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5.0 Objective

Leadership is of immense importance in every walk of life including business. Modern

business has become highly complex and competitive. It requires leadership of high calibre

to run the business with flying colours. This lesson defines leadership and throws light on the

ability and functions of an effective leader. The objective of this lesson is to make the students

conversant with the leadership theories, leadership styles and above all the qualities of an

outstanding leader.

5.1 Introduction

The concept of leadership had undergone a sea change form the concept of 'born-

leader' to 'situation-leader' and to effective leader. Views, assumptions and theories of

leadership have changed significantly in recent years. Business and industry have set
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managers more as leaders, to achieve the challenges. The quality of leadership provided by

the managers determines the degree of success of business. Some people are born leaders

and need litter training or development. But many managers are not born with qualitative

leadership skills. Such managers need training and development to acquire and develop

leadership skills. However, born leaders can be come efficient with training.

For example, Mahatma Gandhi, Jamshedji Tata and Dhirubhai Ambani belong to the

born leaders category, whereas Vikram Singh of Hindustan Aluminium and Pardhasardhi of

Hindustan Lever to the 'made leaders' category.

Effectiveness of Leaders :

The effectiveness of leaders depends on their ability of influence and be influenced by

the followers in the task accomplishment. In essence, leaders—

• Ensure that the necessary tasks are accomplished

• Build and reinforce the team and foster teamwork and team spirit and

• Develop each member of the team.

5.2 Ability and Functions of Leadership

Leaders ability of contribute to the task accomplishment depends on:

• Clarity of purpose, formulating it with enthusiasm and reinforcing the followers

of it quite often.

• Understanding clearly the long-run and short plant of the company an dknokw

haw the task fits in the overall plans.

• Planning in advance the process of task accomplishment.

• Determinig all kinds of resources necessary to accomplish the task and

provide them.

• Making the organizational structure as adaptable as possible to do the task

efficiently.

• Pacing progress towards achievement to task.

• Feeding information forward and back to evaluate the results.

Development of Individuals :

Leaders should remember that their followers are human beigns with their own

values, aspirations, needs and attitudes. Therefore, the leader should respect his followers

and create conducive work environment and culture so that the followers must —

• Have satisfaction from personal achievement in the job they do

• Have a fell that they make a worthwhile contribution to the objectives
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• Have a feel that the job is challenging, demanding the best of them and give

them higher responsibilities.

• Be recognised adeqautely for their achievement.

• Have control over the jobs/tasks delegated to their followers

• Have a feel that they grow, develop and advance as human beings.

Building the Teams :

Most of the organizational activities are done in teams. Therefore, the leader should

build, teams and understand the needs of his team. Leader should respect to the team even

by leading from behind. To achieve the team effectiveness, the leader should:

• Formulate and maintain team policies, objectives and standards.

• Involve all the team members in achievement of objectives.

• Communicate and brief the team members face-to-face regarding the matters

affect them at work.

• Consult and involve the team members in decision-making which affect them.

Make the Vision Tangible :

Leaders have to formulate vision, mission and purpose. Followers commit to the

achievement of the vision, if it is tangible and attainable. The leaders transform the vision into

tangible reality, promote it and convince the followers regarding its significance. The leaders

have to carryout the following steps in order to make the vision tangible and realize it.

• Formulation of vision and mission.

• Formulation of objectives and goals to be achieved for successful

achievement of mission.

• Analysis of external environment for opportunities and threats.

• Appraise the organization to know the strengths, weaknesses, competitive

advantages and core ompetencies of the company.

• Formulation of strategic alternative to achieve the goals.

• Develop the organizational structure appropriate for the strategy.

• Create organizational climate necessary to achieve the strategy.

• Formulation of the tactics necessary to achieve the strategy.

• Development of feed forward and feedback systems to evaluate the strategic

management process.

• Implement the strategy and modifying it, if necessary, based on the environmental

changes.
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What is Leadership ?

As stated earlier, leadership is an influence process. It involves the exercise of influence

on the part of the leader over the perception, motivation, communication, personality and

utimately over the behaviour of other people (preferably followers). Leadership is, therefore,

the study of leader's influence over the thoughts, feelings, opinions, beliefs, attitudes and

actions of followers.

• Subordinates'/Followers' performances

• Subordinates'/Followers' characteristics

• The nature of the work itself

• Business policies and incidents.

