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Introduction

Leadership exists in all facets of life.  Leadership is found within the military, corporate world, family structures, teams and many other forms of organization.  These exist as simple and common examples for employing leadership practice and theory.  However, leadership also exists in uncommon areas, such as dog training.  Leadership ideas, programs, training, and theories parallel many of the same aspects needed for effective dog training.  I believe many similarities exist between leading people and developing man’s best friend.   
In today’s world of catch phrases and with library shelves full of leadership books, it’s more and more difficult to singularly define leadership.  For purposes within this research paper, leadership is defined as, “the ability or authority to guide and direct others toward achievement of a goal” (Ferrell, et al. 2008 p.131).  Now that we’ve determined our definition of leadership, we can correlate it to effective dog training.  

As the definition states, leadership is centered on the ability to influence others.  In his book of 21 Irrefutable Laws of Leadership, author John Maxwell states the true measure of leadership is influence (1998, p. IX).  Training dogs, whether it’s for basic obedience, agility tests, or hunting, focuses on the trainer’s ability to have the dog perform a task upon command.  Further, dog training ties into leadership in that a trainer wants a dog that desires to perform at its highest level; the same leaders expect from followers.  Many people feel leadership does not exist in dog training.  Rather, they see the relationship as one where the trainer controls everything through dominance and assertion, not necessarily through effective leadership.   
My goal is to convince you similarities exist between leading people and training dogs.  Society may not see dog training as a model for leadership, but I assure you many parallels are present to prove a relationship.  Before you’re ready to make a judgment, it’s necessary to understand the separate, but similar foundations of leadership and dog training. 
Leadership History

As with any major academic discussion, conflict exists in regards to the discovery of effective leadership and understanding its effect on people.  I believe Jesus serves as our first example of influential leadership.  Since then, leaders of good and bad causes taught us valuable lessons about leadership.  One can cite John F. Kennedy and Martin Luther King as great leaders that contributed immensely to leadership development, and more importantly, to society.  However, leaders such as Adolph Hitler exist as examples of extremely effective leaders, but under horrendous circumstances.  
As stated in the text of Leadership: Theory, Application, & Skill Development, concrete evidence of leadership study and development can be linked to the 1930’s and 40’s era.  At that time, leadership researched focused on the Trait Theory.  This theory sought to discover common traits among effective leaders.  Later in the 1950s, Behavioral Theory became the focus of effective leadership.  This research sought to link similar behaviors demonstrated by effective leaders.  Then in the 1960s, the Contingency Theory became prevalent.  This theory sought to explain a leader’s actions dependent upon situational factors.  Finally, in the 1970s, the Integrative Theory came to fruition.  Unlike the previous theories, the Integrative Theory didn’t seek to replace the other theories.  Rather, it integrated the data and research of the various theories to base effective leadership on the composition of traits, behaviors, and situational responses of effective leaders (Lussier, et al. 2007, pp. 17-19).  
I’ve established the basic history of leadership, it’s now important to look at the history

of dog training.  
History of Dog Training

In the early years of the domestication of canines, training dogs to assist in daily life served as an opportunity to employ a dog to make a task easier.  Since then, training evolved into varying arenas.  For example, some training specifically teaches basic obedience while other training is geared toward tricks and agility testing.  The key aspect of training today compared to many generations ago is that dogs are not only seen as “working dogs,” but as companions as well.  In fact, Knapp cites, “more than one third of Americans live with dogs” (1998, p.13).  This is not to say past generations didn’t welcome the companionship of a Labrador retriever or German shepherd.  Rather, I’m stating dog training now encompasses many different aspects and avenues than it did in its infancy.  Further, canine behavioral research exists today and allows for a better understanding of the human-canine relationship.  In fact, Derr states, some trainers now have an uncanny ability, “to get inside the minds of their dogs” (1997, p. 262).  This helps trainers effectively tailor programs to better suit breed specific training.  To understand how long dog training has existed, one needs to look no further than America’s most popular breed, the Labrador Retriever (“AKC” 2007).  

