CHAPTER -3
LEADERSHIP

3.1 Definitions on Leadership -

In order to get an understanding on the concept of Leadership the researcher began
with looking at the most common definitions of leadership. During this examination it
was felt by the researcher that there has to be some link between the issues and the
concept of leadership. A study and analysis of the popular definitions on leadership
reveals that most definitions tend to focus on the individual traits and characteristics.
Eminent personalities had their own views and hence have defined leadership.

Some of the definitions on leadership are as follows-

Leadership is an attempt at influencing the activities of followers through the

communication process and toward the attainment of some goal or goals.

Leadership is an influence process that enable managers to get their people to do
willingly what must be done, do well what ought to be done.(Cribbin, I.J.

‘Leadership: strategies for organizational effectiveness’)

Leadership is defined as the process of influencing the activities of an organized

group toward goal achievement.(Rauch & Behling.)

Leadership is discovering the company's destiny and having the courage to follow it.

( JoeJaworski - Organizational Learning Center at MIT.).

Leadership is interpersonal influence, exercised in a situation, and directed, through
the communication process, toward the attainment of a specified goal or goals.

( Tannenbaum,Weschler & Massarik)
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Leadership is not a person or a position. It is a complex moral relationship between
people, based on trust, obligation, commitment, emotion, and a shared vision of the

good.

Leadership is that process in which one person sets the purpose or direction for one or
more other persons and gets them to move along together with him or her and with

each other in that direction with competence and full commitment.

Leadership is the accomplishment of a goal through the direction of human assistants.
A leader is one who successfully marshals his human collaborators to achieve
particular ends (Prentice, W.C.H. ‘Understanding [Leadership’ Harvard Business
Review September/October 1961 vol. 39 no. 5 p.143.).

Leadership is the art of influencing others to their maximum performance to
accomplish any task, objective or project..(Cohen, W.A. ‘The Art of a Leader’
Englewood Cliffs, NJ: Prentice Hall (1990, p. 9)

Leadership is the art of mobilizing others to want to struggle for shared aspirations.
( Kouzes, J.M. & Posner, B.Z. ‘The Leadership Challenge’ San Francisco: Jossey-
Bass) (1995, p.30)

Leadership is the behavior of an individual when he is directing the activities of a

group toward a shared goal.(Hemphill )
Leadership is the capacity to translate vision into reality. Warren G. Bennis

Leadership is the incremental influence that a person has beyond his or her formal

authority. (Vecchio, 1988)

Leadership is the influential increment over and above mechanical compliance with

the routine directives of the organization.( Katz & Kahn 1978, p. 528)
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Leadership is the initiation and maintenance of structure in expectation and

interaction. (Stogdill 1974, p.411)

Leadership may be considered as the process (act) of influencing the activities of an
organized group in its efforts toward goal setting and goal achievement. (Stogdill,
1950, p.3)

Leadership is a social process in which one individual influences the behaviour of

others without the use of threat or violence.( Buchannan and Huczynski ).

Leadership is about articulating visions, embodying values, and creating the

environment within which things can be accomplished.Richards and Engle).

Leadership is the ability to step outside the culture to start evolutionary change

processes that are more adaptive.( Schein) .

Leadership is the lifting of a man’s vision to higher sights, the raising of a man’s
performance to a higher standard, the building of a man’s personality beyond its

normal limitations(. Drucker, P. F).

Leadership is the process of influencing the activities of an individual or a group in
efforts toward goal achievement in a given situation.( Hersey, P. & Blanchard, K.

‘Management of Organizational Behavior’. Englewood Cliffs, NJ: Prentice Hall 1988
p. 86)

Leadership is the process of making sense of what people are doing together so that

people will understand and be committed.( Drath & Palus) (1994)

Leadership: The capacity and will to rally people to a common purpose together with

the character that inspires confidence and trust (Field Marshal Montgomery)
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Leadership is a purposeful relationship, which occurs episodically among
participants, who use their individual skills in influence, to advocate transforming

change.( Michael S. Kearns, 2005)

Leadership is not the private reserve of a few charismatic men and women. It is a
process ordinary people use when they are bringing forth the best from themselves

and others.