Fig. 5.1: Presents the mutual influence of follower and leader on each other.

• Performance  • Characters • Performance  •Characters

• Characters  •Situations

Follower

Leader

• Nature of the • Business • Legitimate Power • Export Power

Work Incidents • Referent Power

Fig. 5.1: Mutual Influence of Leader and Follower

Leaders Power :

• the nature of the leader

• the nature of the followers

• the leader's behaviour

• organizational situation

• follower's behaviour, and

• leader's capacity to influence followers.

Among these factors, the capacity of the leader to influence follower plays significant

role. The leader's inflence over his followers is derived from various sources of power. The

important sources of power of the leader include:

• Reward power

• Coercive power

• Legitimate power

• Expert power, and

• Rferent power.
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Exhibit 5.1: Presents the guidelines for using the power.

Exhibit 5.1: Guidelines fur Using Power

Basic Power Guidelines fur Use

1. Reward Power Verify compliance

Make feasible, reasonable requests

Make only ethical, proper requests

Offer rewards desired by subordinates

Offer only credible

2. Coercive Power Inform subordinates of rules and penalties

War n before punishing

Administer punishment consistently and uniformly

Understand the situation before acting

Maintain credibility

Fit punishment to the infraction

3. Legitimate Power Be cordial and polite

Be confident

Be clear and follow uf to verify understanding

Make sure request is appropriate

Explain reasons for request

Follow proper channels

Exercise power regularly

Enforce compliance

Be sensitive to subordinates, concerns

4. Expert Power Promote image of expertise

Maintain credibility

Act confident and decisive

Keep informed

Recognize employee concerns

Avoid threatening subordinates' self-esteem

5. Referent Power Treat subordinates fairly

Defend subordinates' interests

Be sensitive to subordinates' needs and feelings

Select subordinates similar to oneself

Engage in role modeling

Reward Power : Superior granting a salary rise to his subordinate in order to

encourage him to work better is referred to reward power of the superior. Reward refers to
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offereing monetary and non-monetary rewards by the leader to his followers. Leader has the

formal and informal control over organizational resources, opportunities and decisions. Leader

rewards his followers, by exercising his control over these resources. These rewards include

salary increase, pormotions, transfers, providing fringe benefits and perquisites.

Other types of rewards are offered by the leader to his followers based on the former's

personal power, motives, dynamism and communication and appreciation skills include praise,

recognition, granting autonomy, freedom, empowerment etc. Leader's success depends on

the nature and extent of valuing these rewards by the followers.

Coercive Power : Leader motivates his followers not only through rewarding but aslo

through punishing. Coercive power is opposite to reward power. Coercive power is the ability

or the capacity of the leader to coerce or punish his followers for carrying out the assigned

tasks.

The sources of coercive power include both personal and position. Leaders personally

have coercive power to punish their followers. If the followers do not do the work on their own,

then the leader influences anc coercive them. Leaders also have coercive power which is

derived from their positions. This coercive power includes deferring promotions, salary

reductions, demotion, transfer to an unpleasant place or job, retrenchment etc.

Legitimate Power : The job analysis consists of job description and job specification.

Job description consists of the rights of the job incumbent. The job of the leader lgives rights

to the leader regarding issuing orfers, work assignment, delegation of authority and

responsibility to his subordinates in order to get the work done. This power of the leader of

influence his folowers through the rights of his job is referred to as legitimate power. Therefore,

the orders, requests, direction issued by the leader based on his job rights are viewed by the

followers as legitimate and valid.

Subordinates/followers job description indicates their duties and obligations. These

obligations indicate that they have to comply with such requrests and orders in order to carry

out the organizational activities. Therefore, legitimate power is derived from the position and

it is nothing to do with the leader's characteristics.

Expert Power : Expert  power is derived from the expertise, knowledge, information,

skills and abilities that the leader possesses over the jobs of his subordinates.

The subordinates expect the leader as a source of knkowledge, information and skills

in carrying, out their duties. If the subordinates get continuous and timely support from their

leader in the form of offering expertise that they do not have, then they respond very positively

to their leader. Thus, the leader can influence the subordinates very much positively by

possessing the expert knowledge, skills and abilities.