In specific regards to the history of the Labrador, contention exists over the origination of breed.  However, it is certain the breed was utilized on fishing boats as early as the 1500s in areas such as Newfoundland (Pavia, 2001, p. 2).  These dogs retrieved fish from nets while at sea.  It’s obvious some type of training, whether formal or informal, existed to teach these dogs how to help humans.  Unfortunately, dog training as we know it today wasn’t documented then so it’s difficult to understand how success was achieved.  However, this example serves as an important basis for the canine-human relationship in regards to training.  Now that you have an understanding of the foundation of leadership and dog training, it’s important to review the relationship of followers and leaders.
Leadership in Dog Training

Follower Types

In understanding leadership, it’s important to note someone or in this case, a dog, must be in the position of a follower.  Without followers, leaders have no one to lead.  Good and poor followers possess certain traits and behaviors.  Great leaders reach both types of followers by capitalizing on follower strengths and developing weaknesses into strengths.  According to Byrne & Rees, establishing rapport is an important piece of developing followers (2006, p. 61).
According to Lussier and Achua, followers are defined as “a person who is being influenced by a leader” and categorizes them as five types.  “The alienated follower is a passive yet independent, critical thinker.”  They often feel unappreciated for their hard work and this usually leads to them dwelling on the negatives.  “The conformist follower is an active but unassertive, noncritical thinker.”  These are your “yes people.”  “The passive follower exhibits neither critical, independent thinking nor active participation.”  They look to the leader for decisions and accomplish work without enthusiasm.  “The effective follower is both an independent, critical thinker and a very active member in the group.”  They are committed, innovative, creative, and work hard for achieving organizational goals.  Finally, “The pragmatic follower exhibits a little of all four styles-depending on which style fits the prevailing situation.”  They tend to favor the side and decision which benefits them most.  (2007, pp. 266-268).  
These definitions and descriptions surely portray many people, but what about dogs?  I will specifically discuss dogs that fall into three of the five types.  In my experience, I’ve noticed most dogs are passive, effective, or pragmatic followers.  We’ll now take a closer look at these three types of follower dogs.


First, I’d like to highlight Lussier and Achua’s referral to passive followers.  Many dogs fall into this category for various reasons, whether it’s based on genetics, lack of socialization, poor training, or personality.  These dogs exhibit timid behavior during training, which is often recognized by a tucked tail or avoidance of eye contact.  They will do what you ask of them, but do so without enthusiasm.  In contrast to effective followers, these dogs do not often think for themselves and heavily depend on their handler for direction in completion of tasks.  Some feel this type of dog is often easy to train, but I believe the dog should be exuberant and possess drive and independence to accomplish tasks.  This leads us to the dog as an effective follower.

Effective follower dogs are those that are a joy to have in your kennel for training.  They possess the drive, intelligence, and independence to quickly adapt to ever-changing training scenarios and tasks.  In comparison to people, these are your “go-to-guys.”  They get the job done while exhibiting confidence and enthusiasm.  Often after completing a training set-up or task, these are the dogs that look at you and seem to ask, “Is that all you’ve got?”  Specifically regarding training for hunting, often referred to as “gundog” training, this is the follower dog I want.  They possess enough independence and problem-solving intelligence to accomplish tasks hundreds of yards way from their handlers.  Yet, their unwavering desire to please the handler helps achieve training goals.  Unfortunately, not all dogs fall into the effective follower role and often “ride the fence” during training.  


