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CHAPTER 5

Leadership and Leader Development

WEN)IN DAl AND ALEX TYMON

LEARNING OUTCOMES

After reading this chapter, you should be able to:

= explain the difference between the terms ‘management’, ‘leader’ and ‘leadership’

« identify the significance of leaders and leadership in a variety of organisational contexts

+ understand some traditional and emerging theoretical approaches to the study of leaders and
teadership

* specify the importance and challenges of leader and ieadership development

= critique approaches to leader and leadership development

= apply this knowledge to the work of the HR professional.

In Part 3 of this book, we focus on specific themes within the area of leading, managing

and developing people. One might readily imagine that the concept of leadership will be |‘

pivotal in its own right and, furthermore, an important underpinning for subsequent

topics; for example, the management of change covered in Chapter 6. The purpose of this

chapter is to introduce the main theoretical approaches to the study of organisational I

leadership, and to provide an awareness of the strengths and shortcomings of these ‘

approaches. One such potential strength lies in the relevance of such approaches in a |

variety of work contexts, and we will stress that when we consider leadership, one size |

does not fit all. We also briefly outline current contributions to leadership understanding

from academic research. Thinking on leadership moves apace and new contributions ['

reflect the inherently dynamic nature of the topic area and also point to ‘direction of '

travel” and, therefore, possible future developments. '
The chapter begins with a discussion of the terms ‘management’ and ‘leadership’ as

they impact on both the strategic purpose and direction of an organisation. We present

several influential approaches to the study of leadership, identifying both traditional, and |

emerging, approaches. We will not only summarise the approaches but also discuss them

with the aim of providing a critical awareness of their implications. Then we move to a

discussion of the leadership development challenge, highlighting common issues, some of .

their potential causes and suggestions for improvement. Throughout the chapter links are |

made between organisational leadership in general, leadership development and the role

of the HR professional in particular.
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5,2 INTRODUCTION
This chapter focuses on leadership and leadership development in a business or
organisation context, and their important roles in both devising and implementing
organisational strategy. It considers how existing theories and frameworks help to address
the questions of what is leadership, what could be identified as good or bad leadership,
and how to improve the understandings of leadership development in a business or a
working environment. As we noted in previous editions of this book, the notion of
leadership has provided an enduring fascination; not only to academics such as
psychologists and political or social scientists, but also to journalists, biographers, authors,
dramatists and film-makers, for whom it provides a rich source of material both factual
and fictional. We believe this still to be the case. Understanding leadership ~ the starting
point of our chapter — can be legitimately regarded as one of the most important yet
highly debated areas in organisation studies.

@ REFLECTIVE ACTIVITY 5.1

Bafore we delve Into the academic literatire on leadership, it may be helpful to review your own
views on the tapic throagh consideration of some prominent business leaders, for instance,
Sarah Willingham (of TV's Dragons’ Den), Latry Page (Google), Yun {Jack) Ma (Alibaba) and
Martin Winterkom (ex VWi, Conduct brief research into your chosen leaders’ business careers.

Can you identify common {raits among these leaders? What style of leadership do you
associate with these people?

Have they always been successful and brought positive influences?

5.3 UNDERSTANDING LEADERSHIF

Leadership is a word that people come across every day, yet many find it difficult to
define; often it means different things to different people. For some, leadership is mostly
about the ‘leaders™ the very few people who arguably have the most influence over others.
Hence, studying leadership is focusing on that particular group of individuals - their
personalities, traits, emotions, and more importantly, how to become one of them.
However, some argue this perspective ignores the influence of followers who surround
and support the leader, even come up with the ideas and follow them through thick and
thin. In this perspective leadership is regarded as relationships between leaders and their
equally important followers. Among the numerous definitions of leadership, most
incorporate the idea that it involves achieving outcomes through the efforts of others
(Yukl 2012). This stresses one of the simplest and most classic definitions that leadership
is having followers, as leaders cannot be leaders without followers (Grint 2010).

Some criticise these traditional distinctions between leaders and followers and consider
them as interchangeable roles rather than particular groups of people (Jackson and Parry
2011). Other current debates in the area include that leadership does not have to appear
powerful or remain positive. The destructive and dark sides of leadership have realistic
implications that many people experience every day. The blurring of the line between
leadership and management in twenty-first century organisations is also topical. What
practitioners and academics would agree upon is the contested and clusive nature of
leadership. Nevertheless, these perspectives have made this subject open for continual and
critical dialogues, and thus more appealing.

Leadership has received a great deal of interest in recent decades, particularly whe

regarded as a distinctive aspect compared to management. In 1977,’ Abraham ZYaleznilIi
challenged the traditional view of management which focused on organisational structure
and coqtrol. He argues that inspiration, vision and human passion are the essential
leadership elements that drive great successes in organisations, but were omitted in the

traditional view. Subsequently he claims there are fund i
tal d
managers and leaders (see Table 5.1). e Hlerences. between

_ .Managers ' Leaders

ZV}:at they [ Eml?r_ace précess, seek Tolerate chaos and lack of
0? stability and control, eager structure, want to understand

o rfe'sol\)fg. pro.!).lemre qmckly i issues more fully before resolution
th; are - Rational, persistent, Creative thinker-s:,l in ﬁorﬁ;ﬂonvvﬁth 1
they? . ._tqlerant problem-solvers artists and scientists
iI;I?ow they do Ta.kt? an impersonal, Take a ‘l:)érséﬁéll, active outlook.

? passive outlook. Negotiate Shape ideas, alter expectations, set
and coerce, balance. company direction, develop fresh
opposing views, design approaches to problems, seek risk
compromise, limit choices, | when opportunities appear

. avoid risk promising
i\i\?fhy they do To fee'l part of the To feel apaﬁ from the organisaﬁdn.
¢ ; otganisation. Pferpetuating Hope to profoundly alter human
_ fmd. strengthening existing and economic relationships
- institutions
Rt(zation with [ Minima] emotional Relate to others djrect—ly, mtultwe]y,
others mvo]\‘rement. Subordinates empathetically, Subordinates ‘love’
perceive them as or ‘hate’ them. Relations appear
mscxtutable., detached and intense, turbulent, disorganised and
- manipulative. unanticipated

Source: Adaﬁted from Zaleznik (‘1977, .1992)”

These distinctions project negative and positive implications on to m
Managers seem to be handling tasks and resolvinI; problems in th;?agsjnagmrinﬁigz:;
every'd:_iy life, whereas leaders are positioned to be a group of people arguably full of
f:reatmty and excitement which subordinates either ‘love’ or *hate’. In John Kotter): s article
What leaders really do’, he argued that ‘leadership is different from management, but not
for the reasons most people think. Leadership isn’t mystical and mysterious ’ Nor is
leadership necessarily better than management or a replacement for it (1990 103)
Instead h.e argues leadership complements management: good management brin ,s I()err;‘r
and consistency while leadership is about coping with change and producing cor?tinuous
change in our volatile world - so the real challenge in organisations is to balance stron.
ieajersl}:;p ax:id good management (1990, 1999). Fundamentally the lines betweex%
eadership and management are increasin i i i
ide;;ify wh';:ther this 1% the manager’s or thg?;a})dlggej%b?kt e
e tendency to describe managers and leaders as two types o
sometimes, as it would be rather difficult to be a manager \txyv'ipthcmtf foe;il:ml; mﬁ?hbcil:;r Lnf:i
a leader withc‘)ut bringing back order and consistency. As Gosling and Mintzberg (g2(;03
p54) argue: ‘the separation of management from leadership is dangerous. Just a;
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management without leadership encourages an uninspired style, which deadens activities,
leadership without management encourages a disconnected style, which promotes hubris.’
Therefore it is important to understand the differences, also the underlying and
inseparable connections between management and leadership.

5.4 LEAD :RSHIP AND MANAGING PEOPLE =
There has been a revival of interest in the concept and application of leadership in recent
years. Two decades ago, ambitious candidates for top-flight jobs in the world of business
and public affairs might have enrolled on programmes to become Masters of Business
Administration or to take diplomas in management studies. Today there is a burgeoning
market in postgraduate degrees such as leadership studies, or business development and
leadership. So an initial question to consider is why there is such renewed interest in the
field of leadership, and how this could help us to understand modern organisations and
organising processes. Perhaps part of the answer is to do with changing patterns of
organisational life and similar changes in social expectations within the working
environment.

