Scope of Leadership

One can govern oneself, or one can govern the whole earth. In between, we may find leaders

who operate primarily within:

e youth
e families
e bands

e ftribes
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e states and nations

e empires

Intertwined with such categories, and overlapping them, we find (for example) religious leaders
(potentially with their own internal hierarchies), work-place leaders (executives, officers,
senior/upper managers, middle managers, staff-managers, line-managers, team-leaders,

supervisors ...) and leaders of voluntary associations.

Some anthropological ideas envisage a widespread (but by no means universal) pattern of
progression in the organization of society in ever-larger groups, with the needs and practices of
leadership changing accordingly. Thus simple dispute resolution may become legalistic
dispensation of justice before developing into proactive legislative activity. Some leadership
careers parallel this sort of progression: today's school-board chairperson may become
tomorrow's city councilor, then take in (say) a mayordom before graduating to nation-wide

politics.
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Support-Structures for Leadership

Though advocates of the “big man” school of visionary leadership would have us believe that
charisma and personality alone can work miracles, most leaders operate within a structure of
supporters and executive agents who carry out and monitor the expressed or filtered-down will of
the leader. This undercutting of the importance of leadership may serve as a reminder of the
existence of the follower: compare follower ship. A more or less formal bureaucracy can throw
up a colorless nonentity as an entirely effective leader: this phenomenon may occur (for
example) in a politburo environment. Bureaucratic organizations can also raise incompetent

people to levels of leadership.

In modern dynamic environments formal bureaucratic organizations have started to become less
common because of their inability to deal with fast-changing circumstances. Most modern
business organizations (and some government departments) encourage what they see as
“leadership skills” and reward identified potential leaders with promotions. According to B.
Nanus, the forces that shape today's leading-edge organizations and their implications provide
the key to visionary leadership. To underline his point we can examine the success-story of Bill
Gates: in brief he built Microsoft from the start as a twenty-first-century organization, and he

allegedly runs it with a highly-developed sense of visionary leadership.

In a potential down-side to this sort of development, a big-picture grand-vision leader may foster
another sort of hierarchy: a fetish of leadership amongst subordinate sub-leaders encouraged to
seize resources for their own sub-empires and to apply to the supreme leader only for ultimate

arbitration.
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Some leaders build coalitions and alliances: political parties abound with this type of leader. Still
others depend on rapport with the masses: they labor on the shop-floor or stand in the front-line

of battle, leading by example.

Determining What Makes “Effective Leadership”

In comparing various leadership styles in many cultures, academic studies have examined the
patterns in which leadership emerges and then fades, other ways in which it maintains its
effectiveness, sometimes by natural succession according to established rules, and sometimes by

the imposition of brute force.

The simplest way to measure the effectiveness of leadership involves evaluating the size of the
following that the leader can muster. By this standard, Adolph Hitler became a very effective
leader for a period — even if through delusional promises and coercive techniques. However,
this approach may measure power rather than leadership. To measure leadership more
specifically, one may assess the extent of influence on the followers, that is, the amount of
leading. Within an organizational context this means financially valuing productivity. Effective
leaders generate higher productivity, lower costs, and more opportunities than ineffective
leaders. Effective leaders create results, attain goal, realize vision and other objectives more

quickly and at a higher level of quality than ineffective leaders.

James Macgregor Burns introduced a normative element: an effective Burnsian leader will unite
followers in a shared vision that will improve an organization and society at large. Burns calls

29

leadership that delivers “true” value, integrity, and trust transformational leadership. He
distinguishes such leadership from “mere” transactional leadership that builds power by doing

whatever will get more followers. But problems arise in quantifying the transformational quality
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of leadership - evaluation of that quality seems more difficult to quantify than merely counting
the followers that the straw man of transactional leadership James Macgregor Burns has set as a
primary standard for effectiveness. Thus transformational leadership requires an evaluation of

quality, independent of the market demand that exhibits in the number of followers.