Leadership is a relationship between those who aspire to lead and those who choose

to follow (Kouzes & Posner, 2002)

Leadership is a process whereby an individual influences a group of individuals to

achieve a common goal (Northouse, 2004)

Leadership is the influencing process of leaders and followers to achieve

organizational objectives through changes. (Lussier & Achua, 2004)

Leadership is the behavior of an individual... directing the activities of a group

toward a shared goal. (Hemphill & Coons, 1957)

Leadership is the influential increment over and above mechanical compliance with

the routine directives of the organization (D.Katz & Kahn, 1978)

Leadership is the process of influencing the activities of an organized group toward

goal achievement (Rauch & Behling, 1984)

Leadership is a process of giving purpose (meaningful direction) to collective effort,
and causing willing effort to be expended to achieve purpose (Jacobs & Jacques,
1990)

Leadership is the ability to step outside the culture to start evolutionary change

processes that are more adaptive (E.H. Schein, 1992)
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Leadership is the process of making sense of what people are doing together so that

people will understand and be committed (Drath & Palus, 1994)

Leadership is about articulating visions, embodying values, and creating the

environment within which things can be accomplished (Richards & Engle, 1986)

Leadership is the ability of an individual to influence, motivate, and enable others to

contribute toward the effectiveness and success of the organization.(House et al.,
1999)

Leadership is the ability of developing and communicating a vision to a group of

people that will make that vision true (Kenneth Valenzuela, 2007)

Leadership is ineffable and independent of ambition. There are those who seem to
radiate a field of influence to which others will respond in the same way that metal
filings line up in a magnetic field. A leader is invariably self-motivated - not to
achieve any particular ambition, either motivated to purse personal excellence.
Invariably, human beings respond to and follow individuals who are themselves
motivated. The best leaders are motivated by a need to excel; that pursuit is a passion

and a source of deep personal satisfaction. (Iain Dale)

Leadership is defined as a process of influencing others to accomplish the mission,

inspiring their commitment, and improving the organisation. (Tom Peters)

Leadership is a communication process of influencing and directing people to
commit to and achieve a shared goal voluntarily, in a given situation (Aykut, Apinya,

Billy, Crystal, Gilbert, and Ritina 2008).

Leadership is a communication process of maximizing people potential and

influencing people to achieve a shared goal, in a given situation (Lo, 2008).

‘Leadership is a capacity in the human community to shape its future.( Peter Senge)
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Leadership is the behavior of an individual. Directing the activities of a group toward

a shared goal (Hemphill & Coons, 1957)

Leadership is the process of influencing the activities of an organized group toward
goal achievement (Rauch & Behling, 1984)

Leadership is a process of giving purpose (meaningful direction) to collective effort,

and causing willing effort to be expended to achieve purpose. (Jacobs & Jaques,
1990)

Leadership may be broadly defined as the relation between an individual and a group

built around some common interest and behaving in a manner directed or determined

by him. (Schmidt, 1933)

Leadership is "the behavior of an individual directing the activities of a group toward

a shared goal. (Hemphill & Coons, 1957)

Leadership is the accomplishment of a goal through the direction of human assistants.
A leader is one who successfully marshals his human collaborators to achieve

particular ends. (Prentice, W.C.H. 1961)

Leadership is that process in which one person sets the purpose or direction for one or
more other persons and gets them to move along together with him or her and with
each other in that direction with competence and full commitment. (Jaques E. &
Clement, 1994)

A close look at the various definitions of leadership reveals that the main context is
the personality. There seems to be certain independence with regard to the

contemporary issues.
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3.2 Quotes on Leadership -

An examination of some of the famous quotes on leadership reveals the similar
pattern as seen with definitions. It is almost as if there is something missing in the

definitions and quotes on leadership.

“Surround yourself with the best people you can find, delegate authority, and don’t
interfere as long as the policy you’ve decided upon is being carried out.”

- Ronald Reagan

“Management is efficiency in climbing the ladder of success; leadership determines
whether the ladder is leaning against the right wall.”
- Stephen R. Covey

“Outstanding leaders go out of their way to boost the self-esteem of their personnel. If
people believe in themselves, it's amazing what they can accomplish.”