Traditional organisations with strongly hierarchical structures are becoming rarer, and
newer forms of both commercial and public sector organisations tend to be more flexible
and task- or client-focused. What Handy (1976) described as ‘matrix’ organisations are
generally considered to be more effective in a highly fluid commercial or operating
environment; and the ‘shamrock’ style of organisation {Handy 1989) charts the move
towards further operational flexibility. This type of organisational flexibility was also
described by Atkinson (1984) in his model of the flexible firm, which disaggregates
different organisational requirements and builds in 2 further form of organisational
flexibility by outsourcing or subcontracting a number of its activities. This kind of
articulated organisational structure works against the maintenance of strong hierarchies
based around position (or legitimate) power (Mullins 2013), and often requires individual
managers to exercise a different form of authority from that conferred simply by virtue of
status or rank. Similarly, wider social attitudes towards authority have changed and, as in
other walks of life, people generally expect to be consulted and involved in their work
rather than simply instructed. In some circumstances these expectations are now
supported by the law, for instance through the Information and Censultation of
Employees (ICE) Regulations of 2005, which now apply to all businesses with more than
50 employees. Together, these trends may have renewed the interest in leadership as an
important skill for those aitempting to ‘get things done through other people’. The
importance of leadership is also reflected in the National Occupational Standards for
Management and Leadership, which appear to show a transition between operational and/
or supervisory levels of management at levels 2 and 3, and a more slrategic approach at
levels 4 and 5 (Management Standards Centre). Thus, studying, leadership and its
development is important for HR practitioners.

For the purposes of this chapter, strategic leadership is taken to mean the activities
involved in the initial creation of an overall business or organisational strategy, then
directing and energising organisational resources towards the achievement of that strategy.
Insofar as it then relies on others to carry out the strategy it may involve some
management, but it is primarily about business vision and mission and engaging the
energies of the workforce in pursuit of that vision. This means ‘doing the right thing’,
creating the differentiators which, in people terms, involve becoming an employer of
choice, an organisation which is able to encourage outstanding performance from its
workforce and thus achieve superior results. On the other hand, managerial leadership is
taken to mean activities surrounding the creation, maintenance and development of an
appropriate infrastructure for business operations, including that which involves
organising the work of other people. It means creating a working environment that can

help a business or other organisation to achieve its objectives. In this sense management
includes leadership to some degree: it is about ‘doing things right’.

f&s we saw in Chapter 2, the term ‘strategy’ is conceived as a means of identifying the ways
in W}:l.ld:l an organisation seeks to pursue its purpose, or achieve its objectives. A
prominent view of business strategy is ‘Tesource-based’, that is to say, mainly to do ‘;rith
identifying the key resources that give the organisation a distinctive capability and findin

ways of applying those capabilities to parts of the market that offer the best prospecti
{Johnson et al 2011, Legge 2005, Boxall and Purcell 2011). Following from this, the ke

tasks in the strategic planning process could be said to be: ’ !

analysing the organisation’s environment and the changes that are expected over the
plan period
identifying :.md evaluating _the organisation’s key resources: those that are distinctive
(by comparison to competitors} and those that are also important to delivering value to
customers, taxpayers or client groups

+ considering strategic options: ways of matching organisational resources to particular
parts (segments) of the market, locking for the approach that is forecast to create

maximum added value for shareholders, or to achieve the most effective use of public
or donor money

choosing the preferred strategic option
re-aligning the organisation’s resources (human and others) behind the chosen
strategy: acquiring new resources, modifying existing resources and getting rid of those
that carlmot be economically reconfigured (which, of course, opens up questions about
the ethical treatment of human resources)

+ directing and energising those resources towards implementing the strategy
responding to unexpected events during implementation.

Most of these activities are focused at the higher levels of a business or organisation
and are often the province of a single individual (for instance, in a small business or’
own.er-managed enterprise) or a small group such as a company chief executive and board
of dJ.r.ectors. In the public sector, strategic management will be in the hands of those who
exercise political power and the professional experts who advise them and find
appropriate means of executing political decisions. They are activities which are primaril
about makmg informed strategic choices, in other words responding to the questior};
‘What is the right thing to do?’ They are also about convincing and energising others to
put their effort behind the chosen strategy, and in this sense involve many leadership
skills. In terms of people management, this level of leadership is about defining

approaches to ensure that appropriate talent is recruited i i
; and motivated
superior results. el o achiexe

List five personal qualities or attributes which you associate with successful leadership and
ptace them in order of importance. Ask others (in your family, friendship group or class) to do
the same, then compare the lists. How many attributes are common to all lists? Do you agres on

the relative importance of these attributes? Do you think they are culturally specific, or relevant
m all cultural contexts?




Increasingly, leadership ability is defined as one of the attributes of the successful
manager, along with the intellectual skills required for the assimilation of information,
analysis and planning, technical and professional knowledge of the business area or sector,
and a clear understanding of the specific organisation and its capacities.

The Management Charter Initiative {MCI), which developed as a result of the
recommendations in the Handy and Constable and McCormick reports of the late 1980s,
undertook a major analysis of the nature of management for the purposes of establishing a
clear framework for managerial qualifications. Its work resulted in the adoption of a
competency-based approach which quickly became highly influential in the field of
management development in Britain (Frank 1991). The 1997 edition of the occupational
standard was based around four major components: managing operations, managing
finance, managing information and managing people, only the last of which could be
clearly seen as requiring leadership skills. Ten years later, the MSC rescarched and
developed a new set of standards, which also provide a functional map and set of units of
competence which encompass the important knowledge and skill components of effective
management. The significance of leadership is more clearly emphasised in the title of the
new standards themselves: the National Occupational Standards for Management and
Leadership. The six basic elements of the new standards, which can be viewed at the MSC

website (www.management-standards.org), are:

. managing self and personal skills (depicted as a central aspect of the remaining five
standards)

« providing direction

+ facilitating change

» working with people

« using resources

» achieving results.

Leadership ability can be firmly associated with the second, third and fourth of these
elements; and indeed the term ‘working with people’ has replaced ‘managing people’ in a
way which might indicate the reducing of emphasis on formal control and the increased
need for collaboration in present-day work environments noted above. .

The CIPD Professional Standards recognise that soft skills are just as important as
technical ones, and so these are better represented and thus reflect more fully aspects of
leadership which are essential to good management practice. Nevertheless, these functions
are qualitatively different from those required of strategic leadership which, as we have
noted, appear at the higher levels of organisations. The majority of the Standards are
much more concerned with ‘doing things right in the sense of providing an effective
structure within which people can achieve high levels of performance for their
organisation.

Now let us turn to some of the concepts and theories about leadership, and to identify
how well they might support the development of the ability to work with people, either at
a strategic or at a more operational level. The following theoretical discussions will be in
two parts: firstly the traditional or established leadership theories will be described, then
we will discuss some of the emerging leadership theories. The distinction between the
established and the emerging is not definite, but please bear in mind some of the
emergence theories are still being developed and some topics are under-researched {Dinh

et al 2014).

% G EADERSHIP: ESTABLISHED THEORETICAL FRAMEWO RKS

o e el '-,-q'....h;-:‘;ﬁi-.ﬂt-:¢z_.‘_:"- 3 ERAMENBRRS
It is useful at this point to remind ourselves of some of the key frameworks which have
developed for the analysis and study of leadership. A summary of differing academic

approaches to the subject is offered by several writers including Mullins (2013), Bloisi et al

?318172,2 (E;;S?;[ et al l:EZ()OI), Huczynski and Buchanan (2013), Kreitner et al (2002) and
. Most offer a framework for leadership studies which identi i

adih sifocipof Lt p studies which identifies the following

« the qualities or traits approach
+ the leadership styles approach
the situational approach and contingency models.