The leader should acquire knowledge, skill, abilities to become expert. He should

also update them continuously in order to retain that expert position in order to influence the

followers effectively and contribute to the organizational goals.
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Referent Power : The leader should be resourceful in terms of knowledge and skill.

He should be capable of rewarding the followers properly. Further, he should discriminate the

followers who avoid the work and use his coercive power to make them work.

Subordinates would like to find extraodinary characters, abilities and qualities in the

leader and see him as their role model. Further, the followers would like to identify with the

leader and to emulate the leader. If the follower admire the leader's abilities and qualities very

much, they would like to be influenced by the leader to a greater extent then the leader  hs

greater referent power over his suborinates.

Leader gets the referent power to a greatest extent from his expertise, characteristics

and knowledge rather than from his formala organizational position. Exhibit 10.2 presents the

uses and outcomes of power.

Leader vs. Manager :

Managers in the past like Mr. Krishan Murthy of Maruti Udog Limited, ran the business

under the relatively stable environmental factors. But, the leaders in the new millenium like Mr.

Bill Gates of of Micro Soft, Dr. Dhirubai Ambani of Relliance Petrochemcials, win over the

competitors, create the new external environment, and conquer the market.

Exhibit 5.2: Uses and Outcomes of Power

Source of Type of Outcome

Leader Infulence

Commitment Compliance Resistance

Legitimate Power Possible Likely Possible
If request is polite If request of order If arrogant demands
and very appropriate is seen as legitimate are made or request

does not proper

Reward Power Possible Likely Possible

If used in a subtle, If used in a mechnical If used in a manipulative

very personal way impersonal way arrogant way

Coercive Very Unlikely Possible Likely
If used in a helpful, If used in a hostile or

nonpunitive way or munipulative way

Expert Power Likely Possible Possible

If request is If request is If leader is

subordinates share subordinates are insulting, or

leader's task goals apathetic about subordinates oppose
leader's task goals task goals

Referent Power Likely Possible Possible

If request is believed If request is perceived If request is for

to be important to to be unimportant to something that will

leader leader bring harm to leader
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As Bennis put it, "To survive in the twenty-first century, we are going to need a new

generation of leaders-leaders not managers. The distinction is an important one. Leaders

conquer the context — the volatile, turbulent, ambiguous surroundings that sometimes seem

to conspire against us and will surely suffocate us, if we let them — while managers surrender

to it."

Thus managers surrender to the external environment, while leaders fight with the

encironment and create new environment. Theorists and practioners are differencing the

leader from managers only in recent years. This is more so, particularly after globalisation

and liberalization of world economies. Abraham Zalenik argues that leaders and managers

are very different kinds of people. They differ in motivation, personal history etc.

Managers tend to be impersonal towards goals, while leaders take active and personal

attitude towards goals.

• Managers tend to view work as an enabling process while leaders work from high

task postions, seek out risk and danger when opportunity and reward appear high.

• Managers work with people while leaders relate ideas to people in more intutive and

empathic ways.

• Managers cope up with change whereas leaders bring change. Leaders develop a

vision and direction for the future.

5.1 Leadership Theories

There is a lot of literature on leadership. Most of this literature is confusing and

contradictory. Hence, we would draw different approaches to classify and study the leadership.

Study of leadership theories is one of the best approaches to study leadership. Leadership

theories are classified as:

• Traditional Theories

— Trait Theory

— Group and Exchange Theory

• Behavioural Theories

— Ohio State Studies

— University of Michigan Studies

— Scandinavian Studies

— Continuous Theory

— Managerial Grid

— Leader-Participation Model
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• Contigency/Situation Theories

— Tannenbaum and Schmidt's Leadership Pattern

— Fiedler's Contingency Theory

— Path-Goal Theory

— Hersey and Blanchard's Life-cycle/Situational Approach

• Modern Theories

— Charismatic Leadership Theory

— Transformational Leadership Theory

Exhibit 5.3: Managers Vs. Leaders in the Twenty-First Century

Managers Leaders

Administers Innovates

A copy An original

Maintains Develops

Focusses on systems and structures Foccusses on people

Relies on control Inspires trust

Short-range view Long-range perspective

Asks how and when Aks what and why

Eye on the bottom live Eye on the horizon

Imitates Originates

Accepts the status quo Challenges the status quo

Classic good soldier Own person

Does things right Does the right thing

Traditional Theories : Traditional teories of leadership include trait theory and Group

and Exchange theories of leadership.