- Sam Walton

“All of the great leaders have had one characteristic in common; it was the
willingness to confront unequivocally the major anxiety of their people in their time.
This, and not much else, is the essence of leadership.”

- John Kenneth Galbraith

“The task of the leader is to get his people from where they are to where they have
notbeen.”

- Henry Kissinger
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“Great leaders are almost always great simplifiers, who can cut through argument,
debate, and doubt to offer a solution everybody can wunderstand.”

- General Colin Powell

“If there is a trait which does characterize leaders it is opportunism. Successful people
are very often those who steadfastly refuse to be daunted by disadvantage and have
the ability to turn disadvantage to good effect. They are people who seize opportunity
and take risks. Leadership then seems to be a matter of personality

- John Viney

“The supreme quality for leadership is unquestionably integrity. Without it, no real
success is possible, no matter whether it is on a section gang, a football field, in an
army, or in an office.”

- Dwight D. Eisenhower

“Leadership and learning are indispensable to each other.”
- John F. Kennedy

“You do not lead by hitting people over the head - that's assault, not leadership”.
- Dwight D. Eisenhower

“Leadership can be thought of as a capacity to define oneself to others in a way that
clarifies and expands a vision of the future”

- Edwin H. Friedman

“The only safe ship in a storm is leadership”.

- Faye Wattleton
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“Whoever is providing leadership needs to be as fresh and thoughtful and reflective
as possible to make the very best fight”.
- Faye Wattleton

“There's nothing more demoralizing than a leader who can't clearly articulate why
we're doing what we're doing”

. - James Kouzes and Barry Posner

“A leader or a man of action in a crisis almost always acts subconsciously and then

thinks of the reasons for his action”
. - Jawaharlal Nehru

“Most important, leaders can conceive and articulate goals that lift people out of their
petty preoccupations and unite them in pursuit of objectives worthy of their best
efforts.”

- John Gardner

“Leadership involves finding a parade and getting in front of it”.
- John Naisbitt

“The key to successful leadership today is influence, not authority”.

- Kenneth Blanchard

“Leadership is not manifested by coercion, even against the resented. Greatness is not
manifested by unlimited pragmatism, which places such a high premium on the end
justifying any means and any measures”

. - Margaret Chase Smith
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“I suppose leadership at one time meant muscles; but today it means getting along
with people”
~ Mohandas K. Gandhi

The leaders who work most effectively, it seems to me, never say "." And that's not
because they have trained themselves not to say "L." They don't think "I." They think
"we'; they think "team." They understand their job to be to make the team function.
They accept responsibility and don't sidestep it, but "we" gets the credit. This is what
creates trust, what enables you to get the task done.

- Peter Drucker

“A tyrant is always stirring up some war or other, in order that the people may require
a leader”

- Plato

“I start with the premise that the function of leadership is to produce more leaders, not
more followers.”

- Ralph Nader

“Good leaders must first become good servants.”

- Robert Greenleaf

“Leaders are more powerful role models when they learn than when they teach.”

- Rosabeth Moss Kantor

“A leader takes people where they want to go. A great leader takes people where they
don't necessarily want to go but ought to be”.

- Rosalynn Carter
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“Effective leadership is putting first things first. Effective management is discipline,
carrying it out”.

- Stephen Covey

“The very essence of leadership is that you have to have a vision. “

- Theodore Hesburgh
“The art of leadership is saying no, not yes. It is very easy to say yes”
- Tony Blair

“Leaders aren't born they are made. And they are made just like anything else,
through hard work. And that's the price we'll have to pay to achieve that goal, or any
goal.”

- Vince Lombardi

“The final test of a leader is that he leaves behind him in other men the conviction

and the will to carry on. “
- Walter Lippman

“The most dangerous leadership myth is that leaders are born -- that there is a genetic
factor to leadership. This myth asserts that people simply either have certain
charismatic qualities or not. That's nonsense; in fact, the opposite is true. Leaders are

made rather than born”
- Warren g. Bennis
“A leader is one who knows the way, goes the way, and shows the way”.

“Those who try to lead the people can only do so by following the mob”



38

3.3 Review of Literature -

A comprehensive review of leadership literature has been undertaken by the
researcher.(Appendix-1;Bibliography).The survey included a thorough study and
analysis of the literature and relevant articles as given in the Appendix -2.

