Leadership and Management
The crux of every management job lies in the job-holder’s capacity to obtain the commitment of people to the objectives of the organisation, which is another way of saying ‘to exercise appropriate leadership’. Leadership is a concept that has fascinated humankind for centuries, but only in recent years has any kind of theory of leadership emerged.

A working definition of leadership is suggested as follows:
‘Leadership is a dynamic process at work in a group whereby one individual over a particular period of time, and in a particular organisational context, influences the other group members to commit themselves freely to the achievement of group tasks or goals’.

This working definition encompasses several important features of leadership:

1.
Leadership is a dynamic process, influenced by the changing requirements of the task, the group itself and the individual members. The implication of this is that there is no ‘one best way’ of leading, and leaders need to be able to exercise a range of behaviour to maintain their role effectively.

2.
Leadership is not necessarily confined to one person, but may be shared between members. Usually, an appointed leader (e.g. manager) is nominally in charge of a group, but he or she may not always be the leader in practice. Some leaders are mere figureheads. The significant point is that whoever exercises influence is the leader.

3.
The leader’s principal role is to influence the group towards the achievement of group goals. In an official group, such as a production team, goals are set mainly, if not exclusively, by senior management. In an informal (unofficial) group, composed of people who have got together as friends and workmates, group goals are much more likely to be agreed on a consensus basis. Either way, the leader’s task is to gain the group’s commitment to these goals.

4.
Leadership is exercised in, and influenced by, the particular set of circumstances, which form the organisational context. This context has important implications for the degree of power possessed by the leader.

Leadership:
Theory and Practice
Trait Theory
The earliest studies of leadership focused on the personal qualities, or traits, of leaders. The thinking behind this approach was that the secret of leadership lies in some innate ‘qualities of leadership’ possessed by selected members of society. It is true that personal qualities - or ‘charisma’ - can play a part in the exercise of leadership. Nevertheless, the so-called ‘trait theories’ of leadership produced such varied accounts of the key characteristics that Handy (1976) mentions that by 1950 over 100 studies into leadership qualities could only find common features in about 5% of the cases studied.

Although trait theories are largely discredited as an instrument of leadership theory, the qualities approach can have some useful applications in management training and development. For example, Pedler, Burgoyne and Boydell (1978) describe a list of attributes, which were found to be possessed by successful managers and not possessed by less successful managers.

The most important types of leader
The most important types of leader, which have been identified, are:

1.
The Charismatic leader, who gains influence mainly from strength of personality, e.g. Napoleon, Hitler, Churchill, Robert Maxwell and others. The difficulty with charismatic leadership is that few people possess the exceptional qualities required to transform all around them into willing followers! Another issue is that personal qualities, or traits, of leadership cannot be acquired by training; they can only be modified by it. 

2.
The Traditional leader, whose position is assured by birth, e.g. kings, queens and tribal chieftains. This is another category to which few people can aspire. Except in the small family business, there are few opportunities for traditional leadership at work.

3.
The Situational leader, whose influence can only be effective by being in the right place at the right time, i.e. who takes the lead on account of particular knowledge or skills required at the time, e.g. Bruce Willis in ‘Armageddon’. This kind of leadership is too temporary in nature to be of much value in a business. What is looked for is someone who is capable of assuming a leadership role in a variety of situations over a period of time.

4.
The Appointed leader, whose influence arises directly out of his position, e.g. most managers and supervisors. This is the bureaucratic type of leadership, where legitimate power springs from the nature and scope of the position within the hierarchy. The problem here is that, although the powers of the position may be defined, the jobholder may not be able to implement them because of weak personality, lack of adequate training or other factors.

5.
The Functional leader, who secures their leadership position by what he or she does, rather than by what they are. In other words, functional leaders adapt their behaviour to meet the competing needs of the situation.

Leadership, then, is something more than just personality, accident, or appointment. It is intimately linked with behaviour. It is essentially a human process at work in organisations. 