Trait Theory: Trait theories of leadership sought personality, social, physical or

intellectural traits those differentiated leaders from non-leaders. Trait theorists refer the people

like Mahatma Gandhi, Indira Gandhi, Margert Thatcher, Nelson Mandela, N.T.Rama Rao and

describe them in terms of charismatic, enthusiastic and courageous.

Trait theories asusme that leaders are born, not made. the reserach studies focus on

personal traits or characteristics that distinguish the leaders form the followers and a successful

leader from an unsuccessful leader. A number of research studies were conducted during the

last 50 years. The cumulative findings of these studies conclude that some traits increase the

likelihood of success as a leader, but more of the traits guarantee success.
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Stodgill classified these traits into five categories viz., —intelligence and

schlorship, —physical traits like age, height, weight, strength etc., — personality characterized

by self-confidence, honesty, integrity, creativity and imitation — social status and experience

and — task-orientation.

Exhibit 5.4: Characteristics of Successful Leaders

Trait/Characteristic Description

Drive Desirce for achievement, ambition, high energy, tenacity, initiative

Honesty and integrity Trustworthy, reliable and open

Leadership motivation Desire to exercise influence over others to reach shared goals

Self-confidence Trust in own abilities

Cognitive ability Intelligence, ability to integrate and interpret large amounts of

information

Knowledge of the business Knowledge of industry and relevant technical large

Creativity Originality

Flexibility Ability to adapt to needs of followers and requirements of situation

Group and Exchange Theories of Leadership :

Social Psychology is the basis for group theories of leadership. Social exchange view

of leadership indicates that, "exchange theories propose that group members make

contributions at a cost to themselves and receive benefits at a cost to the group or other

members. Interaction continues because members find the social exchange mutually

rewarding."

Social exchange indicates that leadership is an exchange process between the

leaderw and followers. This theory indicates that there are three domains of leadership viz.,

leader-based domain, follower-based domain and relationship-based domain.

Behavioural Theories :

Bheavioural theories of leadership propose that specific behaviours differentiate

leaders from non-leaders. These theoris opine that leader's style is oriented either an

employee-centred or a job centred emphasis.

These theories attemp to explain leadership in terms of the behaviour that the leader

exhibits. These theories have modest success in building consistent relationship between
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patterns of leadership behaviour and group performance. However, consideration of situation

factors is missing in these theories. Now, we discuss behavioural theories.

Ohio State Studies :

The research that was conducted at Ohio State University, USA in the late 1940s

provides the basis for behavioural theories. These research studies concluded that leaders

behaviou can be categoried into two dimensions viz., initiating structure and consideration.

Initiating Structure : Initiating structure refers to the extent to which a leader is likely

to define and strcuture his/her role and those of subordinates in the search for goal attainment.

The leader's behaviour include job/work design, work relationships, assigning the work groups

and individual workers, establishing the work standards, performance, goals, indicate the

groups and individuals to achieve the goals, meet the bench-marks/standards and deadlines.

Consideration : Consideration is the extent to which a person is likely to have job

relationships that are characterised by mutual trust, respect for subordinate's ideas and regard

for their feelings. He/she has concern for followers' comfort, well being, status and satisfaction.

A leader who attempts to solve the personal problems of his subordinates and helps

them is friendly and, approachable. He treats all his subordinates as equals. Such a leader is

viewed as high in consideration.

University of Michigan Studies :

Survey Research Centre of Universtiy of Michigan conducted leadership studies in

the late 1940s. The objectives of the study were to find behavioural characteristics of leaders

that appeared to be related to measures of performance effectiveness.

The Michigan group conclued that there are two dimensions of leadership behaviour

viz., employee-oriented and productionl-oriented. Employee-oriented leaders  emphasise

inter-personal relations whereas production-oriented leaders emphasis technical or task

aspects of the job. The goal of both employee-oriented and production leaders is to accomplish

and get the things done by the group members.

Michigan Studies also concluded that employee-oriented leadership results in high

productivity and higher job satisfaction and vice-versa is true in case of production-oriented

leadership. Hence, the Michigan studies favoured employee-oriented leadership to achieve

the goals of both higher productivity and higher job satisfaction.

Scandinavian Studies :

The researchers in Finland and Sweden felt that the Ohio and Michigan Studies were

conducted during 1940s and 1960s when the world economies were more or less stable.