The literature survey covered the various facets of leadership which are most
commonly referred to and discussed. Some of them are-

1. Readiness for the leadership role-

e Reliability of others on leaders

¢ Leadership and Inspiration

e Leadership and Team work

¢ Leadership and Morale

¢ Leadership and Team Accomplishments
e Leadership and Imitation

e Leadership and Coaching

e Leadership and Conflict resolution
e Leadership and Mentoring

e Ieadership and Idea Generation

¢ Leadership and Team respect

e Leadership and Strength of Conviction

2. Principle Role of Leaders-

e Negotiator
e Coach and Motivator

e Team Builder

o Friend
e Advisor
e QGuide

e Mentor
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The behaviour and attitude of a leader who is trusted by his/her group members and

their constituents are as follows-

Reliability

Truthfulness

Consistency

Walking the talk

Readiness to accept feedback
Confidence

Collaboration

Cooperation

Communication

Predictable

4. Personal Traits of a Leader-

There have also been several personality characteristics ot traits on which leadership

has been measured or assessed. Some of the traits generally associated by the leaders

are as follows-

Assertiveness

Warmth

High tolerance for frustration
Charisma

Inspirational

Role model behaviour
Responsibility

Review and follow up
Adaptability

Performance orientation

Skill development
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Risk taking
Flexibility
Generous
Forgiving

Rational

5. Interpersonal skills of a Leader-

Empathy

Listening skills

Insight into people

Diplomacy and tact

Patience towards people

Concern for welfare of people

Emotional security

Non competitiveness with group members
Enthusiasm for people

Satisfaction in helping others grow
Interest in the development of group members
High expectations for each group members
Ability to give authentic feed back

Interest in people’s potential

Honesty and Integrity

Friendliness

Leadership is a fascinating subject for many people. The term conjures up a familiar

scene of a powerful, heroic, triumphant individual with a group of followers returning

home after winning a national championship or a war against the evil enemy. They all

march through town surrounded by a crowd waving flags. Or an enthusiastic orator

Th 11817
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delivers an energetic speech, hands waving in the air, to thousands of people gathered

in a plaza.

The widespread fascination with leadership may be because of the impact that
leadership has on everyone's life. Stories of heroic leadership go back thousands of
years: Moses delivering thousands of Hebrews from Egypt or Alexander the Great
building a great empire. Certain leaders are able to inspire and mobilize so many
people. In recent decades, many researchers have undertaken a systematic and

scientific study of leadership.

Leadership is defined in so many different ways that it is hard to come up with a
single working definition. Leadership is not just a person or group of people in a high
position; understanding leadership is not complete without understanding interactions

between a leader and his or her followers.

Neither is leadership merely the ability or static capacity of a leader. One need to look
into the dynamic nature of the relationship between leader and followers. In these
unique social dynamics, all the parties involved attempt to influence each other in the
pursuit of goals. These goals may or may not coincide: Participants actively engage in

defining and redefining the goal for the group and for themselves.

Putting all these into a comprehensive statement, Leadership is a process in which a
leader attempts to influence his or her followers to establish and accomplish a goal or
goals. In order to accomplish the goal, the leader exercises his or her power to
influence people. That power is exercised in earlier stages by motivating followers to
get the job done and in later stages by rewarding or punishing those who do or do not
perform to the level of expectation. Leadership is a continuous process, with the
accomplishment of one goal becoming the beginning of a new goal. The proper
reward by the leader is of utmost importance in order to continually motivate

followers in the process.
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.If one defines leadership as a process involving interactions between a leader and
followers usually subordinate employees of a company, leadership profoundly affects
the company: It defines or approves the mission or goal of the organization. This goal

setting is a dynamic process for which the leader is ultimately responsible.

A strong visionary leader presents and convinces followers that a new course of
action is needed for the survival and prosperity of the group in the future. Once a goal
is set, the leader assumes the role of ensuring successful accomplishment of the goal.
Another vital role of leadership is to represent the group/organization and link it to
the external world in order to obtain vital resources to carry out its mission. When

necessary, leadership has to defend the organization's integrity.
Characteristics of Successful and Effective Leadership-

Early students of leadership examined great leaders throughout history, attempting to
find traits that they shared. Among personality traits that they found were
determination, emotional stability, diplomacy, self-confidence, personal integrity,
originality, and creativity. Intellectual abilities included judgmental ability,
knowledge, and verbal communication ability. In addition, physical traits cannot be

ignored, such as age, height, weight, and physical attractiveness.

