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McDonald, PhD   

There are numerous styles of leadership that an individual may choose to implement depending 
on the type of job. One frequently used leadership style is goal-focused leadership. It places an 
emphasis on goal-setting and task achievements. A manager using this type of leadership 
implements clear processes, sets deadlines, delegates but oversees assignments, and provides 
guidance to help employees reach goals quickly. It is an extremely structured style and is often 
used when the job requires several tasks to be completed within a short timeframe and/or in 
hierarchical or bureaucratic environments. Due to the potentially demanding nature of this 
leadership style, emotional exhaustion can set in for employees, leading to lower productivity 
and poor results; however, studies show that goal-focused leadership can be beneficial if used 
within the appropriate conditions. As one example, when paired with a non-discriminating style 
and high cohesion among coworkers, these conditions can reduce the risk of emotional 
exhaustion.  

Demands vs. Resources 

Goal-focused leadership (GFL) is most 
prevalent in settings where job tasks are 
highly demanding. To discover if GFL 
is right for a certain job, the Job 
Demands-Resources Model can be 
helpful. This model compares the 
balance of demands and resources that 
are required and given in a certain role. 
Demands can include anything required 
in the job: long hours, conflicting roles, unclear expectations, or high levels of physical activity. 
Conversely, a resource can be anything that originates from within oneself or is given to an 
individual so that he or she can attain goals, protect well-being, and meet the demands of the job. 
Resources can include feelings (like a sense of accomplishment), clarity of expectations, time, or 
money. The more demands a job has, the more resources are required, but when resources are 
scarce, the more likely it is that symptoms of burnout, including emotional exhaustion, can set in. 
When resources are plentiful, however, some demands may be beneficial if they motivate an 
employee to perform at high levels. A manager can provide some of these resources for his or 
her employees, which in turn, can reduce the need for employees to expend unnecessary 
cognitive and emotional resources in completing tasks.  

GFL can act as a demand or a resource, but two ways this type of leader can provide resources 
for employees is by prioritizing non-discriminatory behaviors and by encouraging coworker 
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cohesion. By fostering a culture where these resources are commonplace, employees can have a 
higher emotional exhaustion tolerance, leading to more productivity and, ultimately, more profit 
for the firm, even amid other highly demanding conditions.  

Leadership Behaviors and Cohesion 

A manager displays non-discriminatory behaviors by consistently avoiding unfair, discriminatory 
practices and by placing importance on inclusion, belonging, and welcoming input and 
involvement from all team members. Research suggests that displaying this type of behavior 
results in higher well-being, retention, productivity, and less stress.  

Cohesion is the strength of the relationships among employees as they work together under the 
same leader. When a team is highly cohesive, their ability to accomplish tasks and endure stress 
is greater than when cohesion doesn’t exist. This type of team displays trust among members, 
and they are able to work together to increase productivity, well-being, and commitment. The 
goal of utilizing all three practices together—GFL, non-discriminating leadership, and 
cohesion—is to lower the emotional exhaustion of employees; however, when one of these is 
lacking, it undermines the potentially beneficial effects of the other two.  

Results  

Our study consisted of observing the relationship between GFL, non-discriminating leadership, 
and cohesion in a setting where GFL commonly occurs: the military. We analyzed levels of all 
three factors in two samples of deployed military personnel in non-combat zones to determine 
which combination was the most successful at lowering emotional exhaustion of employees. 
GFL paired with non-discriminatory behaviors had little effect on lowering emotional exhaustion 
of employees, as did GFL paired with cohesion among employees. However, all three together 
equipped employees to avoid emotional exhaustion, even as they work longer hours and face 
other demands. This means that in a highly demanding job setting such as real estate, GFL paired 
with a non-discriminatory leadership style and workplace cohesion may be a winning 
combination to foster favorable employee well-being.  

Real Estate Implications 

Real estate management often occurs under high levels of stress and performance pressure. 
Employees and agents can also feel the demands of the job, leading to burnout in the workplace. 
Due to competition and the time-sensitive nature of real estate, the goal of managers should be to 
make the team as productive and healthy as possible. Goal-focused leadership can be a tactic to 
ensuring that the team is meeting deadlines and accomplishing goals. Displaying non-
discriminating behaviors to make sure every team member feels included will foster a culture of 
confidence, innovation, and productivity. Encouraging cohesion among the team members will 
allow one’s team to endure more demands and create trust among the team. The use of all three 
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practices together has been proven to lower emotional exhaustion of employees, which will 
likely lead to higher profitability in the long run.  
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