The Nature and Importance of Leadership
The Meaning of Leadership
Leadership: The ability to inspire confidence and support among the people who are needed to achieve organizational goals.
-Leadership is needed at all levels in an organization and can be practiced to some extent even by a person not assigned to a formal leadership position.
-Change needs to come about from leaders at lower levels, rather than relying exclusively on leadership from the top.

Leadership as Partnership
Partnership: A long-term relationship in which the leader and the group members are connected in such a way that the power between them is approximately balanced.
-Partnership occurs when control shifts from the leader to the group member, in a move way from authoritarianism and toward shared decision making.
-Four things are necessary for a valid partnership to exist:
	1. Exchange of purpose
-Every worker at every value is responsible for defining vision and value.
	2. A right to say no
-The belief that people who express a contrary opinion will be punished runs contrary to a partnership
-Lose argument, but not a voice
	3. Joint accountability
		-Each person is responsible for outcomes and the current situation.
-each person takes personal accountability for the success and failure of the organizational unit.


	4. Absolute Honesty
-When power is distributed, people are more likely to tell the truth because they feel less vulnerable.

-Empowerment and team building support the idea of partnership.
-Looking at leadership as a partnership is also important because it is linked to an optimistic view of group members who want to perform well for the good of the organization.

Leadership as a Relationship
-“Leadership isn’t something you do to people. It’s something you do with them.” 							- Ken Blanchard
-Research indicates that having good relationships with group members is a major success factor for the three top positions in large organizations.
-The web of people is more important than the web of technology.



Leadership versus Management
-Leading is a major part of a manager’s job, yet a manager must also plan, organize, and control
-Leadership deals with the interpersonal aspects of a manager’s job, whereas planning, organizing, and controlling deal with the administrative aspects.
-Leadership deals with change, inspiration, motivation, and influence
-Without being led as well as managed, organizations face the threat of extinction. (John P. Kotter)

Distinctions between management and leadership
	Management
	Leadership

	-Order, consistency, predictability
-Produce a degree of predictability and order.
-Implements Vision
	-Change and adaptability to new products, markets, competitors, customers and work processes
-Having a vision of what the organizations can become and mobilizing people to accomplish it
-Requires eliciting cooperation and teamwork from a large network of people and keeping the key people in that network motivated by using every manner of persuasion.
-Produces change, often to a dramatic degree
-Creates Vision



-Effective leaders have to be good managers themselves, or be supported by effective managers.

The Impact of Leadership On Organizational Performance
Research and Opinion: Leadership Does Make Difference
-The results of the study disclosed that:
	(1) Transactional leadership was not significantly related to performance.
	(2) Charismatic leadership showed a slight positive relationship with performance
(3) When the environment is uncertain, charismatic leadership is more strongly related to performance
-The choice of a CEO leader is as important as the choice of whether to remain in the same industry or enter a different one.
-An analysis of the franchise industry points to the importance of leadership; the report noted that it can be difficult to pinpoint a specific formula for franchise success, yet conversations with successful franchise operators emphasized the importance of enthusiasm, leadership, and an ability to work with people.
-An overview of research on managerial succession over a recent 20-year period provides more support for the idea that leadership has an impact of organizational performance.
-Statistical analyses suggest that the leader might be responsible for somewhere between 15 percent and 45 percent of a firm’s performance.
-In addition to tangible evidence that leadership makes a difference, the perception of these difference s also meaningful.
-An understanding of these perceptions derives from attribution theory.
Attribution Theory: The theory of how we explain the causes of events
-Gary Yukl explains that organizations are complex social systems of patterned interactions among people.
-In their efforts to understand and simplify organizational events, people interpret these events in simple human terms.
-One especially strong and prevalent approach is to attribute causality to leaders, which are viewed as heroes and heroines who determines the fates of their organizations.
-Most organizational successes are attributed to heroic leaders- according to attribution theory.

Research and Opinion: Formal Leadership Does Not Make a Difference
-The three major arguments against the importance of leadership are substitutes for leadership, leadership irrelevance, and complexity theory
Substitutes for Leadership
-At times competent leadership is not necessary, and incompetent leadership can be counterbalanced by certain factors in the work situation.
-Under these circumstances, leadership itself is of little consequence to the performance and satisfaction of team members.
-According to this viewpoint, many organizations have substitutes for leadership.
Substitutes for Leadership: Factors in the work environment that provide guidance and incentives to perform, making the leader’s role almost superfluous.
Substitutes for Ledaership
Closely Knit teams of highly trained individuals
-When members of a cohesive, highly trained group are focused on a goal, they may require almost no leadership to accomplish their task.
EX) Air Traffic Controllers (do not need leaders)
Intrinsic Satisfaction
-Employees who are engaged in work they find strongly self-motivating, or intrinsically satisfying, require a minimum of leadership.
-Part of the reason is that the task itself grabs the worker’s attention and energy.
	EX) Information Technology Firms
Computer Technology
-Some companies today use computer-aided monitoring and computer networking to take over many of the supervisor’s leadership functions.
-The computer provides productivity, quality data, directions for certain tasks, error detection, goal setting, etc.
Professional Norms
-Workers who incorporate strong professional norms often require a minimum of supervision and leadership
EX) Certified Professional Accountants