It is not only inborn personality traits that are important but also styles and behaviors
that a person learns. Strong autocratic leaders set their goals without considering the
opinions of their followers, and then command their followers to execute their
assigned tasks without question. Consultative leaders solicit the opinions and ideas of
their followers in the goal-setting process but ultimately determine important goals
and task assignments on their own. Democratic or participative leaders participate
equally in the process with their followers and let the group make decisions.
Extremely laid-back leaders, so called laissez-faire leaders, let the group take

whatever action its members feel is necessary.
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Inspired and led by Renis Likert, a research team at the University of Michigan
studied leadership for several years and identified two distinct styles, which they
referred to as job-centered and employee-centered leadership styles. The job-centered
leader closely supervises subordinates to make sure they perform their tasks
following the specified procedures. This type of leader relies on reward, punishment,
and legitimate power to influence the behavior of followers. The employee-centered
leader believes that creating a supportive work environment ultimately is the road to
superior organizational performance. The employee-centered leader shows great
concern about the employees' emotional well-being, personal growth and

development, and achievement.

A leadership study group at Ohio State University, headed by Harris Fleishman,
found similar contrasts in leadership style, which they referred to as initiating
structure and consideration. The leadership style of initiating structure is similar to
the job-centered leadership style, whereas consideration is similar to the employee-
centered leadership style. It was the initial expectation of both research groups that a
leader who could demonstrate both high initiating structure (job centered) and high
consideration (employee centered) would be successful and effective in all

circumstances.

Many students of leadership today believe that there is no one best way to lead,
believing instead that appropriate leadership styles vary depending on situations. Fred
Fiedler (1967), for instance, believes that a task-oriented leadership style is
appropriate when the situation is either extremely favorable or extremely unfavorable

1o the leader.

A favorable situation exists when the relationship between the leader and followers is
good, their tasks are well-defined, and the leader has strong power; when the opposite
is true, an unfavorable situation exists. When the situation is moderately favorable, a

people-oriented leadership style is appropriate. Some theorists suggest that situational
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factors—the type of task, nature of work groups, formal authority system, personality
and maturity level of followers, experience, and ability of followers—are critical in
determining the most effective leadership style. For instance, when followers are
inexperienced and lack maturity and responsibility, the directive leadership style is
effective; when followers are experienced and willing to take charge, supportive

leadership is effective.
Leadership in a Multicultural Setting

One major situational factor is the cultural values of the followers. People who have
different cultural norms and values require different leadership styles. In a highly
collective society such as Japan, the Philippines, Guatemala, or Ecuador, where the
social bond among members is very strong and people look out for one another, a
strong patriarch at the top of the social hierarchy tends to emerge as an effective

leader.

Such a leader is not only accepted by the followers but is also expected to protect
their interests. China's Deng Xiao-Ping, whose influence continues even after his

death, is a case in point.

On the other hand, in an extremely individualistic society, such as the United States
(Hofstede, 1980), where the social bonds are loose and individuals are expected to
take care of themselves, success and achievement are admired, and a competitive and

heroic figure is likely to emerge as a leader.

It is no surprise that John F. Kennedy became such a charismatic figure in the United

States. His energetic and inspirational speeches are still vividly remembered.
Charismatic and Transformational Leadership

Regardless of culture and time, however, a great leader is remembered for his or her

charisma, which means "divinely inspired gift" in Greek. Charismatic leaders have
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profound effects on followers. Through their exceptional inspirational and verbal
ability, they articulate ideological goals and missions, communicate to followers with
passion and inspiration, set an example in their own behaviors, and demand hard

work and commitment from followers, above and beyond normal expectation.