The basic elements of leadership, according to Charles Handy are four in number:
	      LEADER

· Skills
· Knowledge
· Personality

· Style


	      TASKS / GOALS

· Objectives of the job
· The technology used

· Methods of working

	      SUBORDINATES

· Skills
· Motivation

· Personality

· Preferred leadership style


	      THE ENVIRONMENT /

     SITUATION

· The position of power held by the leader
· Organisational norms


The Key Leadership Variables

Taken together these variables form the total leadership situation, and the art of leadership is to find the best balance between them in the light of the total situation.

Style Theories
The interest in the human factor at work which was stimulated by the researchers of Human Relations, and taken up by the social psychologists who followed them, led logically to an interest in leadership as an aspect of behaviour at work, rather than of personal characteristics. Since the 1950s, in particular, several theories about leadership, or management, style have been put forward. These have tended to be expressed in terms of authoritarian versus democratic styles, or people-orientation versus task orientation.

A selection of the best-known style theories is discussed below:

Authoritarian-Democratic
Three examples of this approach to management style are as follows:
1.
D. McGregor’s Theory X manager - tough, autocratic and supporting tight controls with punishment-reward systems - the authoritarian.


The contrasting style is that of the Theory Y manager - benevolent, participative and believing in self-controls - the democrat. 

(See Handout on Motivation)
2.
Rensis Likert’s four Management Systems:

System 1
-
Exploitive-authoritative

This is where power and direction come from the top downwards, where threats and punishment are employed, where communication is poor and teamwork non-existent. Productivity is mediocre.

System 2
-
Benevolent-authoritative

Similar to System 1, but allows some opportunities for consultation and delegation. Productivity is fair to good, but at the cots of considerable absenteeism and labour turnover.

System 3
-
Consultative

Goals are set or orders issued after discussion with subordinates. Communication is both upwards and downwards, and some teamwork is encouraged. Rewards are preferred to threats. Productivity is good.

System 4
-
Participative

This is the ideal system. The keynote is participation, leading to commitment to organisational goals. Communication is good and higher-level needs are catered for. Productivity is excellent.

3.
Tannenbaum and Schmidt proposed a continuum of leadership styles, ranging from authoritarian behaviour at one end to democratic behaviour at the other:

Authoritarian






      Democratic








	

	
	
	
	
	
	

	Manager make decision and announces it
	Manager ‘sells’ decision
	Manager presents decision and invites questions
	Manager presents tentative decision, subject to changes
	Manager presents problem, gets suggestions, makes decision
	Manager defines limits, asks group to make decision
	Manager permits subordinates to function within limits defined by superior


Tannenbaum and Schmidt’s model is considerably more flexible than many others are. It demonstrates that managers have a choice in selecting a leadership style. They acknowledge that this choice is affected by ‘forces’, of which they identify three - the manager himself, his subordinates, and the situation. They recommend a flexible style depending on the manager’s perception of the strength of the three forces.

The continuum has been utilised for management development purposes as a useful way of getting managers to think about flexibility of style. The work of Tannenbaum and Schmidt helped to promote further research into situational variables, much of which has been labelled the ‘contingency approach’ to leadership.

People-Task Orientations

Examples of approaches utilising two of the leadership variables - people and tasks - are as follows:

1. The Michigan Studies (1950)
These studies analysed a number of variables between managers of high-productivity groups and managers of low-productivity groups. The object was to see if any significant differences could be identified, thus providing some clues to leadership behaviour. In many respects (age, marital status, etc.) there were no such differences between the two groups.