Current assessments of transformational and transactional leadership commonly make use of the
Multifactor Leadership Questionnaire (MLQ), developed by Bass and Avolio in 1990 and

revised in 1995. It measures five dimensions of transformational leadership:

—

idealized influence - attributions
2. idealized influence - behaviors
3. inspirational motivation

4. individualized consideration

5. intellectual stimulation

The three dimensions of transactional leadership measured by the MLQ cover:

1. contingent reward
2. management by exception (active)

3. management by exception (passive)

The functional leadership model conceives leadership as a set of behaviors that helps a group
perform a task, reach their goal, or perform their function. In this model, effective leaders

encourage functional behaviors and discourage dysfunctional ones.

In the path-goal model of leadership, developed jointly by Martin Evans and Robert House and

based on the “Expectancy Theory of Motivation”, a leader has the function of clearing the path

© 2008-12 All Star Training, Inc. Page 4



toward the goal(s) of the group, by meeting the needs of subordinates.

Some commentators use the metaphor of an orchestral conductor to describe the quality of the
leadership process. An effective leader resembles an orchestra conductor in some ways. He/she
has to somehow get a group of potentially diverse and talented people - many of whom have
strong personalities - to work together toward a common output. Will the conductor harness and
blend all the gifts his or her players possess? Will the players accept the degree of creative
expression they have? Will the audience enjoy the sound they make? The conductor may have a

clear determining influence on all of these questions.

Suggested Qualities of Leadership

Studies of leadership have suggested qualities that people often associate with leadership. They

include:

e Guiding others through modeling and through willingness to serve others first

e Talent and technical/specific skill at some task at hand

e Initiative and entrepreneurial drive

e Charismatic inspiration - attractiveness to others and the ability to leverage this esteem to

motivate others

e Preoccupation with a role - a dedication that consumes much of leaders' life - service to a

cause
e A clear sense of purpose - clear goals - focus - commitment

e Results-orientation - directing every action towards a mission - prioritizing activities to spend

time where results most accrue

e Cooperation-work well with others
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e Optimism - very few pessimists become leaders

e Rejection of determinism - belief in one's ability to “make a difference”

e Ability to encourage and nurture those that report to them - delegate in such a way as people
will grow

e Role models - leaders may adopt a persona that encapsulates their mission and lead by
example

e Self-knowledge (in non-bureaucratic structures)

e Self-awareness - the ability to “lead” (as it were) one's own self prior to leading other selves
similarly

e With regards to people and to projects, the ability to choose winners - recognizing that,
unlike with skills, one cannot (in general) teach attitude.

e Understanding what others say, rather than listening to how they say things - this could partly

sum this quality up as “walking in someone else's shoes” (to use a common clich¢).

The approach of listing leadership qualities, often termed “trait theory”, assumes certain traits or
characteristics will tend to lead to effective leadership. Although trait theory has an intuitive
appeal, difficulties may arise in proving its tenets, and opponents frequently challenge this
approach. The “strongest” versions of trait theory see these “leadership characteristics” as innate,
and accordingly label some people as “born leaders” due to their psychological makeup. On this
reading of the theory, leadership development involves identifying and measuring leadership

qualities, screening potential leaders from non-leaders, then training those with potential.

David McClelland, a Harvard-based researcher in the psychology of power and achievement,
saw leadership skills, not so much as a set of traits, but as a pattern of motives. He claimed that
successful leaders will tend to have a high need for power, a low need for affiliation, and a high

level of what he called activity inhibition (one might call it self-control).
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Situational leadership theory offers an alternative approach. It proceeds from the assumption that
different situations call for different characteristics. According to this group of theories, no single
optimal psychographic profile of a leader exists. The situational leadership model of Heresy and
Blanchard, for example, suggest four leadership-styles and four levels of follower-development.
For effectiveness, the model posits that the leadership-style must match the appropriate level of
follower ship-development. In this model, leadership behavior becomes a function not only of
the characteristics of the leader, but of the characteristics of followers as well. Other situational

leadership models introduce a variety of situational variables. These determinants include:

the nature of the task (structured or routine)
e organizational policies, climate, and culture
e the preferences of the leader's superiors

e the expectations of peers

e the reciprocal responses of followers
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The contingency model of Vroom and Yetton uses other situational variables, including:

the nature of the problem

e the requirements for accuracy
e the acceptance of an initiative
e time-constraints

e cost constraints

However one determines leadership behavior, one can categorize it into various leadership

styles. Many ways
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of doing this exist. For example, the Managerial Grid Model, a behavioral leadership-model
developed by Robert Blake and Jane Mouton in 1964, suggests five different leadership styles,

based on leaders' strength of concern for people and their concern for goal achievement.