Building on charismatic leadership, Berard Bass (1985) proposed a theory of
transformational leadership. Bass views leadership as a process of social exchange
between a leader and his or her followers. In exchange for desired behaviors and task
accomplishment, a leader provides rewards to followers. This nominal social
exchange process is called transactional leadership. In contrast, a transformational
leader places a higher level of trust in his or her followers and demands a much

higher level of loyalty and performance beyond normal expectations.

With unusual charismatic qualities and inspirational person-to-person interactions, a
transformational leader transforms and motivates followers to make extra efforts to
turn around ailing organizational situations into success stories. Lee lacocca, when he
took over Chrysler as CEO in 1979 and turned around this financially distressed
company, was considered an exemplary transformational leader. He was able to
convince many people, including employees and the U.S. Congress, to support the

ailing company and to make it a success.
Ways Women Lead-

Leadership qualities such as aggressiveness, assertiveness, taking charge, and
competitiveness are traditionally associated with strong, masculine characters. Even
women executives tended to show these characteristics in the traditional corporate
world. In fact, many of these women executives were promoted because they were

even more competitive and assertive than their male counterparts.

These successful women executives often sacrificed a family life, which their male

counterparts did not necessarily have to do. The business world is changing, however.
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Today, much research has found that women leaders are different from their male
counterparts in management style: Women leaders tend to be more concerned with
consensus building, participation, and caring. They often are more willing than men
to share power and information, to empower employees, and to be concerned about

the feelings of their subordinates.

Such an interactive and emotionally involved leadership style is not necessarily
negative in today's business environment. Indeed, some researchers find it to be
highly effective. Internally, a culturally diverse work force demands more interactive

and collaborative coordination.

Externally, culturally diverse customers demand more personable and caring
attention. A caring and flexible management style serves such diverse employees and

customers better than traditional methods of management.
Leadership and Management

John Kotter (1988) distinguishes leadership from management. Effective
management carefully plans the goal of an organization, recruits the necessary staff,
organizes them, and closely supervises them to make sure that the initial plan is
executed properly. Successful leadership goes beyond management of plans and

tasks. It envisions the future and sets a new direction for the organization.

Successful leaders mobilize all possible means and human resources; they inspire all
members of the organization to support the new mission and execute it with
enthusiasm. When an organization faces an uncertain environment, it demands strong
leadership. On the other hand, when an organization faces internal operational

complexity, it demands strong management.
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3.4 Theories on Leadership -

Leadership has been described as the “process of social influence in which one person
is able to enlist the aid and support of others in the accomplishment of a common
task” .A definition more inclusive of followers comes from Alan Keith of Genentech
who said "Leadership is ultimately about creating a way for people to contribute to
making something extraordinary happen." Students of leadership have produced
theories involving traits, situational interaction, function, behavior, power, vision and
values, charisma, and intelligence among others. Various theories on leadership are as

follows-
Trait theory-

Trait theory tries to describe the types of behavior and personality tendencies
associated with effective leadership. This is probably the first academic theory of
leadership. Thomas Carlyle (1841) can be considered one of the pioneers of the trait
theory, using such approach to identify the talents, skills and physical characteristics
of men who arose to power. Ronald Heifetz (1994) traces the trait theory approach
back to the nineteenth-century tradition of associating the history of society to the

history of great men.

Proponents of the trait approach usually list leadership qualities, assuming certain
traits or characteristics will tend to lead to effective leadership. Shelley Kirkpatrick

and Edwin A. Locke (1991) exemplify the trait theory.

They argue that "key leader traits include: drive (a broad term which includes
achievement, motivation, ambition, energy, tenacity, and initiative), leadership
motivation (the desire to lead but not to seek power as an end in itself), honesty,
integrity, self-confidence (which is associated with emotional stability), cognitive
ability, and knowledge of the business. According to their research, "there is less

clear evidence for traits such as charisma, creativity and flexibility".
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Although trait theory has an intuitive appeal, difficulties may arise in proving its
tenets, and opponents frequently challenge this approach. The "strongest" versions of
trait theory see these "leadership characteristics”" as innate, and accordingly labels
some people as "born leaders" due to their psychological makeup. On this reading of
the theory, leadership development involves identifying and measuring leadership
qualities, screening potential leaders from non-leaders, then training those with

potential
Behavioral and style theory-

In response to the criticism of the trait approach, theorists began to research
leadership as a set of behaviors, evaluating the behavior of 'successful' leaders,
determining a behavior taxonomy and identifying broad leadership styles. David
McClelland, for example, saw leadership skills, not so much as a set of traits, but as a
pattern of motives. He claimed that successful leaders will tend to have a high need
for power, a low need for affiliation, and a high level of what he called activity

inhibition (one might call it self-control).
The Managerial grid model theory-

Kurt Lewin, Ronald Lipitt, and Ralph White developed in 1939 the seminal work on
the influence of leadership styles and performance. The researchers evaluated the

performance of groups of eleven-year-old boys under different types of work climate.

