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Leadership


6.1 Leadership as a contingency approach

A common view today is that a contingency approach is best. That is, the effective leaders assess all the variables presented in a given situation, the nature of the work, the people, etc, and then provide the appropriate leadership. 

It is generally accepted that leaders have four core sources of power and influence available to them. These are: 

1. Formal (or legitimate) power: This comes from being appointed by the organisation into a leadership position (ie as a manager). Cultural norms tend to reinforce the view that a manager has the right to lead subordinates. 

2. Expertise power: This sort of power comes from having knowledge, skills and expertise which are regarded as important by the leader's followers. With a formal leader, this expertise is usually associated with goal achievement. 

3. Reward/punishment power: This comes from the leader having the ability to reward and punish followers (ie they have influence over pay, promotion and recognition of followers). 

4. Personality power: Many personal characteristics come into this category. If a leader is liked and respected by subordinates and peers, he or she will have more influence over them. This is sometimes called the power of charisma. A charismatic leader is one who inspires his or her subordinates to achieve goals, essentially through force of personality. 

6.2 Transformational leadership

Several management theorists have drawn a distinction between transactional leadership and transformational leadership.

Transactional leaders motivate employees to perform at expected levels by helping them recognise task responsibilities, identify goals, acquire confidence about meeting desired performance levels and understand how their needs and the rewards that they desire are linked to goal achievement. 

Transformational leaders, in contrast, motivate individuals to perform beyond normal expectations by inspiring subordinates to focus on broader missions that transcend their own immediate self-interests; to concentrate on intrinsic, higher level goals (such as achievement and self-actualisation, in Maslow's terms) rather than extrinsic, lower level goals (such as safety and security); and to have confidence in their abilities to achieve the extraordinary missions articulated by the leader. 

According to Bass an American leadership expert, there are three characteristics of a leader that are particularly important to transformational leadership: 

1. charisma; 

2. individualised consideration; and 

3. intellectual stimulation.

Charisma

Charisma involves the leader's ability to: 

· arouse enthusiasm, inspire pride, faith and respect; 

· recognise what really is important; and 

· articulate effectively a sense of mission or vision that inspires followers.

Early researchers visualised charisma as an inborn personality trait. However, more recent research suggests that whether or not a leader is charismatic seems to depend on the eye of the followers. The most recent research efforts have aimed at understanding the leader's behaviours that prompt followers to identify a leader as having charisma. These results suggest that such leaders: 

· strive to change the status quo; 

· project future goals that are idealised visions very different from current conditions; 

· behave in ways that are somewhat unconventional and counter to existing norms; 

· rely heavily on personality and expert power; and 

· attempt to get others to share a radical vision of change.

Non-charismatic leaders are more likely to: 

· maintain the status quo; 

· project future goals closely related to current conditions; 

· behave generally in conventional ways that conform to existing norms; 

· utilise several power bases (mainly legitimate, personality, reward and expert); and 

· expect others to share their views.

Individualised consideration

Individualised consideration involves: 

· delegating projects to help develop each follower's capabilities; 

· paying personal attention to each follower's needs; and 

· treating each follower as an individual worthy of respect.

Transformational leaders consciously or unconsciously serve as role models in their efforts to help employees develop. They frequently act as mentors to more junior managers. They engage in MBWA (ie management by walking around) to facilitate easy and regular communication, while at the same time influencing the culture of the organisation. 

On the whole, transformational leaders are likely to be more proactive than reactive in their thinking, more creative and innovative and less inhibited in their search for solutions. 

identified the following characteristics of transformational leaders: 

1. They identify themselves as change agents
a. These leaders' professional and personal agendas are to make a difference and transform the organisation (or a part of it) for which they have assumed responsibility. They are skilled “professional'' managers who have had to grow into transformational leaders. 

2. They are courageous individuals
a. “Prudent risk takers'' is an appropriate description here! This means being able to take a stand, being able to take risks, and to stand against the status quo in the larger interests of the organisation. There is both an intellectual and an emotional component to courageous behaviour. Intellectually, the leader must be able to confront reality even if it is painful; emotionally the leader must be able to reveal the truth to others who may not want to hear it. Such leaders need healthy egos and need to be emotionally robust. 

3. They believe in people
a. These leaders are sensitive to the needs of other people. They have a set of principles for dealing with motivation, emotion, pain, trust and loyalty. They work towards getting commitment from others. Ultimately such leaders act as a coach, a cheerleader and counsellor to build the team. They empower others to make things happen. 