Kurt Lewin, Ronald Lipitt, and R. K. White identified three leadership styles: authoritarian,
democratic, and laissez-faire, based on the amount of influence and power exercised by the

leader.

The Fiedler contingency model bases the leader’s effectiveness on what Fred Fiedler called
situational contingency. This results from the interaction of leadership style and situational

favorableness (later called “situational control”).

Leadership “Styles”

In 1994 House and Podsakoff attempted to summarize the behaviors and approaches of
“outstanding leaders” that they obtained from some more modern theories and research findings.
These leadership behaviors and approaches do not constitute specific styles, but cumulatively
they probably characterize the most effective style of today's leaders/managers. The listed

leadership “styles” cover:

1. Vision. Outstanding leaders articulate an ideological vision congruent with the
deeply-held values of followers, a vision that describes a better future to which the
followers have an alleged moral right.

2. Passion and self-sacrifice. Leaders display a passion for, and have a strong conviction
of, what they regard as the moral correctness of their vision. They engage in
outstanding or extraordinary behavior and make extraordinary self-sacrifices in the
interest of their vision and mission.

3. Confidence, determination, and persistence. Outstanding leaders display a high
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degree of faith in themselves and in the attainment of the vision they articulate.
Theoretically, such leaders need to have a very high degree of self-confidence and
moral conviction because their mission usually challenges the status quo and,

therefore, may offend those who have a stake in preserving the established order.

Image-building. House and Podsakoff regard outstanding leaders as self-conscious
about their own image. They recognize the desirability of followers perceiving them
as competent, credible, and trustworthy.

Role-modeling. Leader-image-building sets the stage for effective role-modeling
because followers identify with the values of role models whom they perceived in
positive terms.

External representation. Outstanding leaders act as spokespersons for their respective
organizations and symbolically represent those organizations to external
constituencies.

Expectations of and confidence in followers. Outstanding leaders communicate
expectations of high performance from their followers and strong confidence in their
followers’ ability to meet such expectations.

Selective motive-arousal. Outstanding leaders selectively arouse those motives of
followers that the outstanding leaders see as of special relevance to the successful
accomplishment of the vision and mission.

rame alignment. To persuade followers to accept and implement change, outstanding
leaders engage in “frame alignment”. This refers to the linkage of individual and
leader interpretive orientations such that some set of followers’ interests, values, and
beliefs, as well as the leader’s activities, goals, and ideology, becomes congruent and

complementary.
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10. Inspirational communication. Outstanding leaders often, but not always,
communicate their message in an inspirational manner using vivid stories, slogans,

symbols, and ceremonies.

Even though these ten leadership behaviors and approaches do not really equate to specific
styles, evidence has started to accumulate that a leader’s style can make a difference. Style
becomes the key to the formulation and implementation of strategy and plays an important role
in work-group members’ activity and in team citizenship. Little doubt exists that the way (style)
in which leaders influence work-group members can make a difference in their own and their

people’s performance.

Leadership and Vision

Many definitions of leadership involve an element of vision — except in cases of involuntary
leadership and often in cases of traditional leadership. A vision provides direction to the
influence process. A leader (or group of leaders) can have one or more visions of the future to
aid them to move a group successfully towards this goal. A vision, for effectiveness, should

allegedly:

appear as a simple, yet vibrant, image in the mind of the leader

e describe a future state, credible and preferable to the present state

e act as a bridge between the current state and a future optimum state

e appear desirable enough to energize followers

e succeed in speaking to followers at an emotional or spiritual level (logical appeals by

themselves seldom muster a following)
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For leadership to occur, according to this theory, some people (“leaders”) must communicate the
vision to others (“followers”) in such a way that the followers adopt the vision as their own.
Leaders must not just see the vision themselves; they must have the ability to get others to see it
also. Numerous techniques aid in this process, including: narratives, metaphors, symbolic

actions, leading by example, incentives, and penalties.

Stacey (1992) has suggested that the emphasis on vision puts an unrealistic burden on the leader.
Such emphasis appears to perpetuate the myth that an organization must depend on a single,
uncommonly talented individual to decide what to do. Stacey claims that this fosters a culture of
dependency and conformity in which followers take no pro-active incentives and do not think

independently.