However, one significant difference was noticed, and this was that the supervisors in charge of the high-producing groups tended to be employee-orientated while their opposite numbers in the low-producing groups tended, ironically, to be production-centred. The employee-orientated supervisors paid more attention to relationships at work, exercised less direct supervision and encouraged employee participation in decision-making. Production oriented supervisors were more directive and more concerned with task needs than people needs. The two different orientations appeared to represent different ends of the same continuum:

High-producing 





         Low-producing groups





                 groups



Employee-centred




  Production-centred
The Michigan Continuum
2. The Ohio Studies
These studies were conducted during the 1950s. Like the Michigan Studies shortly before, they were concerned to describe leadership behaviour. The basis of the initial research was a leader Behaviour Description Questionnaire of some 150 items. When the responses to this questionnaire were analysed two distinct groupings of behaviour emerged, which ere defied as ‘Consideration’ and ‘initiating Structure’.

Consideration described behaviour that was essentially relationship-orientated or considerate of employees’ feelings. Initiating Structure referred to behaviour concerned with the organisation of work processes, including communication channels, allocating tasks, etc. Unlike the Michigan Studies, the Ohio team’s conclusion was that it was possible for a supervisor/manager to score high on both dimensions.

3. Blake and Mouton (1964)
The findings of the Ohio Studies were further developed by Robert Blake and Jane Mouton in their so-called ‘Managerial Grid’.

The Grid represents a matrix of potential management styles of leadership, and was first devised as an aid to management development. Using the basic Grid model, managers can identify their current style and, if appropriate, learn what to do to achieve a ‘better’ style.

The grid uses two dimensions: concern for people and concern for production (or task). The country Club style is very considerate to people, but shows little concern for the task. By comparison, The Task Management style emphasises getting the task completed, more or less regardless of people’s feelings or views. Of the five styles, the Team Management style is seen to be the ‘best’ style, in that it emphasises both the task and peoples’ needs. 
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Contingency Theories
1. Fiedler (1967) 
Fiedler was the first theorist to employ the expression ‘contingency’ in the context of leadership. His ‘leadership contingency model’ suggested that leadership performance depends on the leader adopting a style that is appropriate according to the favourableness of the situation, which is determined principally by three key variables:

>
leader-member relations

>
degree of structure in the task

>
power and authority of the position

According to Fiedler, the most favourable situation for the leader is when:

(1)
he has good leader-member relations;

(2)
the task is highly structured; and

(3)
he has a powerful position.

The least favourable position is one where the leader is disliked by the team, where the task is relatively unstructured, and where the leader has little power.

2. Adair (1983)

A more recent development of contingency leadership is the Functional Leadership Model devised by Adair (1983). This proposes that leadership is a question of what the leader does in order to meet the requirements of the task and the needs of the team, both as a group and as individuals. Adair points out that it is important to separate individuals’ needs from group needs, otherwise there is a tendency for the group’s needs to dominate individuals. He argues that ‘.... leaders should always be aware of both the group and each individual, and seek to harmonise them in the service of the third factor - the common task.’

Adair’s model is based on three overlapping circles, which make up the primary contingencies required to be balanced by the leader.
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The value of perceiving leadership as achieving the best balance between the three overlapping areas of task, group and individual needs is that it becomes clear that failure to meet any one area will adversely affect the chances of success. Therefore, for example, if a leader concentrates on Team and Individual needs to the neglect of Task, then both the former will be less than completely satisfied. If the Task is not completed satisfactorily then both team and individual morale are likely to suffer. The reason for this is partly that people come together in groups precisely to achieve tasks that they are unable to fulfil on their own. Thus, if the task is not met, there will inevitably be disappointment. Of course, many leaders, especially those who are appointed to their role, prefer to focus on the needs of the task, since those are easier to handle - they don’t answer back! Such leaders neglect, or overrule, individuals’ needs, and the needs of a group as whole, in order to achieve the task laid on them by their superiors. Inevitably, this leads to a self-defeating position, where the task is not achieved adequately because individual and group needs have not been met.

Conclusion
We now know enough about leadership to understand that it is not just a straightforward choice between this or that style. It is principally a question of balancing a number of key factors, such as the nature of the task, the composition of the group, the degree of authority available, and the personal attributes of the leader. This balancing act is not achieved in a vacuum, but in the context of a living organisation, composed of ordinary people, and shaped by their dominant values.
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