4. They are value driven
a. Transformational leaders have a set of core values which they freely articulate. More importantly, their behaviour supports their values. They know where they are going and they know how to act along the way. 

5. They are lifelong learners
a. Transformational leaders never stop learning. They learn from their mistakes, they spend time being self-reflective and are willing to change. This is an important basic condition necessary for their own self-renewal which makes them able to play a self-renewal leadership role. Through this ability for self-analysis and personal commitment comes the energy for continual change. 

6. They have an ability to deal with complex ambiguity and uncertainty
a. They are able to discipline their thinking in order to build models or theory, develop principles, examine assumptions and ``what if?'' scenarios. Many leaders suggest that the disciplined thinking that went with formal (ie tertiary) education helped them to deal with complex problems that need to be structured. 

7. They are visionaries
a. Such leaders can dream and translate their dreams and images so that others can share them. The ability to empathise is also important, so that the leader can understand how people feel and how certain actions will affect other people. 

6.3 Change champions

Leaders need to be open to new ideas and to be willing to champion a cause (whether it be their own or someone else's) to make it happen. 

Research shows that every organisation has its champions — ie people who have special attributes that give them some outstanding quality. Perhaps it is a salesperson who could sell anything to anybody, an ideas person who comes up with lateral solutions or maybe a team leader who can motivate all those who work with him or her. 

However, when an organisation is going through a change process it needs champions who possess a special mix of qualities that will push the change along smoothly. It needs ``change champions'' who have the ability to overcome the resistance of others, together with the skills to handle the mechanics of the change process. 

Change champions might be managers, consultants, technical specialists or project leaders. Not every organisation will have the right change champions in the right areas. But that does not mean that they might as well give up before they get started. There are other solutions, for instance: 

· employing outside consultants with the appropriate skills; 

· designing recruitment and selection criteria to focus on the required attributes; and 

· putting together change teams or work groups, in which the various attributes of the members come together to give the required mix.

6.4 Role models

Leaders must also be role models: they must not only be transformational leaders but act like them. Leaders not only talk about their vision, the direction the organisation is taking, but they live it day by day. They articulate and infuse the core values of the organisation by their daily activities — ie continually reinforcing the direction they are taking and how they are going to get there. 

6.5 Mentors

Leaders must be willing to take a special interest in, and act as a mentor to, some younger, less experienced managers and leaders. The relationship between the mentor and his or her student can be formal (ie part of the formal organisational policy) or informal (ie a private arrangement between individuals). Generally, a mentor provides information, advice and mutual support for a junior person over an extended period, and there is usually an emotional commitment on both sides. 

Leaders who provide this additional support to other managers can greatly assist them in reaching more senior levels where they can be influential in providing direction and become the next generation of leaders. 

6.6 Gaining commitment

Effective leaders know that a vision will never just happen; there has to be commitment from those involved, and it is critical that the leader gains that commitment. An effective way to achieve this is to involve staff in local workplace issues and hand over some ownership, ie to empower others. Effective leaders make people feel that they are at the very heart of things, not at the periphery. 

As well as gaining commitment, many organisations have found that involving staff in work-based problem-solving sessions pays dividends in terms of the high-quality solutions that come up. If the leader provides appropriate information about resources, limitations, etc, sets a clear direction and builds in his or her commitment to the implementation of staff suggestions, then often very high-quality solutions to problems occur. 

6.7 Maintaining momentum

Having a vision and moving towards it step by step is what change is all about. But inevitably it takes time. Sometimes people's enthusiasm or commitment drops off, or people succumb to the temptation to stop and rest on their laurels. However, change is ongoing so leaders must always be looking to the future. 

In maintaining the momentum of a specific change activity or generally keeping people focused on the vision, a leader must always look to the future and: 

· plan a phase-by-phase strategy so that progress can easily be measured and the vision is always clear; 

· accept the need to adapt the goals to changing circumstances as required; 

· set new targets when old ones are achieved; and 

· not allow the organisation to rest on its laurels, but to continually strive for new successes.


Over time, this fosters a ``change mentality'' which makes maintaining momentum easier. 

Characteristics of effective change leadership

Leaders fulfil two important functions in change management: 

· they guide their organisations through periods of environmental instability by providing a credible and engaging vision for the future; and 

· they generate energy and enthusiasm for change which helps to overcome inertia and resistance.


Bennis suggests that effective leaders take charge without taking control. He highlights four cornerstones for effective leadership: 

1. Constancy: Whatever surprises leaders themselves may face, they should not create any for the group. Leaders stay the course. 

