leadership
What is leadership?


Leadership is an important aspect of management and the ability to lead is one of the keys to being an effective manager. The difference between success and failure, whether in war, business, a protest movement or a soccer game can be attributed largely to leadership. A  large number of definitions can be found in the literature. A few examples are include:

· Leadership is the art or process of influencing people so that they will strive willingly and enthusiastically toward achievement of group goals.

· Leadership is the ability of management to induce subordinates to work towards group goals with confidence and keenness.

· Leadership is the ability of a person to influence the thoughts and behaviour of others towards the accomplishment of some goals or goal.

· Getting people to move in certain directions make decisions and support paths they  would typically not have selected.

· The process of articulating visions, embodying values and creating the environment within which things can be accomplished





Leadership
· Is a process not an individual position
· Involves a relationship between a leader and followers in a given situation.
· Is a complex concept involving the leader, the followers and the
· situation
· Consists of activities and is directional.
· Is the central point around which goals are accomplished
· Initiates actions
· Integrates efforts
· Means of employee motivation
· Provides stability and balance for organizational survival and growth
· Is concerned with efficient utilization of resources




From the above discussion, one can justify that direction is the heart of management process. As we all know, the heart plays an important role in the human body as it serves the function of pumping blood to all parts of body so that life is sustained. Similarly, direction helps  subordinates to perform to the best of their abilities. Therefore, direction can be said to be the essence of management process.

Difference between leadership and management

What is the difference between management and leadership? It is a question that has been  asked more than once and also answered in different ways. The biggest difference between managers and leaders is the way they motivate the people who work or follow them, and this sets the tone for most other aspects of what they do.

Leadership and management are closely related activities but distinguishable. Leaders and managers are not different people, but can be the same individual performing both roles. Many people, by the way, are both. They have management jobs, but they realize that you cannot buy hearts, especially to follow them down a difficult path, and so act as leaders when necessary.

By definition, managers have subordinates - unless their title is honorary and given as a mark  of seniority, in which case the title is a misnomer and their power over others is other than formal authority. Managers have a position of authority vested in them by the company, and their subordinates work for them and largely do as they are told. Management style therefore is transactional, in that the manager tells the subordinate what to do, and the subordinate does this not because they are a blind robot, but because they have been promised a reward (at minimum their salary) for doing so. Managers are paid to get things done (they are  subordinates too), often within tight constraints of time and money. They, thus, naturally pass on this work focus to their subordinates.

An interesting research finding about managers is that they tend to come from stable home backgrounds and led relatively normal and comfortable lives. This leads them to be relatively risk-averse and they will seek to avoid conflict where possible. In terms of people, they generally like to run a 'happy ship'.




Leaders do not have subordinates - at least not when they are leading. Many organizational leaders do have subordinates, but only because they are also managers. But when they want to lead, they have to give up formal authoritarian control, because to lead is to have followers,  and following is always a voluntary activity.

Telling people what to do does not inspire them to follow you. You have to appeal to them, showing how following them will lead to their hearts' desire. They must want to follow you enough to stop what they are doing and perhaps walk into danger and situations that they  would not normally consider risking. Leaders with a stronger charisma find it easier to attract people to their cause. As a part of their persuasion, they typically promise transformational benefits, such that their followers will not just receive extrinsic rewards but will somehow become better people.

Although many leaders have a charismatic style to some extent, this does not require a loud personality. They are always good with people and quiet styles that give credit to others (and takes blame on themselves) are very effective at creating the loyalty that great leaders engender. Although leaders are good with people, this does not mean they are friendly with them. In order to keep the mystique of leadership, they often retain a degree of separation and aloofness. This does not mean that leaders do not pay attention to tasks - in fact they are often very achievement-focused. What they do realize, however, is the importance of enthusing others to work towards their vision.

In the same study that showed managers as risk-averse, leaders appeared as risk-seeking, although they are not blind thrill-seekers. When pursuing their vision, they consider it natural  to encounter problems and hurdles that must be overcome along the way. They are thus comfortable with risk and will see routes that others avoid as potential opportunities for advantage and will happily break rules in order to get things done.

A surprising number of these leaders had some form of handicap in their lives which they had to overcome. Some had traumatic childhoods, some had problems such as dyslexia, others  were shorter than average. This perhaps taught them the independence of mind that is needed  to go out on a limb and not worry about what others are thinking about you.









· According to Brewster (1999), leadership and management qualities are complementary. Many people lead and manage at the same time, and so may display a combination of behaviors. These characteristics may be summarized as in Table 6.1 and Table 6.2
· From the foregoing it is obvious that to increase the performance of any organization, all managers should also be good leaders.
· The goal of leadership studies and leadership training is to turn managers into leaders so that they can become better managers.
· To be effective, a leader must win the hearts and minds of the followers. This requires a guiding vision and clear idea of what is to be accomplished. Effective leaders must be able to communicate their vision. Knowing what to do, but not being able to communicate this to others can be a major drawback to effective leadership.




