
Unit 3 - Study Session 2

Leadership



Introduction

“… Leadership in management is the task of setting goals and objectives, and obtaining the commitment of others to reach them. This is not easy, but successful managers gain such commitment through the constructive involvement of people in the work of the organization. It requires not only the manager’s basic ability to achieve objectives and standards through setting and checking the work tasks of other people, but in addition the capacity to motivate, enthuse and energize them to work well and willingly towards goals in which they also believe …” (WHO, 1993: 3)

We can all usually recognise an effective leader. But what exactly does that person have that makes them a leader? Are leaders born or are they made? Can anyone be an effective leader?

In this session we will explore the meaning of leadership by looking at various theories about what makes an effective leader. Is it personality or style, or the situation, or a combination of these factors which makes a leader effective? You are invited to analyse your own leadership style: by becoming conscious of your style, you are able to modify it where necessary and so to become more responsive to the needs of your staff and the roles you fulfil.
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Timing of this session

There are no readings for this session but the three tasks require reflection and discussion with colleagues. Set aside about an hour and a half for the session. 

A logical break would be at the end of section 6. 

1
LEARNING OUTCOMES OF THIS SESSION



	Intended learning outcomes

By the end of this session, you should be able to:

	Management outcomes:

· Briefly describe the theories of leadership under the headings: Trait, Style and Contingency theories.

· List common tendencies among effective leaders.

· Describe two ways of looking at leadership style.

· Describe the four variables in Contingency theories.

· Understand the best fit approach.

· Analyse leadership in your own context. 
	Academic outcomes:

· Define new concepts.
· Apply concepts, models and theories to your own experience.

· Reflect on your own experiences.
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3
LEADERSHIP AND MANAGEMENT



We have already explored the meaning of management and defined it as “getting things done through people.’’ Before reading on, try to define for yourself how management differs from leadership.
· Some people say that management and leadership are the same thing. 

· Some say management is part of leadership. 

· Some say leadership is part of management.

· Some say leadership and management are two completely separate things. 

Handy offers an interesting alternative view by saying:

“A manager is someone who does things right; a leader is someone who does the right thing.” (Handy, 1993:115 )

The World Health Organisation gives the following definition of leadership in the managerial context: 

“Leadership is the capacity to secure the willing support of people in the achievement of the organisation’s worthwhile goals.” (WHO,1993: 3)

But what exactly is this capacity? 

Although there is no clear answer to this question, we will explore some different ways of looking at leadership. You can then draw your own conclusions about what you understand by leadership. We will also help you to reflect on your own style of leadership. 

Academics have speculated about whether the secret of an effective leader lies in the characteristics of his/her personality, or in the style he/she uses, or in the nature of the task or situation. Approaches to or theories of leadership usually fall under three general headings: 

· Trait (personality) theories.

· Style theories.

· Contingency (situation) theories. 

We will explore each of these theories in more detail.

4
TRAIT THEORIES



These theories suggest that there are certain personality characteristics (or personality traits) that make a person into a good leader. 

Think of some of the great leaders the world has seen: Alexander the Great, Mother Theresa, Mahatma Gandhi, Winston Churchill, Nelson Mandela. These people were able to inspire others to do remarkable things and even to see the world in a different way. What special qualities did they have that enabled them to do this? 

There has been plenty of debate about the qualities that a leader should have, but there has been little agreement on the precise set of characteristics that make a good leader. Even good leaders display too many different characteristics to be able to identify a clear pattern. However, many studies identify four qualities which leaders have in common: 

· Intelligence: Above average intelligence but not genius level.

· Initiative: The capacity to perceive the need for action and then do something about it.

· Self-assurance: The self-confidence to believe in what you are doing. (This does not have to be aggressive: it can be expressed in a very low-key way).

· The helicopter factor: The ability to rise above a situation to see it in its broader context and then to descend to attend to the detail.

     (Handy, 1993: 98)

Hunt (1992) studied senior managers in the public and private sectors and concluded that those who were effective as leaders had a number of common tendencies which are listed below. 

Effective leaders tend to:

· Be high achievers: They are highly motivated to succeed, competitive and take their careers seriously.

· Have high energy levels: They are able to persist and fight back if disappointed.