In each, the leader exercised his influence regarding the type of group decision
making, praise and criticism (feedback), and the management of the group tasks
(project management) according to three styles: (1) authoritarian, (2) democratic and
(3) laissez-faire. Authoritarian climates were characterized by leaders who make
decisions alone, demand strict compliance to his orders, and dictate each step taken;

future steps were uncertain to a large degree.
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The leader is not necessarily hostile but is aloof from participation in work and
commonly offers personal praise and criticism for the work done. Democratic
climates were characterized by collective decision processes, assisted by the leader.
Before accomplishing tasks, perspectives are gained from group discussion and
technical advice from a leader. Members are given choices and collectively decide the
division of labor. Praise and criticism in such an environment are objective, fact
minded and given by a group member without necessarily having participated

extensively in the actual work.

Laissez faire climates gave freedom to the group for policy determination without any
participation from the leader. The leader remains uninvolved in work decisions unless
asked, does not participate in the division of labor, and very infrequently gives praise.

The results seemed to confirm that the democratic climate was preferred.

The managerial grid model is also based on a behavioral theory. The model was
developed by Robert Blake and Jane Mouton in 1964 and suggests five different
leadership styles, based on the leaders' concern for people and their concern for goal

achievement.
Situational and contingency theory-

Situational theory also appeared as a reaction to the trait theory of leadership. Social
scientists argued that history was more than the result of intervention of great men as
Carlyle suggested. Herbert Spencer (1884) said that the times produce the person and
not the other way around. This theory assumes that different situations call for
different characteristics; according to this group of theories, no single optimal

psychographic profile of a leader exists.

According to the theory, "what an individual actually does when acting as a leader is
in large part dependent upon characteristics of the situation in which he functions."

Some theorists started to synthesize the trait and situational approaches. Building
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upon the research of Lewin et.al, academics began to normalize the descriptive
models of leadership climates, defining three leadership styles and identifying in

which situations each style works better.

The authoritarian leadership style, for example, is approved in periods of crisis but
fails to win the "hearts and minds" of their followers in the day-to-day management;
the democratic leadership style is more adequate in situations that require consensus
building; finally, the laissez faire leadership style is appreciated by the degree of
freedom it provides, but as the leader does not "take charge", he can be perceived as a

failure in protracted or thorny organizational problems.

This theorist defined the style of leadership as contingent to the situation, which is
sometimes, classified as contingency theory. Four contingency leadership theories
appear more prominently in the recent years: Fiedler contingency model, Vroom-
Yetton decision model, the path-goal theory, and the Hersey-Blanchard situational
theory. |

The Fiedler contingency model bases the leader’s effectiveness on what Fred Fiedler
called situational contingency. This results from the interaction of leadership style
and situational favorableness (later called "situational control"). The theory defined
two types of leader: those who tend to accomplish the task by developing good-
relationships with the group (relationship-oriented), and those who have as their

prime concern carrying out the task itself (task-oriented).

According to Fiedler, there is no ideal leader. Both task-oriented and relationship- -
oriented leaders can be effective if their leadership orientation fits the situation. When
there is a good leader-member relation, a highly structured task, and high leader
position power, the situation is considered a "favorable situation". Fiedler found that
task-oriented leaders are more effective in extremely favorable or unfavorable
situations, whereas relationship-oriented leaders perform best in situations with

intermediate favorability.
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Victor Vroom, in collaboration with Phillip Yetton (1973) and later with Arthur Jago
(1988), developed a taxonomy for describing leadership situations, taxonomy that
was used in a normative decision model where leadership styles where connected to
situational variables, defining which approach was more suitable to which situation.
This approach was novel because it supported the idea that the same manager could
rely on different group decision making approaches depending on the attributes of

each situation. This model was later referred as situational contingency theory.