Therefore, these studies may not be applicable when the world economies were developing.

According to them, the leaders should exhibit development-oriented behaviour in a developing

world. These leaders value innovation or creation, seek new and challenging ideas,

experimentation, generate adn implement change.
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In fact, Ohio studies used developmental items in their research. But they were not

received  any attention at that time. Hence, the Scandinavian studies were conducted by

including the third dimension i.e., development oriented – for the effective leadership. The

preliminary results of the Scandinavian studies show that the leaders of 1990s support

development oriented behaviour. Leadres who demonstrative development-oriented

behaviour, developed more component and satisfied subordinates.

Continuous Theory of Leadership :

Lewin, Lippit and While suggested a continuous theory of leadership, which identified

basic styles of leadership, i.e., autocat, democrat and laissez-faire. Robert Mumurree

suggested the benevolent autocrat between autocrat and demorat leadership. Bank managers

in India used to adopt autocratic style before 1969. But, this style proved to be ineffectivene

1969 in view of new values, expectations, desires, culture etc., inducted in banks with the

massive entrance employees with massive branch expansion. However, the bank managers

feel that even the democratic style has not proved effective, leading to indiscipline in most

situations. In view of this, it is suggested that the bank managers may adopt a benevolent

autocratic style.

Leader Participation Model :

Victor Vrom and Phillip Yetton developed a leader-participation model. Leader-

participation is a leadership theory that provides a set of rules to determine the form and

amount of participative decision making in different situations. This model is a normative and

it provides a sequential set of rule that should be followed for determining the form and amount

of participation desirable in a decision-making as determined by different situation.

This model assumes that may of five behavious may be feasible in a given situation.

These five behaviours are:

• Autocratic I: Leader solves the problem or makes a decision by himself using whatever

facts you have at hand.

• Autocratic II: Leader obtains the necessary information form subordinates and

decides on the solution to the problem by himself. He may or may not tell the

subordinates about the nature of situation. He seeks only relevant facts from the, but

not their advice or      counsel.

• Consultative I: Leader shares the problem with relevant subordinates one-on-one

getting their ideas and suggestions. However, leader makes the final decision.

• Consultative II: Leader shares the problem with his subordinates as a group,

collectively obtaining their ideas and suggestions. Then he makes the decision that

may or may not reflect the subordinates, influence.

• Group: Leader shares the problem with his subordinates as a group. Leader's goal

is to help the group in making a decision. His ideas are not given any greater weight

than those of his subordinates.
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Contigency Theories of Leadership: Contignecy approaches to leadership take

the position that there is no "one best way" to lead in all situations. Effective leadership styles

vary from situation to situation depending on several factors like personality predispositions

of the leaders, the characteristics of the followers, the nature of task being done and other

situational factors.

Path Goal Theory of Leadership: Martin Evans and Robert House using contingency

approach based on the expectancy theory of motivation develop this theory of leadership.

This theory states that leaders can exercise four different kinds of styles, viz, directive (giving

directions), suuportive (friendly and approachable), participative and achievement-oriented

(setting challenging goals) leadership. It also states that the leader can use any of these

styles depending on situational factors like subordinate characteristics (ability, internal locus

of control) and attributes in the work setting (task characteristics, formal authority system and

primary work groups). A good fit between leadership stype and situational factors will result in

job satisfaction of subordinates and they accept and value the leader as a dispenser and will

engage in motivational behaviour (Fig. 5.5).

LEADERSHIP STYLE

Directive

Supportive OUTCOMES

Achivement-Oriented Job Satisfaction

Participative Acceptance of Leader

Motivational Behaviour

SITUATIONAL FACTORS - Expecting That:

(1) Effort will lead to (1) Effort will lead to

Subordinates Attributes       Performance

- Abilities (2) Performance will lead

-Internal or External       to valued rewards

Work Setting Attributes

- Task

- Formal Authority System

- Primary Work Group

Fig. 10.5: Path Goal Theory of Leadership

Hersey and Blanchard's Life Cycle (or) Situational Approach :

It is an extension of the managerial grid approach, Hersey and Blanchard's approach

identifies two major styles, viz. task style and relationship style. Hersey and Blanchard
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incorporated the maturity of the followers into their model taking the lead form some of Fiedler's

work on situational variable. The level of maturity is defined by these criteria, viz., degree of

achievement motivation, willingness to take on responsibility and amount of edacation and/

or experience. The key for leadership effectiveness in this model (Fig. 10.7) is to match up

the situation with the appropriate style. The four styles are:

(i) Telling Style: This is a high task, low relationship style. It is effective when

followers are at a very low of maturity.