· Think about the longer term (3 to 5 years).

· Be goal-directed: they get involved in an endless pursuit of goals, even to the point of creating goals when none were necessary.

· Be politically active.

· Be loners who are content with and confident in their own company.

· Be psychologically capable of differentiating the important from the unimportant. (Hunt in MESOL, 2000: 61)


We can conclude that many good leaders seem to have certain qualities in common. However, having these qualities will not guarantee that someone will be a good leader. This is the trait theory of leadership i.e. that people with certain traits make good leaders, and that some of these traits can be developed. While personality factors or traits should be considered, there are further ways of looking at leadership.

5
STYLE THEORIES



The assumption behind Style theories is that employees will work harder for managers who use certain styles of leadership. This can be linked to the issue of staff motivation in Session 1. 

You, the manager - your style, ability and personal preferences - are an important variable. You probably have a preferred style of management – a preferred way of exercising your power and authority. Your preferred style probably reflects your values and your sense of what is important. You will tend to fall naturally into your preferred style unless you have carefully considered the situation and consciously or intuitively decided that some other style would be more appropriate. 

Researchers have developed different ways of looking at leadership styles:

Blake and Mouton (1985) describe leadership style through distinguishing between being task-focused or people-focused. (Blake and Mouton in MESOL, 2000: 68) Some managers feel that the most important thing is to get the job done; others are more concerned with keeping people around them happy. 

Lewin and Lippitt (1938) chose to define style in terms of distribution of power and identified three different leadership styles:

· Autocratic: The leader decides what will be done and how.

· Democratic: Staff participate in decision-making. 

· Laissez-faire: Group members work on their own and the leader is much 

the same as the other group members.

      (Lewin and Lippit in MESOL, 2000: 67)

There is some evidence that the democratic style leads to more contentment and group involvement amongst staff. Within the democratic style, however, the leader can utilise different types of participation which include: 

 “…

a) Consultation 

The leader listens to the ideas, preferences and suggestions of the group, but it is the leader - not the group - who makes the decision. If there is strong agreement in the group, the leader would be foolish to ignore it, although this is theoretically possible. This form of participation is often used when plans and proposals are issued to a wide variety of staff (and in some cases the public), inviting their comments. The decision on what to do still rests with the responsible authority. 

b) Consent
The group has the power of veto (or refusal) over any decision. It is not the job of the group to make the decision, but since it has to carry out the decision, it has the right to say that it will not work. If this happens, the leader must go away and come back with a new decision. This is a sensible recognition that managers need the consent of their staff to get work done. 

c) Consensus
Agreement on the decision has to be reached within the group. This is the most difficult and slowest form of participation to implement.

However, in practical terms, it is not possible or even desirable for every decision to be taken participatively. Often there is no time. Also, groups usually don’t want to be consulted about everything, sometimes preferring the manager (who is paid to take responsibility for them) to take the difficult decisions …” (Adapted from MESOL, 2000: 70-71)

Kouzes and Posner (1997) did research on leadership and as a result chose to define style in terms of characteristics which created credibility amongst the followers. They 

 “… asked the led [the followers] what they expected from their leaders. They found consistent patterns that hinge largely on credibility in the leaders. 

“The key expectations of followers were, in order of importance:

i)
Honesty

Followers wanted someone they could believe and trust, and whose words were supported by consistent action.

ii)
Competence

Leaders were expected to have a comprehensive grasp of how the organization worked, and a thorough understanding of how to make things happen.

iii)
Inspiration

Followers wanted leaders who didn’t just dream, but could communicate their dreams with clarity and enthusiasm.

iv)
Vision

Followers wanted their leaders to be ‘forward looking’, to be able to see ahead and to give a sense of direction. It was also important that the led understood their place and importance in the future …” 

(Kouzes and Pozner in MESOL, 2000: 66)  

To summarise, Style theories suggest that leadership can be defined in terms of three different models: the first is defined in terms of distribution of power (e.g. autocratic, democratic etc), the second in terms of their focus (e.g. focused on people or on the task) and the third in terms of indicators of credibility (e.g. honesty) as a leader. Think about where you would place yourself in terms of style.