Eaid.ljlg ETChd:)f ttlilese approaches in turn we can examine the general principles and
models involved, and comment on their suitability in relation to either strategi i
or managerial (operational) leadership. sircgic leadership

This is essentially the ‘great person’ theory of leadership, and tri identi
significant features of acknowledged leaders.ryfr-larly approaclﬁas to thct:n:tidt; olfdfgcg'sh&ile
(mc;?t.ly undertaken before and shortly after the Second World War) dwelt on the personeﬁ
fluahtlfes a.l,ld characteristics of successful leaders in an attempt to isolate the ‘magic
ingredients”. They have not generally agreed on a common set of characteristics althougglh
one or two, such as self-confidence and intefligence, did figure in a number :)f models
(K::eltn.er et al 2002). However, we talk later about some emergent theories of leadershi
which indicate a resurgence of interest in traits as an approach to the study of leaders ’
As a result, we might consider that trait theories offer few pointers which can'hel
aspiring managers assess their potential other than by trying to decide if they possess thE
;pf)rc?pr;ate quagjties, or car;1 develop (or even simulate) them. Trait theories offer little
elp in terms of suggesting how man i
e t%gbe Pegrfomed. agerial leaders can prepare and adapt themselves to
Adoption .of the ‘traits’ approach also has implications for the role of people
management in an organisation. If the development of successful organisational leaders is
largely a matter of identifying those individuals who possess the desired characteristics
and then. ?ffenng the selected potential managers opportunities to develop and exercise
these abilities, then the focus of people management will probably be on devisin
?pp;'ggriate tests (such as psychometric or aptitude tests) which will help identify th§
right“stuff’, and devising systems of training and promotion which will support their
development. More on leadership development will be explained later in this chapter.

Approaches to the study of leadership that analyse the differences between leadershi
styles are gene-rally focused upon the leader’s attitude towards people and the resultjng
bel?awours which they exhibit in their day-to-day dealings with members of the team
This generates a range of possibilities, and the resulting classifications usually identify a;
range of styles, perhaps most succinctly described by Tannenbaum and Schmidt (1973)
They focused on the relative strength and power of leaders and followers (that. is
subordmates), in terms of decision-making. At one end of the resulting continuum i.;
rboss—f:entr.‘:d (autocratic) decision-making where a leader largely decides what is to be
done_ ina specific circumstance, and others accept and follow the decision. At the other
e'nd is joint (or democratic) decision-making, where a leader will define la problem or
51tuat1.0n and then participate in the decision-making simply as a member of the team
T_hls model recognises the need for an understanding of the relationship bet\;veen
specific leaders and their teams from a basis of both leader and follower characteristics
(such. as peI:SOl’la]itY, relevant knowledge, experience and a sense of security, etc) and
permits the inclusion of circumstantial considerations (organisational and socieial factors
etc) in the equation. In this respect it bears considerable similarity to the contingenq;



models discussed in the next section. Insofar as it examines the skills and requirements for
leading a team, the approach is not prescriptive, and is an appropriate tool for analysing
and identifying the range of successful managerial leadership styles. It also offers some
important messages about the importance of flexibility in terms of leadership style. These
approaches have value but also shortcomings in terms of leadership development which

are discussed later.

Situational perspectives add another dimension on leadership studies: that of the
circumstances, both organisational and environmental, in which the leadership activity
occurs. This allows the development of what is generally termed the contingency approach
to leadership; in other words an approach which might answer the question “What type of
leadership actions and behaviours are appropriate?’, in other words ‘It all depends on the
circumstances’. Contingency approaches thus suggest a wide range of different but equally
valid ways of leading and managing people. Some, such as Hersey and Blanchard’s model
of situational leadership (see Hersey et al 2001), focus on the appropriate leadership styles
for groups or individual followers who are at different stages of readiness or maturity to
achieve a task; ‘readiness’ being defined as a combination of both ability, willingness or
confidence to carry out the task in question. As these vary over time, so the leader needs
to choose and use the most appropriate style to fit the circumstances. The four styles
suggested in the situational leadership mode! are summarised from Hersey et al (2001,
pp182-87) as follows:

S - telling: this provides high amounts of guidance and direction but little supportive
behaviour. This style is most appropriate for low follower readiness, including situations
where followers are unable and/or unwilling. The leader structures the task and
concentrates on step-by-step help and instruction.

§2 - selling: this requires high amounts of both directive (task) and relationship
behaviours. This style is most appropriate for low to moderate follower readiness;
particularly when followers are willing but still not fully capable of performing. The leader
encourages more dialogue to achieve buy-in amongst the followers.

S3 - participating: this shows high levels of two-way communication and supportive
(relationship) behaviour but low amounts of guidance (task behaviour). This style is most
appropriate for moderate to high follower readiness: in other words situations where
followers are competent but inexperienced, or competent but demotivated. The leader
should focus on discussion, encouragement and facilitation rather than instruction.

S$4 - delegating: this involves little direction or support; in other words, low levels of
both task and relationship behaviours. This style is most appropriate for high follower
readiness, in other words, situations where a leadership intervention is largely unnecessary
{unless there are significant problems), and can focus on monitoring.

For instance, an HR assistant who is highly capable and confident about carrying out
‘selection interviews would respond well to a delegating style of management in relation to
this work. However, if they then find themselves in changed business circumstances and
need to carry out redundancy interviews without having had much relevant experience,
then a selling’ style of managerial leadership might be more suitable, or possibly a ‘telling’
style if the individual was particularly resistant to carrying out the new task. There is also
evidence that contingency approaches to leadership have particular relevance when
considering inter-cultural situations. Kreitner, for instance, suggests that national culture
is an important contingency and that cultural analyses such as those of Hofstede can be
helpful in identifying appropriate styles for the needs of different cultural groups
(Hofstede 1991, Kreitner 2001).

There seems, from Kreitner's research, to be some indication that the most widely
applicable style is the participative one. It is well suited 10 many national cultures but

particularly those such as that of the US and Sweden where there is limited ‘natural’
respect for hierarchy and seniority: what Hofstede would term a ‘low power distance’
culture. Nevertheless, it can be successful in a wider range of cultures than the directive
style. Thf: latter is more specifically suited to “high power distance’ cultures where status
automatically commands respect (Kreitner suggests French and Indian cultures), and
where‘suborqmates will generally expect their leaders to have the answers by virtue E)f the
expertise which has enabled them to achieve their status. The directive style translates
poorly into low power distance’ cultures or those where joint regulation or
?odeFe.rmu‘lation is the norm (for instance, the German one). He explains, however, that:
.Part1c1pat1.ve leadership is not necessarily the best style; it simply is cultu.,ra.lly acce’ tablé
in many different countries . . . directive leadership turned out to be the least appr: - t

leadership style.” (Kreitner 2001, p613). ppropriEe

The contingency approach to leadership emphasises conte i

mﬂu'ence on leader success. Professor Ioslz-ph IIIIye, ina BBCX?::“Ler:iC;irZEZa? ;?tpl)gt?}rllz
publication of his book The Powers to Lead: Soft, Hard, and Smart in May 2008, stressed
the relationship between contextual knowledge and leadership power explair’ljn that
contextual knowledge helps leaders to determine what balance they shou:ld strike begtween
the use of what he terms ‘hard’ power (issuing commands) and ‘soft’ power (the ability to
attract and retainfollowers). Contingency approaches remain highly relevant for the

exercise of leadership in modern organisati
Xercise ¢ ganisations however they are not e i
limited time and experience. 7 oy (o develop with

)

For 85 years the BBC has pursued its In September 2012 George Entwistle took

m|55|on. to ‘inform, educate and up the post after a competitive process
.entertain’, not only in the UK but managed by executive recruitment agency
worldwide. It is funded by British licence Egon Zehnder. He had been selected from
feepayers through a sort of ‘television a senior BBC role in july to succeed the
tax’ and is governed under Royal Charter  outgeing DG Mark Thompson, but whilst
by the BBC Trust. This arrangement both Thompson and Lerd Patten (chairman

makes it vulnerable on several fronts. ofthe BBC Trust) praised Entwistle as an
Othe.r commercial broadcasting and news  outstanding and creative leader, some
media companies may consider that it media commentators were surprised at his

has an unfair advantage in the market; it appointment. He was clearly an insider
doesn’t (indeed, is not permitted to) having joined the BBCin 1989 as a trail':ee
comp.ete for advertising revenue in the journalist, rising from reporting to editing
UK. Licence feepayers may demand news and factual broadcasts, including
particutarly high standards and the flagship weekday Newsnight
re‘aspons'lveness to a wide variety of programme between 2001 and 2004
diverse programming requirements; and '
its links with the government make it
open to charges of political bias.