The path-goal theory of leadership was developed by Robert House (1971) and was
based on the expéctancy theory of Victor Vroom. According to House, the essence of
the theory is "the meta proposition that leaders, to be effective, engage in behaviors
that complement subordinates' environments and abilities in a manner that
compensates for deficiencies and is instrumental to subordinate satisfaction and

individual and work unit performance.

The theory identifies four leader behaviors, achievement-oriented, directive,
participative, and supportive; those are contingent to the environment factors and
follower characteristics. In contrast to the Fiedler contingency model, the path-goal
model states that the four leadership behaviors are fluid, and that leaders can adopt
any of the four depending on what the situation demands. The path-goal model can be
classified both as a contingency theory, as it depends on the circumstances, but also
as a transactional leadership theory, as the theory emphasizes the reciprocity behavior

between the leader and the followers.

The situational leadership model proposed by Hersey and Blanchard suggest four
leadership-styles and four levels of follower-development. For effectiveness, the
model posits that the leadership-style must match the appropriate level of follower
ship-development. In this model, leadership behavior becomes a function not only of

the characteristics of the leader, but of the characteristics of followers as well.
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Functional theory-

Functional leadership theory (Hackman & Walton, 1986; McGrath, 1962) is a
particularly useful theory for addressing specific leader behaviors expected to

contribute to organizational or unit effectiveness.

This theory argues that the leader’s main job is to see that whatever is necessary to
group needs is taken care of; thus, a leader can be said to have done their job well
when they have contributed to group effectiveness and cohesion (Fleishman et al.,
1991; Hackman & Wageman, 2005; Hackman & Walton, 1986). While functional
leadership theory has most often been applied to team leadership (Zaccaro, Rittman,
& Marks, 2001), it has also been effectively applied to broader organizational
leadership as well (Zaccaro, 2001).

In summarizing literature on functional leadership (see Kozlowski et al. (1996),
Zaccaro et al. (2001), Hackman and Walton (1986), Hackman & Wageman (2005),
Morgeson (2005)), Klein, Zeigert, Knight, and Xiao (2006) observed five broad
functions a leader provides when promoting unit effectiveness. These functions
include: (1) environmental monitoring, (2) organizing subordinate activities, (3)
teaching and coaching subordinates, (4) motivating others, and (5) intervening

actively in the group’s work.

A variety of leadership behaviors are expected to facilitate these functions. In initial
work identifying leader behavior, Fleishman (Fleishman, 1953) observed that
subordinates perceived their supervisors’ behavior in terms of two broad categories

referred to as consideration and initiating structure.

Consideration includes behavior involved in fostering effective relationships.
Examples of such behavior would include showing concern for a subordinate or
acting in a supportive manner towards others. Initiating structure involves the actions

of the leader focused specifically on task accomplishment. This could include role
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clarification, setting performance standards, and holding subordinates accountable to

those standards.
Transactional and transformational theory-

The transactional leader (Burns, 1978) is given power to perform certain tasks and
reward or punish for the team’s performance. It gives the opportunity to the manager
to lead the group and the group agrees to follow his lead to accomplish a
predetermined goal in exchange for something else. Power is given to the leader to
evaluate, correct and train subordinates when productivity is not up to the desired

level and reward effectiveness when expected outcome is reached.

The transformational leader (Burns, 2008) motivates its team to be effective and
efficient. Communication is the base for goal achievement focusing the group on the

final desired outcome or goal attainment.

This leader is highly visible and uses chain of command to get the job done.
Transformational leaders focus on the big picture, needing to be surrounded by
people who take care of the details. The leader is always looking for ideas that move

the organization to reach the company’s vision.

3.5 Leadership Styles -

Leadership style is the manner and approach of providing direction, implementing
plans, and motivating people. Kurt Lewin (1939) led a group of researchers to
identify different styles of leadership. This early study has been very influential and
established three major leadership styles. The three major styles of leadership are:

e Authoritarian or autocratic

¢ Participative or democratic

e Delegative or Free Reign