Pragmatic follower dogs are a compromise of the other follower types.  They possess positive and negative traits and behaviors.  Often, these dogs seem to demonstrate incredible drive and learning desire one day, only to completely ignore all training commands in another session.  It’s my belief this type of behavior is often fostered by poor training methods.  Abusive and ill-timed corrections for mistakes can lead to a dog that doesn’t understand the task being asked of it.  For example, praise given at the appropriate time reinforces the dog understood and accomplished the task as required.  However, many trainers inappropriately correct dogs at the wrong time or with abusive force.  This can lead to uncertain decision making on behalf of the dog and encourages the pragmatic followership—the dog does what’s right to avoid negative consequences and end the pressure of the training session.  They are not accomplishing it as an effective follower.  Rather, they’re preserving their best interests.  Unfortunately, these dogs usually never reach full potential because they learn to do the necessary to “just get by.”  It’s safe to assume people followers exhibit many of these same behaviors so it’s unnecessary to provide specific examples.  Instead, let’s move onto a specific leadership model that applies to leading people and dogs.  
Leadership Models


  As seen in Figure 1, Tannenbaum and Schmidt’s Leadership Continuum Model “is used to determine which one of seven styles to select, based on the boss-centered versus subordinate-centered leadership, to meet the situation in order to maximize performance” (Lussier et al., 2007, p. 168).  For this paper’s intent, “boss and leader” is now referred to as trainer and “subordinate and follower” as dog.  I see this model as pertinent in regards to developing the trainer—dog relationship.  The model provides insight into communication at various stages.  It’s important to remember the role effective communication plays in reaching the various types of followers.  Author Salacuse sees effective communication as one the top three factors in building a quality relationship (2006, p. 32).  Eventually, as the continuum demonstrates, the trainer empowers the dog to make decisions.  
In the Lussier and Achua’s text, they outline the model.  In the first stage of the model, the leader makes the decision and does not offer an explanation.  In the second stage, the leader makes the decision and sells it through a presentation.  The third stage finds the leader presenting ideas and inviting questions.  In the fourth stage, the leader makes a tentative decision subject to change.  The fifth stage the leader presents the problem, gets suggested solutions, and makes decisions.  In the sixth stage, the leader defines limits and asks the followers to make a decision.  Finally, in the seventh stage the leader permits followers to make ongoing decisions within defined limits (2007, pp. 168-169).
In reviewing the specific stages along the continuum, it’s obvious to note there is not a one-for-one stage tradeoff between leading people and training dogs.  However, a few of the stages are similar in both leading people and dogs. 
Leadership in dog training begins in stage one as well.  The trainer forces the dog to perform a task without demonstration or instruction.  This is not a preferred method because it’s initially much easier to help the dog perform the task, such as gently pushing down on its butt to teach “sit.”  In stage two, the trainer sells the dog on performing the task by offering praise and/or a reward.  This reinforces why doing what the trainer wants is a good idea.  The third and fourth stages are non-applicable in dog training.  However, we pick up the model again in the fifth stage.  
Here the trainer presents the task, observes the dog’s response, and provides the necessary command to achieve task success.  Many dogs in training will peak at the fifth stage because training demands don’t necessitate progress beyond this point.  However, gundog training does.  At some point, the dog may have to make its own decisions as to where to look for a fallen bird and how to use the wind to help locate it.  In the sixth stage and in reference to gundog training, the trainer provides defined limits such as sitting on whistle, remaining steady to shot while a bird falls, stopping on a whistle blow hundreds of yards away, or taking casts from the handler to a certain direction.  However, the dog is able to make decisions within those limits such as retrieving one mark before the other or utilizing the wind to locate the bird rather than taking the handler’s casts.  It’s important to note the handler communicates with the dog as to when it can do this.  Allowing a dog to operate within defined limits doesn’t allow for command refusal.  Finally, the seventh stage is much like the sixth.  The dog continues to operate within defined limits, but it’s allowed to make ongoing, multiple decisions while locating a fall or performing a task.  This is the stage where trainers speak of “trusting” the dog and allowing them to make decisions.  Other leadership models also apply to leading people and dogs, and I’d now like to focus on the relevance of the Blake, Mouton, and McCanse Leadership Grid.  
The grid focuses on the leader’s concern for people versus his concern for production.  This grid is easily transferred to dog training as trainers balance the concern of the dog versus training production.  Before comparing the two any further, we must understand the five leadership styles.
According to Lussier and Achua, five leadership style descriptions exist in the Blake, Mouton, and McCanse Leadership Grid.  The impoverished leader has low concern for production and people and does the required minimum to remain employed.  The authority-compliance leader treats workers like “machines” to accomplish the tasks.  The country club leader concentrated their concern on people and not production.  This leader desires friendship over production.  The middle-of-the-road leader had about the same amount of concern for people and production.  The team leader has high concern for people and production.  These leaders reach maximum production while satisfying people’s concerns.  Team leaders are the desired leader for effective organizational management (2007, pp. 80-82).  