But despite this long and successful
service he was thought too ‘quiet’ for the
role of BBC tiger — shy and uncomfortable

Leadership of this much loved, in the public gaze, uncommunicative and

quintessentially British but sometimes
reviled and criticised organisation is thus
a difficult, but immensely important, job.
In the words of veteran broadcaster David
Dimbleby (012}, “The Director General
[DG] has to fight like a tiger to defend

the BBC.

an unimpressive public speaker (Brown
2012, Sabbagh 2012).

In October 2012, a storm of
unprecedented ferocity hit the BBC
squarely in Entwistle’s area of expertise.
Revelations on ITV about the late Jimmy
Savile’s sexual offences led to serfous

W



embarrassment for the corporation,

which had withdrawn a Newsnight
programme on that very subject as early
as December zo11; to some, the BBC
appeared to be attempting to cover up
criminal behaviour which had taken place
in its own backyard. Then, on 2
November, as further evidence of abusive
behaviour came to light in the press,
Newsnight broadcast what turned out to
be an unfounded allegation of
paedophilia against ‘a very senior
political figure” of the Thatcher era.

Wwhilst not naming the individual during
the programme, the journalists concerned
allowed a trail to appear on the Internet
amid the following frenzy of speculation,
prompting a public denial and legal action
from the accused. The sole witness and
accuser interviewed for the Newsnight
report subsequently made a statement of
apology, explaining that he had mistakenty
Identified his abuser from a photograph
shown to himin the early 1990s.

The Newsnight team had failed
spectacularly to follow the basic rules of
journalism which are included in the
BBC’s awn editorial guidelines. Checks
had not been carried out by either the
programme or station editors; nor had
this controversial story been cleared by
the DG. But the true test of Entwistle’s
teadership came during the aftermath.

5.6 LEADERSHIP: SOME £

eader-centric theoretical approaches as described above, there are

In comparison to the 1

After a week of turmoil, Newsnight finally
had to broadcast a humiliating
climbdown and Entwistle suspended all
journalistic investigations by the
programme team. He appeared
complacent, claimed that the matter *had
not been brought to his attention” and
seemingly adopted an overly bureaucratic
and poorly informed, even uninterested,
attitude to the management of the affair.
This attitude was revealed during a radio
interview on 10 November when his
approach was publicly dismantled by
interviewer john Humphrys, making his
continued tenure as DG impossible. He
resigned later that day.

Would you describe George
Entwistle as a leader or a
manager? Explain your reasons.

What might the situational
leadership model have to tell us
about the type of leadership
required during organisational |
crises?

what benefits might an
arganisation gain from using
external recruitment agencies 10
fill high-prefile leadership roles
such as this? What are the
associated risks?

many theoretical themes that consider leadership as relationships and processes which are
classified as emergent approaches. Below we consider the most common:

+ transformational leadership

« inspirational and authentic leadership
« servant leadership

» distributed leadership.

Recent literature on leadership has noted the
leadership and transformational ones. This contra

difference between transactional forms of
st relates back to ideas about the nature

of leadership in a society which no longer accepts authority as the basis for command. If

authority and ‘position power (French' an_d
alternatives? One approach is to bargain: in

Raven 1968) no longer works, what are the
other words to appeal to the self-interest of

the followers. So-called transactional forms of leadership rely on the leader’s capacity to
negotiate appropriate follower behaviours based on legitimate rewards or punishments -
although there is, of course, an inherent assumption that the leader has the appropriate
authority to offer such rewards or administer punishments.

This is contrasted with transformational leadership, which is a process by which leaders
create high levels of motivation and commitment by generating and communicating a
Clear vision and, often, appealing to higher ideals and values amongst followers. Rosener
(1990, p120) defines it as motivating others by ‘transforming their individual self-interest
into the goals of the group’ and by trying to make people feel part of the organisation.

Legge (2005) explains how this focus on a shared vision and personal commitment was,
in the 1980s, part of a transformational leadership style which was characteristic of
successful Japanese companies. It was reintegrated into American management culture
(which was more focused ontfansactional leadership) via the work of the excellence gurus
like Peters and Waterman, or Ouchi (1981). He charts the appeal of this style of
leadership, and in particular its association with the American dream and thus some of
the ‘soft’ HRM practices which facilitate the growth of an enterprise culture.

It is impossible to discuss questions of leadership without considering the concept of
inspirational leadership, which has regained some currency in recent years. In some ways
this brings us back to concepts associated with trait theories, and in particular the
characteristic usually described as charisma. Inspirational leadership, we are told by Adair
(2003) and others, is about creating and communicating vision, having a passion and a
dynamism that drives the leader and engages the enthusiasm and efforts of the led; even
exhibiting unconventional behaviour and performing heroic deeds (Conger 1999). It
includes the ability to take a long-term view, to inspire trust and confidence, which
unlocks talent and enables the organisation to achieve exceptional performance. A recent
trend in the world of management training and development that reflects this renewed
attention to the highly personal nature of leadership, and in particular strategic leadership,
is found in the growing interest in emotional intelligence as a relevant and learnable
leadership skill.

Mullins (2013) and Legge (2005) both sound notes of caution in their consideration of
inspirational leadership and draw attention to some of its drawbacks. Certainly it is
difficult to see how charismatic leadership can be developed effectively. This is not to deny
that many business founders have been charismatic and inspiring individuals, but their
skills have often been better described as those of the champion which, as we have seen,
relies on a wide range of business skills as well as the ability to protect and nurture a
project. It is also less than wholly evident that inspirational leadership in itself results in
significant benefits for organisational performance; in some cases it may be that the loss of
the visionary results in the dissolution of the organisation. A specific attack on the cult of
the inspirational leader was made by Beverly Alimo-Metcalfe at the HRD 2008 event,
where she argued that organisations probably shouldn’t choose leaders who are
charismatic and inspirational because these qualities sometimes can be lethal. This view is
supported by Evans (2008) who posits people at the top who are charismatic get there
through the demise of others - they emasculate everybody else along the way. This kind of
leadership can be toxic.

Adrian Furnham (2005) has also written about arrogance and egotistical leadership
behaviour using the legend of Daedalus and Icarus. Inspirational leadership relies on a
certain degree of emotional manipulation, and so its ethical status as a general management
strategy might be open to challenge. It may also inspire less desirable characteristics in the
followers, such as a high level of individual dependence on the approval and support of the
leader; a fear of ‘going against the grain’ or groupthink; and a degree of enthusiasm for the




vision which could encourage people to act in ways which stray beyond the boundaries of
what might be considered ethical, or even legal (Conger 2002). Inspirational leaders can be
bullies as well as visionaries; and the more powerfully they communicate their values, the
less space there is for reasoned doubt or even opposition.

It is sometimes difficult to separate the concept of charismatic or egotistical leadership
(with all its potential failings) from another idea which seems to have a more positive
image - that of ‘authentic’ leadership. Authentic leadership is sometimes described as ‘an
expression of the leader’s true self - although of course the perception of authenticity
might simply result from good acting (Ladkin and Taylor 2009). Techniques from the
world of performance art are often discussed in this context; for instance, the Stanislavski
method (ibid) and classically rooted concepts such as mastery and congruence (Ladkin
2008). All this might suggest that followers can never really know if the leader’s display of
their ‘true self is anything more than an illusion. However, illusions can be powerful
things, and some researchers have noted that the outcomes of authentic leadership on
followers  attitudes and behaviours can have significant predictive validity in terms of
enhanced trust, job satisfaction and job performance (Walumbwa et al 2008).