Leadership's Relation with Management

Some commentators link leadership closely with the idea of management. Some regard the two
as synonymous, and others consider management a subset of leadership. If one accepts this

premise, one can view leadership as:

centralized or decentralized

broad or focused

decision-oriented or morale-centered

intrinsic or derived from some authority

Any of the bipolar labels traditionally ascribed to management style could also apply to
leadership style. Hersey and Blanchard use this approach: they claim that management merely
consists of leadership applied to business situations; or in other words: management forms a sub-

set of the broader process of leadership. They put it this way: “Leadership occurs any time one
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attempts to influence the behavior of an individual or group, regardless of the reason. . . .
Management is a kind of leadership in which the achievement of organizational goals is

paramount.”

However, a clear distinction between management and leadership may nevertheless prove useful.
This would allow for a reciprocal relationship between leadership and management, implying
that an effective manager should possess leadership skills, and an effective leader should

demonstrate management skills. One clear distinction could provide the following definition:

e Management involves power by position.

e Leadership involves power by influence.

Abraham Zaleznik (1977), for example, delineated differences between leadership and
management. He saw leaders as inspiring visionaries, concerned about substance; while
managers he views as planners who have concerns with process. Warren Bennis (1989) further
explicated a dichotomy between managers and leaders. He drew twelve distinctions between the

two groups:

Managers administer, leaders innovate

e Managers ask how and when, leaders ask what and why

e Managers focus on systems, leaders focus on people

e Managers do things right, leaders do the right things

e Managers maintain, leaders develop

e Managers rely on control, leaders inspire trust

e Managers have a short-term perspective, leaders have a longer-term perspective
e Managers accept the status-quo, leaders challenge the status-quo

e Managers have an eye on the bottom line, leaders have an eye on the horizon
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e Managers imitate, leaders originate
e Managers emulate the classic good soldier, leaders are their own person

e Managers copy, leaders show originality

Paul Birch (1999) also sees a distinction between leadership and management. He observed that,
as a broad generalization, managers concerned themselves with tasks while leaders concerned
themselves with people. Birch does not suggest that leaders do not focus on “the task.” Indeed,
the things that characterise a great leader include
the fact that they achieve. Effective leaders create
and sustain competitive advantage through the
attainment of cost leadership, revenue leadership,

time leadership, and market value leadership.

Managers typically a leader's vision. The
difference lies in the leader realizing that the achievement of the task comes about through the

goodwill and support of others (influence), while the manager may not.

This goodwill and support originates in the leader seeing people as people, not as another
resource for deployment in support of “the task”. The manager often has the role of organizing
resources to get something done. People form one of these resources, and many of the worst
managers treat people as just another interchangeable item. A leader has the role of causing
others to follow a path he/she has laid out or a vision he/she has articulated in order to achieve a
task. Often, people see the task as subordinate to the vision. For instance, an organization might
have the overall task of generating profit, but a good leader may see profit as a by-product that

flows from whatever aspect of their vision differentiates their company from the competition.

Leadership does not only manifest itself as purely a business phenomenon. Many people can

think of an inspiring leader they have encountered who has nothing whatever to do with
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business: a politician, an officer in the armed forces, a Scout or Guide leader, a teacher, etc.
Similarly, management does not occur only as a purely business phenomenon. Again, we can
think of examples of people that we have met who fill the management niche in non-business
organizations. Non-business organizations should find it easier to articulate a non-money-driven

inspiring vision that will support true leadership. However, often this does not occur.

Differences in the mix of leadership and management can define various management styles.
Some management styles tend to de-emphasize leadership. Included in this group one could
include participatory management, democratic management, and collaborative management
styles. Other management styles, such as authoritarian management, micro-management, and
top-down management, depend more on a leader to provide direction. Note, however, that just
because an organization has no single leader giving it direction, does not mean it necessarily has
weak leadership. In many cases group leadership (multiple leaders) can prove effective. Having a
single leader (as in dictatorship) allows for quick and decisive decision-making when needed as
well as when not needed. Group decision-making sometimes earns the derisive label
“committee-itis” because of the longer times required to make decisions, but group leadership

can bring more expertise, experience, and perspectives through a democratic process.