In comparison of leading people and dog training, this grid is very relevant.  While training a dog, the handler must balance his concern for training production with his concern for the dog.  Now, some may argue that there shouldn’t be any concern for the dog.  However, I strongly disagree because a trainer needs to understand the stress level and “load capacity” of each dog.  As a trainer, I don’t want to push the dog too far, too fast.  If you do, you may cause the dog to lose self confidence and training progress may revert to earlier stages.  This is no different in developing employees.  Some progress quicker than others and leaders need to be conscious of this fact.  Training dogs is no different.  


The importance to take away from this comparison of dog training and the Blake, Mouton, and McCanse Leadership Grid is that good trainers will find the best approach as a team leader to obtain high training production while ensuring the dog’s relevant concerns are met during training.  It’s important to note trainers should not “give in” to their dogs’ undesirable behavior, just as a leader wouldn’t for negative employee behavior.  This is the great thing about team leaders and trainers; they know the limits of their people and dogs and how far they can push them to obtain high production.  An important point to remember in regards to applying any model is to have clear objectives, whether it’s leading people or dogs (Barlow, 2003, p15).  Again, more leadership models are relevant in this discussion, but now I’d like to move to what I refer to as “common sense leadership.”

Common Sense Leadership


I use the term “common sense leadership” to describe how leaders should inherently react in a given situation.  In today’s world of leadership development, so many models and books exist to teach leadership.  Well, I’m a firm believer that a lot of that is good information to have, but without common sense it will do you know good.  Common sense leadership is simply doing the right thing when faced with any scenario.  For example, if an employee comes to you and tells you his or her parent just died, it is common sense to immediately relieve them of their position.  In regards to dog training, if the trainer has had a bad day and is highly irritable with a bad attitude, skipping a training session is the right thing to do.  Knutson shares the belief bad attitudes affect training and that often dogs are a product of their trainers (2001, 237).  Therefore, do the “common sense” thing and don’t train!  Plenty of examples exist to cite as reasons to apply common sense, but there is no reason to as that’s just what it is, common sense.  

Conclusion

As this research paper demonstrates, leadership reaches beyond humans.  Dog trainers utilize leadership every day when they handle dogs.  Formal dog training goes back hundreds of years and formal leadership development has been around for almost a century.  Coupled, the two present a unique opportunity to take lessons learned from leadership research of humans and apply that to dog training where applicable. 

In my research, I discovered the importance and similarities of follower traits between people and dogs.  Each possesses desirable and undesirable behaviors.  Leaders and trainers must overcome to accomplish effective leadership and production.  Further, specific leadership models such as Tannenbaum and Schmidt’s Continuum Model and the Blake, Mouton, and McCanse Leadership Grid prove relevance between leadership and dog training.  The practical application of these models can lead people and dog trainers to success.  When dealing with these models, it’s important to note that not every step of the model will work in dog training.  Rather, a good trainer will use the model to provide a direction for his training program and canine development.  



Every theory must include the most important ingredient of common sense.  Common sense is the foundation of decision that leads us through our daily lives.  Without it, we are simply a lost ship at sea.  Practical application of leadership theory and models with people and dogs depends on leaders with common sense.  


Leadership and dog training are not subjects usually related to each other, but it’s important to understand dog training and leadership is much more than asserting oneself as the “boss” or “dominant alpha.”  Rather, it’s often a delicate balance of leadership style, follower behaviors, and common sense.  Remember that and you can be an effective leader and dog trainer. 
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