the verbal task. 

Prestige-oriented leaders achieve their status by displaying their knowledge and skills, 

and convincing people they are worth following. They are good at fostering creativity and 

getting their teams to innovate. However, because their power comes from being liked, they can 

sometimes forgo making the right decision in favor of a popular decision. Additionally, “they 

pull their punches when it comes to giving hard feedback,” Maner says. 

One study found that prestige-oriented leaders go against what they see as the best course 

of action for the organization when making a public decision that will be unpopular. But if the 

decision is made without subordinates knowing, these same leaders will stick with the best 

choice for the group. 

 

Leadership Styles in Action 

In his classes, Maner points to Steve Jobs and Warren Buffett as examples of dominance- 

versus prestige-driven leadership styles. These days, it is hard to contemplate these two styles 

and not immediately think of Donald Trump and Hillary Clinton. 

“Trump is a paradigmatic example of a dominant leader,” Maner says. “ Clinton, I think, 

and Obama for that matter, are much better at fostering relationships. And that’s much more 

about prestige.” 

Interestingly, Maner’s research consistently shows that there is no correlation between 

leadership style and gender. 

“Everybody has the intuition that men are more dominant, and I have to admit that when 

we started this program of research, we had that intuition as well,” Maner says. “However, we 

never found [a correlation]. Women are just as likely to deploy both of these strategies as men 

are.” 

 

Identifying Your Leadership Style 

So what kind of leader are you? Maner offers some easy ways to tell. 

Do you find yourself doing most of the talking in meetings? If so, you are likely a 

dominance-motivated leader. “Whereas, if you’re doing more listening, you’re probably more 

prestige-oriented.” 

Another question to ask yourself: Do you often mentally step into the shoes of your 

employee? If so, you are likely a prestige-motivated leader. 

There are similar litmus tests you can do when you are hiring or assessing team members. 

Try to put the person in a group setting, Maner suggests. “Dominant people tend to 

dominate conversations,” Maner says. “They don’t listen very well. While other people are 

talking, they’re thinking about the next thing they’re going to say.” 

A tricky wrinkle is that dominance can often initially masquerade as competence. 

“They may not know the most, but they assert themselves in ways that make them seem 



like they do,” Maner says. So, as a check, try to give candidates an objective test of their 

knowledge and skills, or have someone join an interview who can quickly assess whether what 

the person is asserting is correct. 

Another subtle signal of leadership style, which bears out in studies of other primates, is that 

dominance-motivated people tend to lower their voice when asserting themselves in a social 

situation. 

“People who care more about the relationship, they don’t do that because it’s intimidating 

and other people don’t like it,” Maner says. 

 

The Right Leader for the Right Organization 

Maner knows that much of the research in this field has painted a fairly magnanimous 

picture of prestige-motivated leaders. And, if you have to pick one, he says prestige is the better 

bet. 

But the choice really comes down to what your organization’s goals are. 

“When you need all the people on your team to present a unified front and move quickly 

in a common direction, when you don’t have time to have people thinking outside the box, that 

situation really calls for a dominant leader,” Maner says. “Conversely, if you’re trying to get 

your team to innovate or produce creative solutions, that calls for more of a prestige-oriented 

strategy.” 

Your organization’s structure can also dictate which sort of leader will thrive. Very 

hierarchical organizations with large power gaps between positions appeal to dominance-

motivated leaders. “They really like to have a lot of distance between themselves and their 

underlings because that helps them maintain power,” Maner explains. 

Those large power gaps make prestige-motivated leaders uncomfortable. “It makes them 

feel anxious because they really value the relationships,” he says. “They tend to work best in 

organizations that are relatively flat.” 

The research shows that dominant leaders are willing to sabotage their own teams when 

they feel their power is unstable within the organization. Yet the opposite is true when faced with 

an external competing group. This tends to galvanize dominance-motivated leaders to prioritize 

“the good of the group over any selfish desires,” Maner says. 

So organizations with a strong dominant leader might benefit from highlighting the 

successes of their competitors to keep their leader’s bad instincts in check. 

Because most leaders are versed in both leadership styles, the key is knowing when to slip into 

each mode, Maner says. 

“Good leaders intuit the need for one strategy over another,” Maner says. “But there is 

always room for improvement in knowing which hat to wear depending on the situation.” 
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About the Writer. Emily Stone is the senior research editor at Kellogg Insight. 

 

About the Research.  Maner, Jon K., Charleen R. Case. 2016. “Dominance and Prestige: Dual 

Strategies for Navigating Social Hierarchies.” Advances in Experimental Social Psychology. In 

press. 

 

Read the original research.  Kellogg Insight welcomes your comments. To ensure that the 

discussion is informative, respectful, and educational for all participants, comments will be 

moderated. We will publish all relevant statements that further the discussion, although 

comments may be edited for length and clarity. 

  

 QUESTIONS FOR DISCUSSION  
  

Be Attentive:  As you read the article what is your preferred style dominance motivated or 

prestige motivated?  What is the style of your CEO?  React to the Jobs/Buffet and Trump/Clinton 

insights. 

 

Be Intelligent: How have these styles played out in your career?  Do you respond better to one 

style or the other? Where have you seen dominance played out well? Where have you seen 

prestige played out well?  Where has each failed?  

 

Be Reasonable: How do dominance and prestige motivators engage the concept of stewardship 

that Jim Nolan said, “is the cornerstone of the Woodstock Business Conference?”    

 

Be Responsible: As you look back on your career what are your lessons learned about these two 

styles of motivation? What have you learned about dealing or adapting to these styles?  What 

would you change?  How will this conversation impact your thoughts and actions this week, this 

month? 

 

Closing Prayer: St. Francis Peace Prayer   
Lord, make me an instrument of your peace; 

Where there is hatred let me sow love; 

Where there is injury, pardon; 

Where there is doubt, faith; 

Where there is despair, hope; 

Where there is darkness, light;  

And, where there is sadness, joy; 

Grant that I may not so much seek to be consoled as to console; 

To be understood, as to understand,  

To be loved as to love;  

For it is in giving that we receive, 

It is in pardoning that we are pardoned,  

And that it is in dying that we are born to eternal life. 

 

Glory be to the Father and to the Son and to the Holy Spirit as it was in the beginning is now and 

ever shall be world without end.  Amen  

http://www.sciencedirect.com/science/article/pii/S0065260116300144