Patricia Pitcher (1994) has challenged the bifurcation into leaders and managers. She used a
factor analysis technique on data collected over 8 years, and concluded that three types of leaders
exist, each with very different psychological profiles. She characterizes one group as
imaginative, inspiring, visionary, entrepreneurial, intuitive, daring, and emotional, and calls them
“artists”. In a second grouping she places “craftsmen” as well-balanced, steady, reasonable,

sensible, predictable, and trustworthy. Finally she identifies “technocrats” as cerebral, detail-
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oriented, fastidious, uncompromising, and hard-headed. She speculates that no one profile offers
a preferred leadership style. She claims that if we want to build, we should find an “artist
leader”; if we want to solidify our position, we should find a “craftsman leader”; and if we have
an ugly job that needs to get done (like downsizing), we should find a “technocratic leader.”
Pitcher also observed that a balanced leader exhibiting all three sets of traits occurs extremely

rarely: she found none in her study.

Leadership by a Group

In contrast to individual leadership, some organizations have adopted group leadership. In this
situation, more than one person provides direction to the group as a whole. Some organizations
have taken this approach in hopes of increasing creativity, reducing costs, or downsizing. Others
may see the traditional leadership of a boss as costing too much in team performance. In some
situations, the maintenance of the boss becomes too expensive - either by draining the resources

of the group as a whole, or by impeding the creativity within the team, even unintentionally.

A common example of group leadership involves cross-functional teams. A team of people with
diverse skills and from all parts of an organization assembles to lead a project. A team structure
can involve sharing power equally on all issues, but more commonly uses rotating leadership.
The team member(s) best able to handle any given phase of the project become(s) the temporary

leader(s). Members of the whole team participate in refining the final product.

Co-leadership

As a compromise between individual leadership and an open group, leadership structures of two
or three people or entities occur commonly. Ancient Rome preferred two consuls to a single

king, and the Roman Empire grew to accommodate two Emperors - those of the East and of the
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West - simultaneously. The Middle Ages saw leadership divided between the secular and
spiritual realms - between Emperor and Pope. Some groups - often left-wing or Green in

orientation - employ a co-leader structure today.

Triumvirates have long served to balance leadership ambitions - notably in Rome in the first
century BC, but also as recently as in the Soviet Union troikas of the 20th century. Compare the
separation of powers (legislative, judicial and executive) formalized (for example) in the

constitution of the United States of America.

Divided Leadership

Whereas sometimes one can readily and definitively identify the locus of leadership, in other
circumstances the situation remains obscured. Pre-modern Japan offers a classical example: the
emperors provided symbolic and religious leadership, but the shoguns embodied virtually all

political and administrative leadership.

Similar dichotomies appear in many places and in many periods. Any constitutional monarch has
a potentially confusing relationship with the day-to-day leader (typically a prime minister) who
remains (at least theoretically) subordinate - socially as well as politically. Regents may stand
against monarchs (and their supporters) during the minority or absence of those monarchs. Heads
of state may operate at cross-purposes with heads of government. Political leaders may or may
not align closely with religious leaders. And in federal-type systems, regional leadership and its
potentially different systems may cross swords with national leaders. Not to mention the

potentially conflicting leadership manifestations of boards of directors and of Chief Executives.
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Leader Relationships with Followers

Greiner’s study of the language of U.S. Presidents examined the relationship between leader and
followers and observed that changes have taken place in the presidential use of words that define
the leader and the community as one. Modern US presidents have an observed tendency to make
more use of inclusive words like we, us and our in their inaugural speeches. The use of inclusive
words may suggest an effort by these democratically selected leaders to make the community

work together to solve problems collectively.

Coordination

A concise and clear definition of coordination is written in Coordination Theory (Malone and

Crowston, 1991)”Coordination is the act of managing interdependencies between activities.”

Coordination or Co-Ordination is “the ability to reduce all-together, in order to generate an

only one all.” (Alessio Bissoli, 2006 “The Co-Ordination:...”)

Coordination, co-ordination is the regulation of diverse elements into an integrated and
harmonious operation. Coordination means integrating or linking together different parts of an

organization to accomplish a collective set of tasks.

Control as a function of Management

Controlling as a role in management means to implement policies and procedures in order to

ensure that actual activities conform to planned activities.
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