(ii) Selling Style: This is a task, high relationship style. It is effective when followers

are on the low side of maturity.

(iii) Participating Style: This is a low task, high relationship style. It is effective when

followers are on the high side of maturity.

(iv) Delegating Style: This is a low task, low relationship style. It is effective when

followers are at a very high level of maturity.

Modern Theories of Leadership :

The modern theories of leadership include:

• Charismatic leadership theory

• Transformational leadership theory.

Charismatic Leadership Theory: According to House, the characters of the

charismatic leaders include self-confidence, confidence in subordinates, high expectations

for subordinates, ideological vision, and use of personal example. The characters of the

followers of the charismatic leader include: identification with the leader's mission, exhibit

extreme loyalty to and confidence in leaer, emulate the leader's values, behaviours and derive

self-esteem from their relationship with the leader.

Mahatma Gandhi's characters of self-confidence, ideological vision and personal

exmample made him as a charismatic leader. Mr. Dhirubhai Ambani's character of self-

confidence, Mr. Ramalinga Raju's (of Satyam Computers) character of confidence in

subordinates and high expectation for subordinates made them charismatic leaders. These

characters of Ramallinga Raju resulted in performance of the followers beyond the expectations.

Similarly, Mr.Kurian's ideological vision resulted in the success of 'white resolution'. Dr. N.T.

Rama Rao's unconventional behaviour made him Chief Mininster of Andhra Pradesh.

Charismatic leaders, thus, lure and motivate the subordinates towards performance

beyond expectations, innovations, creations, and create the work culture among the followers.

Charismatic leaders tend to be portrayed as wonderful heroes. However, there can also be

unethical characters associated with these leaders.
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Key Characteristics of Charismatic Leaders

1. Self-confidence. They have complete confidence in their judgement and ability.

2. A vision. This is an idealized goal that proposes a future better than the status quo.

The greater the disparity between this idealized goal and the status quo, the more

likely that followers will attribute extraordinary vision to the leader.

3. Ability to articulate the vision. They are able to clarify and state the vision in terms

that are understandable to others. This articulation demonstrates on understanding

of the followers' needs and, hence, acts as a motivating force.

4. Strong convictions about the vision. Charismatic leaders are perceived as being

strongly committed, and willing to take on high personal risk, incur high costs, and

engage in self-sacrifice to achieve their vision.

5. Behaviour that is out of the ordinary. Those with charisma engage in behaviour

that is perceived as being novel, unconventional, and counter to norms. When

successful, these behaviours evoke surprise and admiration in followers.

6. Perceived as being a change agent. Charismatic leaders are perceived as agents

of radical change rather than as caretakers of the status quo.

7. Environment sensitivity. These leaders are able to make realistic assessments of

the envrionmental constraints and resources needed to bring about change.

Ethical and Unethical Characteristics of Charismatic Leaders

Ethical Charismatic Leader Unethical Charismatic Leader

— Uses power to serve others — Uses power only for personal gain or

impact

— Aligns vision with followers' needs — Promotes own personal vision.

and aspirations.

— Considers and learns from criticism — Censures critical or opposing views.

— Stimulates followers to think indepen — Demands own decisions views,

accepted with--dently and to question

the leader's view.  out question.

— Open, two-way communication — One-way communication

— Coaches, develops, and supports — Insensitive to follower's needs.

followers; shares recognition with

others.

— Relies on interal moral standards to — Relies on convenient, external moral

satisfy organizational and social standards moral standards to satisfy

interests self-interests.

(Source: Jane M.Howell and Bruce J.Avolio, "The Ethics of Charismatic Leadership:

Submission or Liberation?" Academy of Management Executive, May 1992, p.45).



Leadership

[  103  ]

 Behavioural Components of Charismatic and Non-charismatic Leaders

Non-charismatic Leader Charismatic Leader

Relation to status Essentially agrees with status quo Essentially opposed to status

quo and strives to maintain it quo and strives to change it

Future goal Goal not too discrepant from status Idealized vision which is highly

quo discrepant from status quo

Likableness Shared perspective makes him/ Shared perspective and idealized

her likable  vision makes him/her a likable

and honorable hero worthey of

identification and imitation.