2. Congruity: Leaders walk their talk. There should be no gap between the theories they espouse and the ones they practise. 

3. Reliability: Leaders are there when it counts, they are ready to support their co-workers in the moments that matter. 

4. Integrity: Leaders honour their commitments and promises.

Research has shown that effective leaders managing in turbulent environments tend to demonstrate four characteristics. These are not mutually exclusive, but stand out as being common attributes. 

1. Helicopter thinker
As its name suggests, a helicopter thinker is one who can quickly and easily move to the different levels of thought and action required in a change process. The two main levels are: 

· the broad strategic level: once the change has been visualised, there needs to be a master plan, a broad strategy, of how it is going to be achieved; and 

· the specific tactical level: tactics deal with the detail and the procedures; it is the operations or the nuts and bolts of how it is all going to come together and sometimes it might require a hands-on approach.

A good leader is both a strategist and a tactician. In managing change, he or she has the ability to deal with the big picture as well as the small pieces that make up the jigsaw puzzle. But even that is not enough. Most importantly, good leaders know when and how to alter their focus so that they deal appropriately at the right level at the right time. They can ``helicopter'' up or down and know at which level to intervene in any given situation. 

2. High energy
Leaders in a turbulent environment need a high, sustainable energy level for two reasons: 

· so they personally can keep up with the pace of change and the demands imposed upon them; and 

· so they can empower and enthuse those around them.

On the personal level, they need the stamina and the energy to fuel a range of other related attributes that most change champions possess. These include: 

· enthusiasm for the vision and an ability to pass that enthusiasm on to others — this is often communicated through body language; 

· commitment: a firm belief that the vision is appropriate together with the dedication to see it through; 

· perseverance: the tenacity required when there is a high level of resistance or barriers and obstacles in the path to success; the ability to stick to it when others are saying ``no'' or ``maybe'' and to turn their reactions into a clear ``yes''; 

· openness: being available, open and visible to staff who need assistance and support; and 

· flexibility: being able to change strategies and goals when appropriate in response to the internal and external environment.

3. Pragmatism
This means being able to decide what is important or significant and then acting accordingly. Leaders have to be able to make the right decisions; the decisions that (taking the consequences into account) must be made for the realisation of the vision. Sometimes this can involve loss and pain for others; it can mean making hard decisions. 

Leaders must be emotionally resilient. They need to accept that sometimes they will not be liked. Good leaders, when managing change, are able to tell it like it is, they do not avoid the hard tasks. They accept the fact that there will be times when they have to operate in a hostile environment. They also accept the need to keep staff informed of the bad news as well as the good. 

4. Visionary leadership
Few staff feel the desire to do what management wants simply because management wants it. That is why visionary leadership is so important to a successful change process. It is a style of leadership that will persuade staff at all levels to head in the right direction. 

Visionary leaders have a number of qualities. These include the ability to: 

· create meaning: unless the proposed change has some meaning for them, staff will resist and block what is happening. Visionary leaders pitch their messages at the right level and make sure that staff can visualise what the change will mean to them and feel that they have a role in this future vision; 

· communicate effectively: visionary leaders do not send out memos, letters and directives outlining strategies and tactics. They ``share'' their vision and capture people's imagination with their words, pictures, anecdotes and vivid speech, and they are often charismatic; and 

· model the right behaviours: visionary leaders do not say ``do it'' — they show the way. Everything they say and do reinforces the vision, and they lead by example.

Summary:


Leadership is regarded as fundamental to organisations because of the important influence it has on the level and quality of organisational performance.


Leadership depends upon the individual, the task to be done and the environmental or situational conditions which apply at the time. Although it is strongly influenced by personality, it is also achieved by specific behaviour, including the following: 


establishment of policies; 


decision-making; 


clarifying objectives and providing information and feedback on results; 


risk-taking (including decisions affecting money, people, time and other resources); 


innovation and problem-solving; 


interpersonal skills, including listening skills and providing emotional support to employees when required; and 


encouragement of employees by creating and maintaining enthusiasm and teamwork.





Note that employees generally accept leadership only to the extent that it meets their needs and helps them reach their goals. It is therefore a function of employees' (and other stakeholders') own perceptions of their needs for leadership. This means that different styles of leadership are appropriate for different situations, also bearing in mind that the organisation's operating environment will usually be constantly changing.


Formal leaders are those individuals who are considered leaders by virtue of their position in the organisational hierarchy. Informal leaders are those individuals whose formal organisational roles would not normally be considered leadership roles, but who informally fulfil a leadership function.








