Leadership Resources 1
What is Leadership?

Leadership is like a river.......

1. It has direction..

2. By channelling energy it becomes more forceful - at times it produces bursts of force and breakthroughs..

3. At times direction may be less clear - a section may be lost..

4. Without direction there is no movement and slowly sections may start to dry up..

5. It may create environments which encourage others to follow the same direction..

6. to become a dominant force
Leadership is a complex phenomenon!
Perhaps they are leaders because:
· people prefer someone else to decide what to do.

· people fear them or their criticism.

· they were appointed to lead.

Perhaps they are good leaders because:
· they have gained credibility and/or respect over time.

· they are the ones who know most about the work.

· they inspire people.

Leadership is a strange quality. It is relatively easy to identify good leaders, but rather more difficult to identify why they are good leaders. My favourite definitions of leadership focus on the process of direction, influence and being able to mobilise resources. At the moment we are concerned with leadership in organisations.
Definitions of Leadership

Here are some definitions of leadership......
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next definition >>

‘When the effective leader is finished,

people say it happened naturally’

We talk about business leaders and ‘captains of industry’, a phrase that harks back to
the militaristic origins of much of the study of leadership. In this context we tend to focus
on formal leaders and equate that with a manager but the two terms are not
equivalent
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'A leader shapes and shares a vision,

which gives point to the work of others'

Handy (1992)
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o provide vision

Benns (1992)
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Sadler (2003)
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Leadership and Management Roles

managers who are also leaders

of a leader roles of a manager
'communicate plan and budget
motivate organise and staff
encourage & inspire control
involve people problem solve

(Figure 2 - Management and Leadership Roles)

Leadership implies something more than the formal authority. which is part of particular
organisational roles. Leaders tend to be more personal and active in their pursuit of
goals than managers; they may generate emofional involvement in their followers. This
may be respect, excitement, admirations or some other emotion. Leaders may be more
exploratory in their approach to what their organisation s about, looking at what couid
be possible rather than just ‘where we are now . Leadership invoives transformation
‘and change, rather than monitoring and exchange

'A manager does things right;
a leader does the right things'
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(Covey 2003)




So, we have introduced the idea of there being various leadership roles or functions. One advantage of this ‘functional approach’ to leadership is that it helps us get around difficulties regarding formal and informal leadership roles. As long as all the leadership functions are fulfilled, it does not really matter who does each – the leadership roles can be distributed around the group members. The top role in an organisation is not the only one which has leadership responsibilities.
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	Question - 

	
	1. In your place of work, who are leaders?

2. What area do you lead on?

3. Can you think of other roles of leaders?

4. Which roles do you think are most important and why?
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	Discussion Box - 

	
	At different times and for different reasons, we may all take on leadership roles. This may be for a small project; we may have ‘leader’ in our job title – project leader, team leader, section leader; we may take a lead whenever our particular specialist skills are needed.


More about Leadership Functions
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Jon Adir (1979) developed an interesting model of what he terms Action Centred
Leadership Adair identfies three leadership functions based around three sefs of
needs for leading a group:

« Ensuring the task is performed.
« Ensuring individuals are praised and supported as necessary.
« Making sure the team continues to function effectively.

task needs

individual
needs





Team Maintenance Functions

	Maintaining morale and team spirit.

	Attending to the cohesiveness of the group as a work unit. 

	Setting the standards and maintaining discipline 

	Establishing systems of communication within the group. 

	Training the group. 

	Appointing sub-leaders. 


Task Functions 
	Achieving the objectives of the work group. 

	Defining group tasks. 

	Planning the work. 

	Allocating resources. 

	Organising duties and responsibilities. 

	Controlling quality and checking performance. 

	Reviewing performance. 


Individual Functions 
	Meeting the needs of the individual group. 

	Attending to personal problem. 

	Giving praise and status.

	Reconciling conflicts between group needs and needs of the individual. 

	Training the individual. 


John Adair

John Adair has had a varied career, he has worked as a deckhand on an Icelandic trawler and as an adjutant in a Bedouin regiment. 

Adair developed the 'Manager-Leader' concept and was credited in helping ICI become the first British company to make a £1 billion profit. 

He became the professor of Leadership Studies at the University of Surrey and is currently a visiting professor at the University of Exeter, and an International Managerial consultant. 

Teams

From loose groups to effective teams: The nine key factors of the team landscape. Sheard. A.G. and Kakabadse, A.P. The journal of Management Development, Feb 2002, vol. 21, no2 pp135-151.

http://ceres.emeraldinsight.com/vl=3561644/cl=71/nw=1/rpsv/cw/mcb/02621711/v21n2/s4/p133
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An altemnative functional analysis of leadership (developed from Kretch, Crutchfield and
Ballachey in 1962), identifies 14 different leadership functions.

kretch's list of leadership functions

An alternat ional analysis of leadership (developed by Kretch, Crutchfield and
Ballachey in 1962), identifies 14 different leadership funct
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Link the boxes above with Adair's action centred model leadership model of leadership function.

Which of the boxes above relate to the task needs:
1. Team Maintenance needs?

2. Individual Needs?