Trustworthiness Disinterested advocacy in persua- Disinterested advocacry by

incuring sion attempts great personal risk cost

Expertise Expert in using available means to Expert in using unconventional

achieve goals within the framework means to transcend the existing

of the existing orfer order

Behaviour Convetional, conforming to existing Unconventional or conunter-nor

norms mative

Environmental Low need for environmental sensi High need for environmental

sensitivity to maintain status quo sensitivity for changing the sta

tus quo

Articulation Weak articulation of goals and Strong articulation of future

motivation to lead vision and movtivation to lead

Power base Position power and personal Personal power (based on

power (based on reward, expertise expertise, respect, andadmirat-

and linking for a friend who is a ion for a unique hero)

similar other

Leader-follower Egalitarian, consesus seeking, or Elitish, entrepreneur, and

directive, nudges or orders people exemplary, transforms people to

to share his/her views the radical changes advocated.
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5.4 Leadership Styles

Different types of the leadership styles are derived from the leadership theories. These

are four popularly known traditional leadership styles viz., Free rein, autocratic, particpative

and democratic.

People used to think of a manager as the person who knows the domain better than

others. The relationship between a manager and his team was that a superior and his

subordinates. But in today's organization, can you find, for instance, someone who has 15

years of experience on the Net?

Today, a manager's role is increasingly becoming that of an enabler and facilitator.

The organisation is now a network where the manager focusses on providing an environment

where people can have fun and excel at whatever they do. An environment where people can

invent and be innovative.

It comes to the same thing finally — technology will keep changing. Hence, the roles

people way will aslo keep changing. And the success of an organization will depend on people

— people who have the derive; people who have that X-factor that makes them different.

Everyone can create a strategic plan; few can implement one.

For a manager to be successful in today's world, first, he should be prepared to do

thing himself. Two, he should alwyas be willing to listen to his people. Three, he should be

open to ideas that he is not comfortable with. And, finally, a manager must realize that his

success is dependent on the performance of individuals.

To some extent, it is important for a manager to be a good leader. When you are a

facilitator, you are a catalyst. But, at the same time, you need to have conviction too. You can't

just not and value to your team. Someone once said: "A leader is dispenser of hope, whereas

a manager is a disperser of caution," In today's world, since we are dealing with things hitherto

unknown, the word hope carries a lot of weight. To that extent, leadership is a must. Inspiration

will not arise from caution.

Free-rein or Laissez-faire Style: These leaders avoid authority and responsiblity.

They mostly depend upon the group to establish objectives and goals, formulate policies and

programmes. The group members train and motivate themselves. Contrary to the autocratic

style the leader play monitor or negligible roles and depend upon the group.

Autocratic Style: Autocratic leaders centralize power of decision-making in them.

Followers have no say either in decision-making or in implementation. They have to completely

obey and follow the instructions of the leaders. The leaders take full authority and full

responsibility. Autocratic leaders are classified into: (a) Strict autocrat who follows autocratic

style completely where the method of influencing subordinates is thoroughly negative; (b)

Benevolent autocrat who typically gives awards to the followers; and (c) Incompetent autocrat

who adopts autocratic style with a veiw to hide his icompletency.
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Democratic Style: Democratic leaders dencentralise authority and encourage

subordinates to express their opinion in decision-making as well as in implementing the

decision. However, the leaders take decisions. Thus, decisions are arrived at by consultation.

Participative Style: Participative leaders decentralize authority and encourage

subordinates to participate and involve in decision-making and implementation processes.

The leader and his subordinates make decisions.

It is, however, concluded that there is no clear-cut leadership style, which is applicable

universally and in all circumsatances. Therefore, the leaders have to adopt appropriate style

depending upon the situational requirements.

Leadership Styles Based on Modern Theories

Leaders of the modern, high-technology an d highly competitive organisations exhibit

inspiritational style with vision and perform the work effectively i.e., do the right things.

Mr. Kulkarni of Larsen and Toubro leads the company with clear vision, emphasis on

quality, comprehensive outlook and perfectness in work, creation and diversification into the

related areas. He sets high goals by consulting the managers and followers of the company

and employees. He encourages adn inspires the employees for working efficiently.