Leadership Irrelevance
-According to the theorizing of Jeffrey Pfeffer, leadership is irrelevant to most organizational outcomes. Rather, it is the situation that must be carefully analyzed.
-Pfeffer argues that factors outside the leader’s control have a larger impact on business outcomes than do leadership actions.
-Another aspect of the leader irrelevance argument is that high-level leaders have unilateral control over only a few resources. Furthermore, the leader’s control of these resources is limited by obligations to stakeholders like consumers and stockholders.
-Jim Collins, doubts the relevance of leadership; according to his earlier research corporate leaders are slaves of much of ribbons inside a coach and imagining they are driving the horse. It is not the leader’s personality that makes a difference; more important is the organization’s personality.
-Another argument for leadership irrelevance is that in the modern organization effective leadership means widespread collaboration in obtaining ideas, rather than the heroic leader doing all the innovating.
-Instead of centralizing leadership in the hands of a few, authority and power are shared, and people lead themselves

Complexity Theory
-A theory which holds that organizations are complex systems that cannot be explained by the usual rules of nature.
-Leaders and managers can do little to alter the course of the complex organizational system.
-Forces outside the leader or manager’s control determine a company’s fate.
-Managers cannot predict which business strategies of product mixes will survive.
-The best they can hope for is to scramble or innovate in order to adapt to outside forces. Ultimately all companies will die but at different times because it is the system not leadership and management, that dominates.
-Instead of asking if leaders make a difference, we should be asking under what conditions leaders make a difference (J. Richard Hackman and Ruth Wageman)

Leadership Roles
-A role is an expected set of activities or behaviours stemming from one’s job.

Nine Roles that can be classified as part of the leadership function of management (Read Page 118-119)

1. Figurehead
-Leaders, particularly high-ranking managers, spend some part of their time engaging in ceremonial activities or acting as a figurehead.
2. Spokesperson
-When a manger acts as spokesperson, the emphasis is on answering letters or inquiries and formally reporting to individuals and groups outside the manager’s direct organizational unit. 


3. Negotiator
-Part of almost any manager’s job description is trying to make deals with others for needed resources
4. Coach and Motivator
-An effective leader takes the time to coach and motivate team members, and sometimes to inspire large groups of people inside the organization.
   5. Team Builder
	-A key aspect of a leader’s role is to build an effective team
   6. Team Player
	-Related to the team-builder role is that of the team player
   7. Technical Problem Solver
-It is particularly important for supervisors and middle managers to help team members solve technical problems
   8. Entrepreneur
-Although not self-employed, managers who work in large organizations have some responsibility for suggesting innovative ideas or furthering the business aspects of the firm.
   9. Strategic Planner
-Top-level managers engage in strategic planning, usually assisted by input from others throughout the organization.
-Carrying out the strategic-planner role enables the manager to practice strategic leadership

-A common thread in the leadership roles of a manger is that the managerial leader in some way inspires or influences others.
-An analysis in the Harvard Business Review concluded that the most basic role for corporate leaders is to release the human spirit that makes initiative, creativity and entrepreneurship possible
-An important practical implication is that managers at every level can exercise leadership.

The Satisfactions and Frustrations of Being a Leader
Satisfaction of Leaders
1. A feeling of power and prestige
-Being a leader automatically grants you some power
-Prestige Forthcoming
   2. A chance to help others grow and develop
-Part of a leader’s job is to help other people become managers and leaders.
-A leader often feels as much of a “people helper” as does a human resource manager or a counselor.
   3. High Income
   4. Respect and Status
   5. Good opportunities for advancement
-Obtaining a leadership position is a vital first step for career advancement in many organizations

   6. A feeling of “being in on” things
	-You receive more inside information
   7. An opportunity to control money and other resources
-A leader is often in the position of helping to prepare a department budget and authorize expenses.