Here is a statement by a senior manager from MESOL, involved in developing a management course for health workers in South Africa: 

 “I know my preferred style. I am a benevolent autocrat at heart. I tend to reach conclusions much more quickly than most people, and I get impatient with their endless discussions in search of the answer. Experience also tells me that my solutions are usually right – so my natural tendency is to impose them if I possibly can. Fortunately, perhaps, I recognise that I must be a pain to work for: so generally I try to curb my natural preferences, and manage in a way that is better suited to the very experienced and qualified people who report to me.”  (MESOL, Module 3, Book 2, 2000: 60) 

Think about whether you believe at this point that leadership is an inborn trait or an adopted style; or is it, as this assertion by Madi suggests, dependent on how the leader responds to the situation, and the underlying values that drive his actions?

 “… What distinguishes great leaders from ordinary leaders is that the former see themselves as instruments of a greater mission, whilst the latter see the greater mission as the instrument of their own personal glory …” (Madi, 2000: 111) This has relevance for last set of theories about leadership which we will introduce.
6
CONTINGENCY THEORIES



The word contingency means an event or plan which is dependent on another situation or context. Contingency theories of leadership suggest that in addition to personality and style, a range factors are involved in any leadership situation and that the leader adjusts his/her style to the particular situation. If you think of yourself as a leader, can you think of instances when you have had to adapt your way of leading to the situation?

In any situation, there are said to be four variables that need to be taken into account. They are:

The manager/leader – their personality and preferred style.

The led – the needs, attitudes and skills of staff.

The task – the requirements and goals of the job to be done.

The context – the organisation with its values and culture, as well as 

external factors. (Adapted from MESOL, 2000: 66)

We will look at these contingency variables in more detail.

6.1
The manager/leader

You have already thought about your personality and style as a leader. 

6.2
The led

Hersey and Blanchard (1993: 69) saw the “readiness” of people to be led as crucial in determining leadership style. They identified two important variables that determine readiness: ability and willingness. What they are saying is that leaders respond to the led, and adapt leadership-style according to the combination of ability and willingness among the led. 

	Level of readiness i.e. ability and willingness of staff
	Leader’s response
	Leadership role

	People are unwilling and unable.


	TELLING
	The leader must provide specific instructions and monitor performance closely.

	People are willing but unable.


	SELLING
	The leader must explain the task very carefully and give a lot of support.



	People are unwilling but able.
	ENCOURAGING PARTICIPATION
	The leader encourages debate and sharing of ideas on how the task should be done, but lets the led decide how it should be done.

	People are willing and able.
	DELEGATING
	The leader passes on authority for making decisions and doing the task.




(MESOL, 2000: 70)

 In other words, leadership is contingent on the readiness of the led. 

Participation is an important factor in leadership, and it is interesting to note that you could unwillingly become an autocratic leader because of contingent factors. 

6.3
The task

Three task factors influence the choice of management style:

· The nature of the task, for example: Is it straight forward or complex? How many people will be involved?

· The time scale: In emergencies managers are often forced to make decisions independently. 

· The consequences of being unsuccessful: Some situations may allow the leader to be flexible and try new approaches. However, if the consequences of things going wrong can be potentially catastrophic, especially where patients are concerned, a manager may have to insist on certain ways of                       doing things. (Adapted from Handy, 1993:110)

6.4
The context

This refers to the environment in which the work is being done and includes the power position of the leader in the organisation, the position of the leader with regard to the staff or group, the way things are done (the norms) in the organisation and also factors outside the organisation (e.g. a cut in government spending). For example, a leader may want to try a new approach, but this may not fit in with the accepted way of doing things in the organisation. 

In the next section, we will explore the idea of choosing a leadership style appropriate to a situation.

7
THE BEST FIT MODEL



We have seen that there are several tricky variables for a leader to consider in getting a job done. The challenge is to find the best fit among the four variables:

	The leader:

their personality and preferred style.


	The led:

the needs, attitudes and skills of the staff.

	The task:

the requirements and goals of the job to be done.


	The context:

the organisation with its values and culture.




You, the leader, need to work out how your needs, the needs of your staff, the needs of the job and the requirements of the context will best fit together to get the job done. If they don’t fit, the leader must decide which factors can be altered.