Servant leadership as a term was initially used by Robert Greenleaf (1977) and has come
to the forefront of research as the focus of leadership studies continues to move from the
leader to the followers. The concept positions the leader as a steward rather than as a
commander, and places him or her in a role which is defined by commitment to serve the
organisation’s needs rather than personal ambition; and to support the autonomy, growth
and well-being of others. Key attributes therefore include humility, authenticity, empathy
and a willingness to put the needs of others (the followers, the institation and society)
above those of the self when providing direction. It also requires a recognition of the
implications of organisational activity for the society (or, in an increasingly globalised
world, the societies) affected by its operations. In this respect it has significance not only
for the nature of the leader/follower relationship, but also for the ethical integrity of the
organisation as a whole (Van Dierendonck 2010).

Whilst apparently somewhat idealistic, the notion of servant leadership is perhaps becoming
attractive as an antidote to many of the widely reported failures of leadership, particularly in
financial services organisations which, in 2007, sparked major disruption to the global economy,
the repercussions of which are likely to last for a decade or more. Concern with the
psychological flaws of chicf executives has led to a line of research based on ideas of hubris,
overconfidence and narcissism - the very opposite of servant leadership. This is well
summarised by Bollacrt and Petit (2010), whose exploration of the work seeks to move beyond
an examination of this ‘dark side’ of executive psychology and appeals for a better
understanding of (amongst other things) its causes:

We believe that it is important to understand the contextual factors which may
cause or aggravate hubristic tendencies, including the possible ‘hubrisizing’ effect of
the egecutive function, as preventive measures could then be discussed in the
context of corporate governance reform (Bollaert and Petit 2010, p373).

Negative or the dark side of leadership is now receiving increasing attention from
researchers and practitioners, for a useful overview see Schyns and Hansbrough (2010).

As many have experienced in our lives, sometimes it seems rather impossible to identify
one individual as the leader, as it could be shared among a group of people, or distributed
across organisations. This approach is a shift from the traditional 7leader-centric’

perspectives and many regard it as a potential solution to po i i
- .
(Bolden 2011). As Bennett et al (2003, p3) argue: power abuse In organisations

Dls'trib.u.ted leadership is not something ‘done’ by an individual ‘to’ others, or a set
of 11[1<t1]1v1dual actions .tl'u'ough which people contribute to a group or org;nization
mdl ;1 ! ulzl aacgrti(:)il.) activity that works through and within relationships, rather than
Apart from shifting the focus in current leadership studies, distril i
Pffe-rs. a new ‘unit of analysis’ that tends to see leadefship fro;n a ho};gtgid\ril:;d::f}}lléf t?ll:r(i
1nd.1lv1dual contributions (Bolden 2011, Gronn 2002). It was argued that leadership should
be ‘more apPropriately understood as a fluid and emergent, rather than as pa fixed,
phenomenon’ (Gronn 2000, p324). Similar to distributed leadership, other notions such as
sha'red leadership, collective leadership, co-leadership are also looking at leadershi
social process that explores beyond individual agency. res
Writing in the February 2008 issue of Fmpact, Linda Holbeche, the CIPD) Director of
Research and Policy, noted the evolving nature of management and leadership, and
suggested that some important new themes are emerging from current research (ZI:;OSb)
AmongsF these are the challenges created by the need to lead in situations of increas'm.
com‘ple}uty, ambiguity and uncertainty; the idea of building ‘communities of leaders’; ancgl
the mﬂuenc.e of _leac}er values in shaping the behaviour of those around them. These ’ideas
have clear implications for HR practitioners (HRPs), who are often charged with th
resi:)onsﬂ:'llity for developing organisational leaders. ’ e
t is. so evident that the question of leadership remains an i
academm. research. The growth of virtual organisationspand teams has Ilrelclipfort:;l;1 tinizzstf?;
the practice of ¢-leadership, and this is likely to be of growing significance as technolo
o"ffers more and better opportunities for work to be organised using geogra hjca]lgy
dispersed expertise (Avolio et al 2000). llze Zigurs has developed some ideasgl:;bl:)ut thy
transfer_ of traditional team roles into a virtual environment, including that of leadershi ;
If pl-l}.rsmal presence is an important means of signalling and reinforcing leadershi 11:;1
‘trad.ltmnal t:aams, what happens when there is no such presence? The conce 15 of
é(:lep'resence Pecomes relevant here; but as she explains: “... being telepresent is P1)nore
t ;-Iln Jll.;ztw kztegpul.z;g E]pe ﬁ‘trfzgjzsstrea&m. of emalil messages to team members. Leaders need to
postive way. (s 3005 03 Z;n interactivity of media to make their presence felt in a
. HR professionals might be well placed to contribute to
identify the antecedents of hubristic behaviour and contribute tg g)lze;ﬁsg;i; ealztr:zlrlljtts itfl
corporate governance systems that would help to control their growth and impact
Whether we are concerned with traditional, virtual, inter-cultural, good or bad leaderl:hi -
the academic ficld can offer the practitioner insights into useful approaches, as well Es:

ndlng the l’ange Of kIlOWledg T NALN, t ectlve lea € p m new
exte; (4 and unde sta, d abOLl eﬁ.
g d l‘Shl al

®

Following the resignation of George executive of the Royal Opera House in
Entwistle, the BBC appointed Tony Hall 2001. This appointment was made without
(L-ord Hall of Birkenhead} as its new DG competition and as the result of a direct
!Nith.a start date of April 2013 when the approach by the BBC Trust. One of his
interim DG, Tim Davie, stood down. major challenges is to restore the

Like Entwistle, Hall had joined the BBC as a confidence and morale of staff at the

news trainee in 1973 and worked there for corporation, particularty those involved
28 years before leaving to become chief with news and current affairs programming.




Is it ethically justifiable to award a

iy ) publicly funded post like this e HE FOCUS: LEADER DR LEADERSH) ~_t:"?T S R N
\rl:;llatr:ar; lr:acznis Ese:;;i:;gﬁ(; ﬂ:z without competition? The first issue we consider is linked to the leader or leadership debate (Da; 2001) Th_
ure o ership ibute . ) g . The
Outline the arguments both fot and term ‘leader’ refers to the individual, hence their leaming increases human capital.

our understanding of how leaders ‘Leadership’ is far wider, recognising the importance of followers, and relating to the

can re-engage a demotivated . . ing I .
aneers ?gftr:zzsr :3 ectzliic)a.cuve, with learning linked to social or even cultural capital (see Table 5.2
- = g _ Increa.sin.g human capital of individual leaders can have an impact on the organisation
Put this is likely to be limited in both scope and time. Scope is limited by thegsphere o%
;pﬂ}legce of leaders, {how many employees they interact with and to what extent). Time is
imite by a leader’s tenure in the company (how long they remain in the organisation)
With a focus on leaders, the organisation is reliant on select individuals acquirin desi.reci
knowledge, skills and attitudes and using transformed behaviours as a result; howeier both
of these assumptions should be challenged. As we discuss in Chapter 10 acc;uisition c;f new
knowledge, skills and attitudes may not result in changed behaviour, or transfer to the
workpla?ce,-apd even if it does, this behaviour may not be desired. Additionally, an over focus
on the- individual leader assumes one size fits all and ignores context; or thi;.t a successful
leader in one situation will not necessarily be brilliant in another (Gurdjian et al 2014) )

against the decision not to use an
open recruitment process in this case.

Many textbooks are devoted to the topic of leadership development (see for example: Gold
et al 2010) and most management or organisational behaviour texts contain such chapters.
The purpose of this section is not to replicate or produce a précis of these. Instead the aim
is to simulate interest in further research and spotlight a few current debates on the topic
of how leaders are trained and leadership is developed in organisations. These debates are
important for IIRPs, who may be held responsible and accountable for leadership
development provision.