Table 6.1: Management vs. Leadership


	
Management characteristics


· Administers and problem-solves.
· Works within a system.
· Focuses on control.
· Short range view.
· Accepts the status quo.
· Sets things in motion by means of   methods
	
Leadership Characteristics


· Innovates- means alertness to opportunities, uses imagination and vision to capitalize on them.
· Works on the system
· Focuses on people.
· Inspires trust.






	and techniques.
· Attitude of doing.
· Transactional, authoritarian style
· Managers have subordinates
· Work focus
· Seek comfort
	· Long range view.
· Challenges the status quo.
· Is a natural unforced ability to inspire people.
· Attitude of serving
· Leaders have followers
· Charismatic, transformational style
· Seek risk



Table 6.2: Management vs. Leadership traits


	Subject
	
	Leader
	
	Manager

	Essence
	
	Change
	Stability

	Focus
	
	Leading people
	Managing work

	Have
	
	Followers
	Subordinates

	Horizon
	
	Long-term
	Short-term

	Seeks
	
	Vision
	Objectives

	Approach
	
	Sets direction
	Plans detail

	Decision
	
	Facilitates
	Makes

	Power
	
	Personal charisma
	Formal authority

	Appeal to
	
	Heart
	Head

	Energy
	
	Passion
	Control

	Culture
	
	Shapes
	Enacts

	Dynamic
	
	Proactive
	Reactive

	Persuasion
	
	Sell
	Tell

	Style
	
	Transformational
	Transactional

	Exchange
	Excitement for work
	Money for work
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	Likes
	Striving
	Action

	Wants
	Achievement
	Results

	Risk
	Takes
	Minimizes

	Rules
	Breaks
	Makes

	Conflict
	Uses
	Avoids

	Direction
	New roads
	Existing roads

	Truth
	Seeks
	Establishes

	Concern
	What is right
	Being right

	Credit
	Gives
	Takes

	Blame
	Takes
	Blames



Types of leaders and power


Writers have identified various types of leaders.


Charismatic Leaders – These are those whose influence is derived from the  personality
e.g. Napoleon, Kenyatta, Billy Graham, Nelson Mandela, Desmond Tutu etc. This type resides only in a few people and cannot be acquired by training – it is natural.

Traditional Leaders –These are those whose position is assured by birth e.g. Kings, Queens, tribal chieftains etc. It is limited and not applicable to workplaces except in family businesses.

Situational Leaders -Their influence is effective by being in the right place at the right time – It is impromptu and temporary eg. One who steps to direct traffic in a jam.

Appointed Leaders –Refers to those whose influence arises from position e.g. manager and supervisors. It is a bureaucratic type of leadership where legitimate power comes from the position in the hierarchy.
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Functional Leaders – Are those whose influence comes from the work done rather than position such as experts.

The concepts of leadership and power are closely related. Power is the capacity to influence others through the control of instruments of reward and punishment – which can be tangible or intangible. Sources of Power are:

(vi) Legitimate power – derived from the position e.g. kingship, managerial
(vii) Reward Power – derived from control of resources e.g. promotion, recommendation, training etc
(viii) Referent power– derived from association with powerful people
(ix) Coercive power – uses the ability to force other people to act against their wishes through the fear of punishment.
(x) Expert power – derived from the possession of expert knowledge or information that others need but have no alternative access.
Importance of leadership


Leadership is important as it can make a difference to organizational performance. Leadership provides the spark that can raise morale of employees.  Peter F. Drucker  noted that:
“Leadership is a human characteristic which lifts a person‟s vision to highest heights, raises performance to higher standards and builds personality beyond its normal situations”.
Leadership can be said to be important in the following ways:
1) Leaders not only guide, but provide a psychological shield to their followers (Managers – employees) as the average person prefers to be led by an efficient and effective leader. The presence of a leader (manager), makes followers (subordinates) behaviour consistent, and raises morale, thus high quality of work.






2) Creates and sustains teamwork and groups. The will to work and accomplish a task is triggered by effective leadership. Usually without leadership, a group disintegrates, destroys its team spirit and fritters away its energy. Leadership inspires and motivates the group.

3) Leaders are role models who set examples.


4) Leaders create confidence in workers.


5) Promotes morale which leads to high productivity and organizational stability.


6) Maintains unity and cohesiveness of the group.


7) Maintains discipline of the group and among group members.


Theoretical approaches to leadership studies
In the recent literature of leadership (that is over the last 80 years or so) there have been four main ‗generations‘ of leadership theory:
· Trait theories
· Behaviourist theories
· Situational theories
· Transformational theories
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