8
SESSION SUMMARY



“… Beyond all else, leadership is to be people-centered … People leading people in order to benefit people …” (WHO, 1993: 9) 

Leadership is not easy to define or to put into practice. We have looked at the characteristics of leaders and at different leadership styles. It is important to realise that different leadership styles suit different situations. To be aware of this can help you. Each task situation will contain the four contingency factors and they need to fit together to get the job done. You may need to adapt your behaviour or you may need to adjust the other three factors. Skilful managers do not rely on the leadership styles they happen to prefer. They know how to adjust their styles to suit the situation. In the final session of this unit, we will explore the leader’s role in working with teams. 

TASK 1 – Examining the profile of an effective leader 





Using the above lists of qualities, think of a senior manager you know reasonably well. Tick any of the characteristics he or she might possess. Then underline any of the characteristics you feel you possess, and make a star next to those you think you could work on developing.





FEEDBACK





Did the profile of an effective leader apply in your work context? Were there any characteristics which you feel are not important and are there any which you have noted in a number of effective leaders which are not mentioned here?





Some of the characteristics such as “Thinking about the longer term, being goal-directed and taking initiative” could be consciously developed. The other traits such as “being a high achiever” seem to have been developed through experiences or inborn qualities and are difficult to develop in the short-term. What do you think?





TASK 2 – Identifying your management style





What do you believe is your own preferred leadership style? Review the different approaches to style that we have cited and describe your style. Then clarify which model of leadership style you have used. Have you defined your leadership style in terms of power, focus or indicators of credibility? Then try to explain the different models of leadership style to a colleague and ask where he or she feels you fit in best.





FEEDBACK 





Explaining information to another person is one of the best ways of really understanding and internalising it. But this exercise could also be helpful in understanding how your staff see your leadership style. Remember that there is a likelihood that your style can be defined in terms of all three models.








TASK 3 - Analysing the contingencies that affected your leadership approach





Think of a situation in your job where you had to lead your team to accomplish a specific task.


a)	What style of leadership did you use? 


b)	Were you selling, telling, delegating or inviting participation?


c)	Rate all the team members in terms of willingness and ability.


d)	Analyse the task in terms of its nature, time scale and consequences.


e)	What contextual factors influenced the style you used?


f)	Did any of the four Contingency Approach factors have to be adjusted? 


g)	Looking back, what would you have done differently?











FEEDBACK


Here is an example of a leadership situation which comes to mind:





A team within an organisation were faced with a crisis because of the resignation of a staff member who had become dissatisfied with the workload and authoritarian atmosphere at work. The leader, who was now under stress because of an increased workload, chose to tell the remaining staff what additional roles they would now have to play in terms of this situation. As a person, the leader was very goal-directed, a high achiever, able to take initiative and well able to distinguish between issues of high priority and lesser priority. (Trait theory identifies these as leadership traits.)





Two of the staff were able to manage the new tasks they had to take on, but one was now required to write reports to donors, to collate statistics and to supervise her colleagues. Although she could have done this with support, she already had a full workload and was not able to keep up with the new demands. (Contingency theory – the manager addressed the task to the exclusion of the led or the context.) 





Having delegated, the manager assumed a laissez faire style, and expected staff to get on with the job. Occasionally she checked on progress, but when questioned, staff had become dissatisfied, feeling that the capacity shortage was not recognised by the leader. She had failed to review the context, and to fit her leadership style to the situation. (With the words laissez faire, I am using the distribution of power model of Style theory.)





When they discussed her leadership style, the team concluded that she was only task-focused (Style theory/Contingency theory), she did not care about them, and in fact they felt that she had not been leading at all. This was surprising as she had been authoritarian at first, but then withdrawn to a laissez faire style. They felt that they would have preferred her to be more directing and would have seen this as more supportive. The group were in other words ready to be led, and felt that the leader should have taken the context into account instead of focusing only on the task.





To improve the situation, the leader should have ascertained the level of willingness and skill for each job in the group, and adjusted her style to the situation of stress and lack of capacity. Her choice of a laissez faire style was a poor choice in a stressful context. She needed to look for a better fit based on the contingencies of the situation.





Your examples will be different, but this gives you an example of discussing leadership in terms of the different approaches we have studied. 
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