Leadership development is both a current and future concern, with over 50% of
employers reporting that it is one of their top three priorities for the coming year (CIPD .
2015g, Gurdjian et al 2014). Formal leader and leadership training programmes are used

widely in an attempt to improve the way organisations are led with estimates of the annual Comparison dimension Leader ! Leadership

spend on such interventions varying from $14bn in the USA to $50bn worldwide Capital q i , P

(Harrison and Auluck 2014, Raelin 2004, Yukl 2012). Often leadership development takes S rumarn _ ' Social

the lion’s share of organisational training budgets and yet there is little evidence to Model Individual ' Relational

demonstrate a return on this investment (CIPD 2014a, Yukl 2012). There is ongoing Personal power ! Commitment

dissatisfaction with leaders and the state of leadership in most organisations, with less than Knowledge | Mutual respect

40% of organisations rating their leaders as excellent or very good (Boatman et al 2011). Trustworthiness ! Trust
Additionally, recent high-profile cases of poor leaders that have hit the media headlines Competence base/skills Intrapersohal ' < Interpersonal

suggest that things may be getling worse. The economic problems that started in 2008 Self-awareness | SOCi;Il)aWareness

increased the focus on leadership, but in many cases leaders were found wanting, with Self-regulation | Social skills

follower trust diminishing (CIPD 2013, 2014a). At the very least there is more public Self-motivation !

debate and discontent with those seen as being irresponsible leaders. Cunningham (2010, Adapted from Day (2001, p584) -

p5) surmises: ‘At the end of the first decade of the twenty-first century have we cracked

the problem of leadership development? Not on the evidence so far” He goes on to assert Conversely, i ; . . . )

that organisations are no better led than 80 years ago. an organiv-,?;ti:rclr::s$3g :;E:_le (;afpiff%ug::;uih f;:a:\i;;ShlP ie]ve]opment_ - valuab.le to
So whilst there is a wealth of evidence that leaders and leadership are important to remain in the organisation and are adapted b fl' C;n onger lasting. New behaviours

organisational success, and vast sums are invested in development, we are far from seeing individuals leave. Yet in most organisatilc))ns th?s rfnee h anging clreumstances, even if key

better leaders in practice and we don’t know why. Therefore this section of the chapter leaders (Drath 2001), reinforcing a pre ocus has t1:ad1t10na.lly been on individual

focuses on a selection of potential issues which could be contributing to this discontent development at the expense of follgwers }E]aglt(::upauotilpmth se]f-aw.ar'eness and self-

and sugg,ests ways these may be overcome. the influence of power results in a focus on t l?gltzr; . d?;gﬂi()()f). le.te resources and
The issues we have chosen to highlight are: over-reliance on a limited talent pool or a few hjgh—potengaloﬁg‘;sdanglns, »‘x:hth z;ln

+ The focus: importance of followers being ignored (CIPD 2013c, CIPD 2015g, Gold et al 2013). In the

_ Who or what are we developing: leaders or leadership? age of the protean career and increased mobility of employees this focus is unhelpful

— What is being learned: new paradigm or traditional theories on leaders and

leadership? | m# :

— What methods are being used: learning, training or development?

As discussed above, in recent decades theory has moved away fr i i
leaders are the omnipotent force that single-handedly stee¥ t](;tren (ﬁ'lgeatl:ii::tigrtnlrli‘:;m:
command and control or charismatic persona. Newer paradigm theories recognise that
formal leadf.:rs are only able to effect change through others (Grint 2605). The theories of
Fragsformauonal (Burns 1978) and servant (Greenleaf 1977) leadership still focus on
individual leaders, but put more emphasis on relationship-building and participato

approaches. This emphasises social awareness, using a collective empathy, sirviz

« The quality of learning needs analysis.
» The quality of learning evaluation.




orientation and commitment to developing others with context, processes and systems
aligned to maximise the effects of leaders’ actions (Schyns et al 2011). Distributed or
shared leadership (Gronn 2002) have also emerged as viable or even desirable alternatives
to traditional bureaucracies, whereby employees without formal managerial responsibility
are expected to lead from the front when appropriate (CIPD 2014a). These new paradigm
theories change both the focus and content of leader and leadership development to
empowering and enabling behaviours with an emphasis on collective ability and
responsibility.

However, Implicit Leadership Theory (ILT) and the Romance of Leadership (Rol)
indicate that although organisations may overtly state their preference for newer paradigm
leadership approaches, in practice they may unconsciously be encouraging the opposite
(Schyns et al 2013). ILT asserts that we all hold images in our minds of leaders’ traits and
behaviours; we then use these schema as a blueprint for assessing individuals to decide if
we will grant them leadership (Eden and Leviathan 1975); and of course without followers
there is no leadership. In contrast to expectations, ILTs have proven to be relatively
consistent and, importantly, are dominated by traditional leadership traits from the ‘great
men’ theories of 2 century ago {Schyns et al 2013). Traits such as charisma, vigour, self-
confidence, strength, intelligence, tyranny, masculinity and attractiveness, as identified by
Stogdill (1948), still prevail and are valued. Indeed, in some circumstances this value is
magnified by RoL theory.

RoL theory asserts that we over-atiribute success or failure of organisations or
situations to individual leaders, ignoring other contextual factors such as the environment
or followers (Schyns and Hansbrough 2012). Extreme examples are regularly seen in the
sporting world, with, for example, football managers being sacked on the basis of a few
lost matches, when realistically the players, the backroom staff and a host of other factors
must have been influential on that outcome. Conversely, when things go well, they
become the ultimate heroes (see, for example, the case of Jose Mourinho). Interestingly, in
times of uncertainty RoL has been shown to increase (Bligh and Schyns 2007) as followers
become more willing to abdicate responsibility and blame to those in formal leader
positions. Therefore it is possible that the recent economic global crisis has caused
resurgence in a desire for heroic leaders.

jose Mourinho became a household name in the UK after joining Chelsea Football Club in
2004. On being appointed Mourinho said, ‘I don’t want to sound arrogant, but | think | am a
special manager because | won the Champions league.’ Following his appeintment the club
experienced significant success, which Mourinho was happy to take the credit for. This was,
despite many other contributory factors, not least huge investments in new players and
innovative support-staff changes. In 2007, Mourinho left the club after poor results at the
start of the season, which he blamed on a lack of investment by the owner, But such is the
nature of football that In 2013 he returned to Chelsea, much to the delight of fans, who were
delighted to have the ‘Special One’ back at their club. In a Daily Mail headline in August 2012
it was reported that he felt this title was insufficient and should be changed to the “Only One’
because he had won so much. However, just seven months after Chelsea won the 2o014/15
premiership title, the *Special One’ was sacked following a string of defeats.

These theories may mean that the content of leader and leadership learning is
disconnected to organisational reality and practice. People may be learning about

fo]lo.wership theories and practices, and organisations may proclaim this is what they seek
bu‘f in practice, traditional views of leaders abound and are embedded in recrueiytmzet)
training and a[?praisal practices. If new paradigm behaviours are not recognised I:n"
revfrardefi, lea}'mng transfer is unlikely. This may provide one more reason fc%f‘ulack f
satisfaction with outcomes of leader and leadership training and development. °

Chapter 10 provides clarification of“ the -term ‘traini
. s ‘training’ and ‘development’, whi
often used interchangeably. Table 5.3 sets out how they differ. pment’, which are

Training Devélopment
ime-bound - More opaque, longer-term, nurturing
) o ) | perspective
Clear, relatively uniform, skills-based e e———
B omes iﬁ:z g.'rnrleesscnbed and more flexible
I'raining objectives specified by the Personal learning aims speciﬁea by the

| training provider learner

Ijeadzr ttrainilng courses are very common, often provided as a series of off-job modules
lmkt e loget ler into some sort of programme over a period of months, delivered by
external specialist companies. Example modules include such topics as:

« coaching skills
» motivating for success
+ communicating your vision,

_ Su'ch off-job, formal training courses are easier for organisations to evaluate than o
job, in-company deyelopment interventions {McDowall and Saunders 2010), but vlvle-:
?uestlon t.helf \'zalue in transforming the way organisations are led. Leader tra'm,ing has a
ocus on mdlvu:?uals knowledge (knowing how) and skills (acting as a leader), but not
enotli-lgll)l on .attltud-es, emotions and values, which have proven to be i;nportant
;ggs). utors in major organisational failures (Gurdjian et al 2014, Jackson and Parry
. i.ﬁe_adership d'evelopment, on the other hand, incorporates elements such as emotional
intelligence, whl_ch has been shown to be important to effective leadership (Goleman
1995). Leadership development promotes a more holistic, multi-level, identity-based
fa.pproach (Day and Harrison 2007). But this is messy: it has to be in-comp’an onf?:)b ed
involve ‘large numbers of employees. Leadership development lacks a clear };J’e i Jin 31(1)[
end, with nf)n-speciﬁc learning outcomes that change and adapt to or agI]ﬁ;tigna.l
rhythms: This type of learning intervention is much harder to justify andg evaluatin
;I;Ef;::ds’ 1; no.torlou_sly -djfﬁcult. lBut if messy leadership development is what is reall;gr
e ,j; ﬁ:;tmg in the easier option of leader training must result in dissatisfaction
In reality, for meaningful organisational transformation i

fleed for. a focus on both leader and leadership with bo:fl l:rafiﬂxgt::g lt;el\grgl): allﬁ)’i
interventions (McDowall and Saunders 2010). HR has a role to play in hel ir? ;Ill
organisation recognise what it is investing in and why, so that it can determine t}fe rgetune1

on this investment; in other wi i . . .
evaluation. ords going back to basics with learning needs analysis and




i ini ?
+ What is the focus in your organisation? Leaders or leadership? Training or development?

» How helpfut is this focus?
& How might you change the focus? ,
» How carefully is learning needs analysis

leadership learning interventions? . .
» How well is leader and leadership learmming evatuated in your organisation?

ar training needs analysis carried out for leader and

511 INSUFFICIENT NEEDS ANALYSIS

In Chapter 10 of this book we explore the lack of focus given to proper tt;\ini.ng 01;
learning needs analysis (TNA, LNA). If the gap in knowledge, skJ:lls or attitu :evsﬂl mh:?'e
known then there is a high risk that any training or development intervention ‘
limited value. At best, resources will be wasted, provid'm% unneces:avrzl mgui:;}:l:nvzzi‘rslé
| ‘ i i ued.
demotivated by irrelevant input and learning becomes de :
f:?a;:s‘iais are devoting a large percentage of hard-sclue.e,-i;e;lL budgte}tls tcf) lzaieé"gziﬁ
i ig implicati TNA may therefor
t then this has big implications. Lack of LNA or m .
;l:: eslgr[;x?e:f the dissatisfaction with leader and leadersh1plcapabﬂltytandtefif:lcféxlr:ie:;.
ili te investments h
flure to identify needs upfront also affects the ability to evalua .
fraa].ilnuitg Zédeﬁlleopmentpmd it is well known that these tasks are poorly done in many

organisations (CIPD 2015g, Roberts 2006).

projects and assignments. Each manager
has a personal development portfolio to
record their learning goals and progress.

Consider two typical examples of learning
intervention,
= A new employee is recruited as a forklift
| i truck driver and he goes lo an accredited  Source: Alex Tymon
external trainer to be trained in driving a

forklift truck. Assessment at the end of Questions
3 the course is a series of practical tasks - id there be
= What differences should the
done to a pre-set standard and a test of (" the LNA or TNA carried eut for
important underpinning SRS these two differant interventions?

| Success in the assessment results in the
| award of a nationally recognised
certificate of competence. He returns to

How easy is the evaluation of the
forklift truck training?

work and carries out his job, with targets What are the difficulties in
set for the quantity of items moved, evaluating the leadership

‘ within set timescales, and a clear development programme?
requirement to do this safely as taught. How would you canry out 2 return
Simultaneously, the organisation starts a on investment o expectation

| leadership development praogramme for calculation for hoth?

all the middle managers in the company.
This comprises a series of half-day off-job
workshops, mentoring and on-job

Only 7% of organisations in the UK complete a comprehensive evaluation of any of their
training and development, 50% only do so at the most basic level of gauging reactions,
and 50% do no evaluation at all (CIPD 2015g). Leader and leadership learning is the least
likely of all to be evaluated {Gurdjian et al 2014, Jackson and Parry 2008). This is most
likely due to the complexity and difficulties of evaluating such interventions, which begin
to be highlighted in the Case Study 5.3. The forklift truck driver training is easily justified
and evaluated, whereas the leadership development programme presents multiple
challenges in this respect.

In the forklift truck example, costs are fairly transparent: the direct costs of the training
“course; the time of the trainee; perhaps a small amount of on-job practice time; and
increased supervision on immediate return to work whilst the new skills are honed. But for
a leadership development programme costs are far from clear. For example, coaching is
often cited as a valuable and effective methed of developing leaders and leadership, yet how
do we measure the costs? Is it just the direct costs of coaches’ and leaders’ time in formal
sessions together? What about time spent by leaders on personal reflection? What about
conversations with coileagues that might further enhance behaviour? And opportunity costs
for leaders’ time are much higher and more difficult to calculate than for other employces.

In the forklift truck example, the outcomes are clear: safe movement of the required
number of itemns, which are directly attributable to the training received and subsequent
transfer of learning to the workplace (see Chapter 10 for more detail on learning transfer).
But with leadership development outcomes are much harder to identify and thus quantify.
Improved leadership should result in transforming the behaviour of followers, so it is their
performance which needs to be measured. However, which followers doing what? There
are many reasons why followers behaviour could change, which may have nothing or
everything to do with how they are led.

To overcome this challenge, many research studies and organisational evaluations use
self or line manager reports to assess behaviour changes in leaders (Ely et al 2010), but
how reliabie and objective is this? And this still does not show measurable outcomes as a
result of leadership development. If an organisation adopts the multi-level, identity-based
approach to leadership development promoted by Day and Harrison (2007), we suggest
that objective measurement of outcomes would be near impossible.

Our forklift truck training can be measured as soon as the driver returns to work. But
leadership development is recognised as being ‘slow burn’; with iterative, small lessons
learned and then behaviour adjusted over time, it could be argued it never stops, so when
is the outcome to be measured? And then there is linking inputs with outcome.

An excuse given by many for poor evaluation of learning in general is the difficulty of
linking outcomes back to training or development input, but in the leadership domain it is
particularly acute. The long-term nature of leadership development and the once, twice or
turther removed behaviours of followers are hard to link, as many other factors could have
affected outcomes.




nt studies have tried to truly evaluate leadership learning

An increasing number of rece:
interventions using, for example, experimental methodologies or control groups (Santos et

al 2015, Parry and Sinha 2005). However, these raise other questions such as the reality of
experimental studies, generalisability of results and the ethics of excluding some
individuals from learning interventions that might be valuable. But perhaps more
importantly for HIRD practitioners, these approaches are extremely complex and unlikely
to be adopted by most organisations. Large companies with professional HRD teams may
have the expertise and resources to carry out better quality evaluations and should be
encouraged to do so, but the vast majority of UK businesses fall into the small and
medium-sized category, and so evaluation is likely to remain a challenge. This suggests
that a continuation of current practices is likely.

In the absence of systematic evaluation, decisions on what learning is provided by
organisations reverts back to those who sign the cheques. Those individuals who attend

expensive, high-profile, traditional off-job leader training tend to be top leaders, and
therefore the decision-makers. These people are more positive towards these traditional
methods than the organisations that sponsor them (CIPD 2013c). Hence there is a strong
possibility that organisations will continue to use existing methods even if they are not
satisfied with their outcomes (CIPD 2013c}, unless of course a petsuasive alternative is
presented, and this is an opportunity for the HR function.

The HR function has a chance to build its credibility by rising to the challenge of pushing
for better quality leader and leadership learning. In short, the HR function can address
some of the issues discussed thus far. Of course, this is much easier said than done, as this
involves changing some very embedded attitudes and beliefs, exacerbated by the fact that

these are held by the top people within organisations. But a real opportunity exists for

those courageous enough and willing 1
challenge the status quo.

o model effective leadership behaviours and

The first step is to convince the organisation that leadership in its widest sense is the
future. This will entail allaying fears, as those in formal leader positions will
understandably be resistant to approaches that threaten their security. But promoting the
view of Collinson (2006, p187), which ‘views the identities of followers and leaders as
inextricably linked, mutually reinforcing, and shifting within specific contexts’ can start
the process of acceptance. Reassuring formal leaders that their training will not necessarily
be taken away, but instead enhanced, is essential Individual leader development is a
necessary foundation as better skilled formal leaders are able to use more sophisticated
leadership, but there is also a need for developing collective leadership in teams and the
broader organisation (Day and Harrison 2007). So the first role for HR is to help the

organisation Jet go of the fixation on leader training and formal interventions that focus
on only a small pool of top talent (CIPD 2013¢) and look far wider. The paper by
Dalakoura (2010, p436) provides a “collective framework for leadership development’ that
could be valuable for HR practitioners attempting to start the process of widening views.