The leadership styles based on the charismatic and transformational theories are

classified into three viz., envisioning, energising and enabling.

(i) Envisioning: This style includes creating a picture of the future or a desired

future state with which people can identify. Envisioning generates excitement.

Thus, this style emphasises on articulating a compelling vision and setting high

goals and expectations.

(ii) Energising: The leader in this style directs the generation of energy, the

motivation to act among the organizational emloyees. This style also includes

demonstrating personal excitement and confidence, seeking, finding and using

success.

(iii) Enabling: The leader helps the followers psychologically to act or perform in the

face of challenging goals. This style includes empowering, expressing personal

support and empathising.

5.5 Qualities/Approaches of Outstanding Leaders

Qualities or approaches practiced by the outstanding leaders include:

• Vision: Formulation of ideological vision in consultation with the followers.

• Passion and self-sacrifice: Display a passion for their vision. They sacrifice

their self in the interest of their vision.
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• Confidence, determination and persistence: Display high degree of faith

and  confidence in them in achieving the vision. They also have determination

and persistence towards the achievement of the vision.

• Image building: Build the image of themselves among the followers as

competent credible and trustworthy.

• Role modelling: Act as the role models to their followers.

• External representation: Act as external representation and spoke person for

their organisation.

• Expectations and confidence in followers: Set high expectations from the

followers and have strong confidence in their abilities and commitment.

• Frame alignment: Engage in frame alignment. They make followers interest,

values and  beliefs congruent and complementary with those of their activities,

goals and ideology.

• Inspirational communication: Often communicate their messages in an

inspirational manner using vivid stories, slogans, symbols and ceremonies.

• Selective motive arousal: They identify the appropriate motivational factors to

motivate the followers for the successful achievement of vision and mission.

5.6 Summary

The skills of the effective leaders include:

1. Personal Skills: Personal skills include developing awareness, managing stress and

solving problems creatively.

• Developing Self-Awareness include:

— Determinig values and priorities

— Identifying cognitive style

— Assesing attitude towards change

• Managing Stress includes:

— Coping with stressors

— Managing time

— Delegating

• Solving Problems Creatively includes:

— Using the rational approach

— Using the creative approach

— Fostering innovation in others
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2. Interpersonal Skills: Interpersonal Skills included Gaining power and influence,

communicating, motivating and conflict management.

• Gaining Power and Influence include:

— Gaining power

— Exercising influence

— Empowering others

• Communicating includes:

— Informing and listening

— Coaching and counselling

• Motivating includes:

— Diagnosing poor performance

— Creating a motivating environment

— Rewarding accomplishments

• Conflict Management includes:

— Diagnosing the conflicts

— Finding causes

— Developing and selecting the best strategies

— Resolving the confrontations.

Leadership Lessons from Mount Everest

Michael Useem draws the leadership lessons from Mount Everest. The Himalayas

are one of nature's most demanding classrooms. Himalayas can teach us four important

principles about making charge of our followers and our own egos.

Lesson One: Leaders should be led by the group needs. The followers need open

work places because, open work places invite valuable interaction between people, its privacy

that helps knowledge workers their peak state of performance.

When leaders truly serve and subordinate their private welfare to that of all others,

their authority often becomes unquestionable.

Lesson Two: Interaction can sometimes be the most difficult, but it is the wisest

action.

Lesson Three: If your words do not stick, you have not spoken. When leaders make

their strategic intent abundantly clear, others know what to do without requiring Myriad further

instructions.

Lesson Four: Leading upwards can feel wrong when it is right.
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5.7 Questions for Exercise

1. What is leadership? Who are the effective leaders?

2. How do leader and follower influence each other?

3. What are the differences between leader and manager?

4. What are the trait theories of leadership?

5. What are the behavioural theories of leadership?

6. What is continuous theory of leadership?

7. What is path-goal theory of leadership?

8. What is situational theory of leadership?

9. What are the modern theories of leadership?

10. What are the leadership styles?

11. What are the qualities of outstanding leaders?

5.8 Suggested Readings

1. William H. Newman and E.K.Warren: The Process of management, Prentice

Hall of India, New Delhi, 1985.

2. Theo Haiman: Professional Management, Boston, Houghton, 1982.