Dissatisfactions and Frustrations of Leaders
1. Too much uncompensated overtime
2. Too many “headaches”
-A leader is subject to a batch of problems involving people and things
-Many people find that a leadership position is a source of stress, and many managers experience burnout
3. Facing a perform-or-perish mentality
-Many leaders face an enormous amount of pressure to either perform or be fired.
4. Not enough authority to carry out responsibility
-People in managerial positions complain repeatedly that they are held responsible for things over which they have little control
5. Loneliness
-Leadership limits the number of people in whom you can confide.
6. Too many problems involving people
-A major frustration facing a leader is the number of human resource problems requiring action.
-The lower your leadership position, the more such problems you face
7. Too much organizational politics
-People at all levels of an organization, from the office assistant to the chairperson of the board, must be aware of political factors.
-As a leader you have to engage in political byplay from three directions: below, sideways, and upward.
-Another troublesome aspect of organizational politics is that there are people lurking to take you out of the game particularly if you are changing the status quo.
-Backstabbers
8. The pursuit of conflicting goals
-The central theme of these dilemmas is attempting to grant others the authority to act independently, yet still getting them aligned or pulling together for a common purpose
9. Being perceived as unethical, especially if you are a corporate executive
-The many corporate financial scandals made public in recent years have led to extreme perceptions that CEOs, in particular, are dishonest, unethical, and almost criminal in their behaviour.






A Framework for Understanding Leadership
L = f (l, gm, s)
-The formula means that the leadership process is a function of the leader, group members, and other situational variables.
-Bruce J. Avolio emphasizes that leadership is a function of both the leader and the led and the complexity of the context (setting and environment)
-Leadership does not exist in the abstract but takes into account factors related to the leader, the person or persons being led, and a variety of forces in the environment.
-Read Figure 1-2 on Page 125.
-Leadership can best be understood by examining its key variables: leader characteristics and traits, leader behaviour and style, group member characteristics, and the internal and external environment
Leadership Effectiveness: refers to attaining desirable outcomes such as productivity, quality, and satisfaction in a given situation.
-Leader Characteristics and traits refers to the inner qualities, such as self-confidence and problem-solving ability, that help a leader function effectively in many situations
-Leader behaviour and style refers to the activities engaged in by the leader, including his or her characteristic approach, that relate to his or her effectiveness
-Group member characteristics refer to attributes of the group members that could have a bearing on how effective the leadership attempt will be.
-Internal and external environment also influences leadership effectiveness. A leader in a culturally diverse environment, for example, will need to have multicultural skills to be effective.

Skills Development in Leadership
1. Conceptual Information and behavioural guidelines
2. Conceptual information demonstrated by examples and brief descriptions of leaders in action
3. Experiential exercises
4. Feedback on skill utilization, or performance from others
5. Practice in natural settings

Followership: Being An Effective Group Member
-To be an effective leader, one needs good followers. Leaders cannot exist without followers.
-Leaders are also followers and followers also exhibit leadership
-Each boss is also a subordinate, such as a team leader reporting to a middle manager. And each subordinate will often carry out a leadership role such as heading up a short-term project – or even organizing this year’s holiday party.

Types of Followers
1. Isolates
-Completely detached, and passively support the status quo by not taking action to bring about changes.

-Do not care much about their leaders, and just do their job without taking an interest in the overall organization
2. Bystanders
-Free riders who are typically detached when it fits their self-interests.
-have low internal motivation, so the leader has to work hard to find the right motivators to spark the bystander into action
3. Participants
-Show enough engagement to invest some of their own time and money to make a difference such as taking it on their own to learn new technology that would help the group
-Are sometimes for, sometimes against, the leader and the company
4. Activists
-Considerably engaged, heavily invested in people and processes, and eager to demonstrate their support or opposition.
-Feel strongly, either positively or negatively about their leader and the organization and act accordingly.
-might be enthusiastic about reaching company goals, or so convinced that the company is doing the wrong thing that he or she blows the whistle (reports the company to an outside agency)
5. Diehards
-Super-engaged to the point that they are willing to go down for their own cause or willing to oust the leader if they feel he or she is headed in the wrong direction.
-Can be an asset or a liability to the leader.
-Have even stronger tendency to be whistleblowers than do activists.

Essential Qualities of Effective Followers
1. Self-management
-The key to being a good follower is to think for oneself and to work well without close supervision.
2. Commitment
-Effective followers are committed to something beyond themselves, be it a cause product department organization, idea, or value.
3. Competence and focus
-Effective followers build their competence and focus their efforts for maximum impact.
-Competence centers on mastering skills that will be useful to the organization.
-Less effective group members rarely take the initiative to engage in training and development
4. Courage
-Effective followers establish themselves as independent critical thinkers and fight for what they believe is right.




-Another way of framing the qualities of effective followers is to say that such followers display the personal characteristics and qualities of leaders
-Interventions such as coaching, empowerment, supportive communication, and frequent feedback would support effective followership.

Collaboration Between Leaders and Followers
-A key role for followers is to collaborate with leaders in achieving organizational goals.
-The postbureaucratic organization (a type of organization that came after the bureaucratic era, such as team-based organizations) requires a new kind of alliance between leaders and the led.
-When high-level leaders do not make all of the decisions but solicit input from knowledgeable group members, leaders and followers work together more closely.
-The new leader and the led are close allies. Great leaders are made by great groups’ every organizational member needs to contribute energy and talent to help leaders carry out their roles successfully.
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