HR also has a role to play in ensuring consistency in what is espoused as desirable in
learning interventions and the reality of what is recognised and rewarded in organisation
practice. ILT and RoL theory have the potential to undermine recruitment by allowing
nnconscious bias towards heroic ot ‘great men’ traits to be sought at the expense of social
awareness, collective empathy, service orientation and commitment to developing others.
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HR ; : N
Changmg the fOCI.IS from leader to leadership means more people are.in\{olved in learning l'mprovirgf;-fl;?:l; g;’;](_)lrlrf a;(::relczlt:ntii t(())rens?reﬁgoo@ leadership in their ?l'ganisations, o
interventions, which presents challenges for resource-strapped organisations. One way to keep good staff. This m = ganisa 01'1 itself and to enable it to attract and
overcome this is to use more cost-effective methods, such as on-job, experiential and g Ieaders- ot tfaftsram;osmg approprlate frameworks for the selection of
action learning approaches as already discussed. A second way to ensure effectiveness for in the job app;aising de:elop- & ilna,naglnc;gm the t{:;lerformance expected of them once
b b ing and rewarding them, facilitating their careers and,

a wider audience is to carry out better needs analysis and most training and HRD S i sy €
textbooks have useful chapters on how this can be achieved. essential ’ g them, A coherent, fair and equitable approach to these tasks is thus
Robust needs analysis will identify: '

+ what leadership development is required
» for which individuals

« appropriate methods

» expected or desired outcomes.

Clarity on these points will help justify investment in training and development, both
financial and in terms of time and space. The last point is critical, as this enables amy
intervention to be evaluated and the case for future investment in leadership development
is much easier to make if past success can be demonstrated. Once desired outcomes are
known then HR can tackle the challenge of seeking measurement of these. Due to the
issues discussed earlier, this measurement and proving cause and effect will still prove
challenging, but HR will bave betier metrics and thus more credibility in the eyes of the

organisation.

The relationship between leadership and management is a close one.

The ?vay. in which we analyse and understand leadership has important
;mpllc_atrons for personnel professionals, particularly with respect to the
selection and training of organisational leaders.

An over-emphasis on charismatic leadership can result in undesirable
organisational outcomes,

Understanding leadership is not just about a leader-centric approach; there
are o'ther leadership theories emerging which consider leadership from
refational and process perspectives.

Leadership development takes the lion's share of most organisational training
budgets, but with limited evidence of effectiveness.

Improving leader and teadership development requires better needs analysis,
and clarity of what is being developed and for whom, alongside robust

5.19 IN SUMMARY
Leaders in twenty-first-century organisations have two competing challenges: getting
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things done to meet today’s needs, whilst adapting what they do so that their business can evaluation.
thrive in the future (Heietz et al 2009). These are activities that require both personal
ability and skills, but more importantly the support of others and committed followers,
hence both leader training and leadership development. As Raelin asserts; ‘The work- _
based learning process as a collective and reflective experience transforms leadership in | D —_——
kind toward a collaborative practice that can respond to contemporary demands’ and @ EAR?
ensure that everyone in the organisation can give all they have to offer (2011, p20). | g
Organisations can increase the chances of success in Jeader and leadership development : Anil Gupta and Sandra ¢
by defining what leadership means in their context and who is expected to lead with what e recen tl;been roanl: ’:ad arter have . more autonomy, head teachers have had
skills and knowledge and in what way (CIPD 2013c). HR has a key role to play in this by = of two ori P ) oted to the headships 1o learn a range of new technical skills
embedding development in real work and measuring the impact (Gurdjian et al 2014) primary schools in Southshire, including project management, HRM,
whilst ensuring the context and culture is conducive to learning (CIPD 2013c). Leadership in modern schools is financial and budgetary management, I

: especially challenging as it requires high- public relations skills and political
5,20 CONCLUSION 7 s comuned with well sensivity:

[ ationship skills.
There is a global fixation with leaders and leadership. A search of the Amazon bookstore As part of th P ::# : e: dto .tl)e respected leéders of
produces more than 5,000 non-fiction books with the word ‘leadership’ in the title. It is | l part of the trend to free schools from nd pupils alike, and whilst they

. ocal authority cantrol and grant them have scope to shape the strategic




direction of their school, the increased
autonomy has been accompanied by
greater scrutiny and accountability.

Schoals are a vital part of their local
communities and their reputation among
parents is a constant source of discussion
and concern. Tricky issues abound:
beyond a school’s gates headteachers
are expected to collaborate with other
schools (some of which may be
competitors for funding or pupils) and a
host of agencies with responsibility for
children’s welfare.

Anil’s background is in physics, and he
has been teaching for 12 years, six of
them in Southshire schools. He was
made deputy head of the john Pounds
Primary School (a city-centre school with
a diverse ethnic mix, which takes
approximately 350 8-11-year-olds) two
years ago and has now been promoted to
the headship of the school, which will
become vacant at the end of the school
year when the current head, Jim Graham,
retires. Jim has been head for 17 years,
and whilst well known and respected in
the community, is somewhat traditional
in his approach - a strong disciplinarian
with considerable personal charisma. At
the same time, Sandra (@ modern
linguist) is due to take up her first
appointment as head of Teapot Row
School on the outskirts of the city, which
is of a similar size to John Pounds but
with less of an ethnic mix. She has been
promoted from a deputy headship of
another school in rural Southshire. She
has met the staff at Teapot Row, and
whilst she finds them all to be friendly
and devoted teachers, she thinks that the
school has tended to rely on its
reputation to attract pupils and may need
to become more competitive and
outward-looking in the future.

Schools in Southshire are able to draw
on the resources of the Southshire
Teaching and Leadership College {STLC).
STLC offers a distinctive approach to
leadership development: no two schools,
or leaders, are alike and so STLC has
adopted a highly personalised approach
to leadership development. STLC has
been asked to provide a suitable
development programme for Anil and
Sandra to facilitate their entry into their
new leadership roles. Think about the
design of such a programme, and
consider the following questions.

Queslons

How might teadership theoties
inform the content of the
programme?

Which theorles would you thoose
as the basis for this leadership
devetopment programme, and
why? Are there any which you
think ate particularly unsuitable
for the context?

How would you address the need
to develop both the strategic
leadership capability as well as
the managerial leadership ability
which Anil and Sandra are
required to have as heads?

What possible learning and
development techniques couid be
employed? Which would you
consider most suitable?

How do you think the programme
could be evaluated?

You may wish to refer to Chapter 10 to
help with your answers,
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EXPLORER FURTHER 4}

What do you see as significant differences between leadership and
management? Must all good managers be good leaders? Do all business
teaders have to be good managers?

How would you improve the development of leaders and leadership in your
organisation? How might this be different to other organisations?

Think about someone you know who you would describe as a good leader,
preferably in an organisational context. What makes them good in your view?

Would the skills and attributes you identified earlier be suitable in alt
contexts?

Are you a member or leader of a virtual team? If so, try to analyse what sorts
of leadership behaviour appear to be effective in this environment. If not, what
challenges might exist for leaders of such teams, and how could an HR ,
specialist heip to identify them? You might like to consider if any lessons can

be learned from the way in which virtual communities such as Facebook or
Second Life operate.
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tnternational Leadership Association (www.ita-net.org) is 2 global networlk for
leadership researchers and practitioners, it updates webinars and leadership
related jobs regularty. It also offers some leadership resources and teaching
activities to the public.

Maore case studies of leadeiship can be found on the CIPD website at cipd.co.ukf
research/leadership.aspx




