Week Seven Lecture Notes A
LEADERSHIP

Leadership represents an abstract quality in a man. It is a psychological process of influencing followers or subordinates and providing guidance to them. Thus the essence of leadership is ‘followership’. It is the followers who make a person as leader. An executive has to earn followers. He may get subordinates because he is in authority but he may not get a follower unless he makes the people to follow him. Only willing followers can and will make him a leader.

According to Chester Barnard, “Leadership is the quality of behaviour of individuals whereby they guide people or their activities in organising efforts.” A leader interprets the objectives of the people working under him and guides them towards the accomplishment of those objectives. In the words of Koontz and O’Donnell, “Leadership is the ability of a manager to induce subordinates to work with zeal and confidence.” On the other hand, leadership is a process by which one person influences the thoughts, attitudes and behavior of others. Leadership can also be defined as the art of influencing and inspiring subordinates to perm their duties willingly, competently and enthusiastically for achieving of group objectives. Thus the primary job of a leader is to build a team for the achievement of organisational goals.

Importance Of Leadership
a) Providing Inspirations to Employees: The leaders have direct contacts with the subordinates and they always motivate the employees for higher performance and achievement of goal. That is why leadership is considered as an important factor for the success of the organization. Leaders also act as guides as whenever the employees are in trouble, leaders guide them in the right direction of achievement of organization goal.

b) Securing cooperation: leaders try to secure the willing cooperation of the employees as they develop feeling of initiative and enthusiasm in the employees. The leaders develop the spirit of team work and convince subordinates that they can achieve their goal only when the team goal or group goal is achieved.

c) Creation of confidence: A good leader can instill confidence in his followers by directing them and guiding them for success. The leaders try to recognize the hidden talent and qualities of the employees and encourage them to highlight the hidden talents to boost up their confidence level. Generally employees fail to realize or recognize their abilities and capabilities. Leaders recognize their abilities which provide psychological support and confidence in the employee.

d) Providing conductive environment: Efficiency to perform depends on the work environment. Leadership aims at creating and maintaining a satisfactory environment for employees to contribute their maximum towards achieving the goals.

e) Building Higher Morale: Morale denotes willing co-operation of the employees toward their work and getting them into confidence and winning their trust. A leader can be a morale booster by achieving full co-operation so that they perform with best of their abilities as they work to achieve goals. High morale leads to high productivity and organizational activity.

f) Facilitation of change: The environmental effect on the organization through legal, technical, cultural economic factors etc can call for professional changes in the set up and a leader helps in bringing changes and to adapt with them.

g) Source of Motivation: Leadership is the motivating power to group efforts. Effective leadership motivates the subordinates for higher productivity.

h) Development of Team Spirit: Effective leadership promotes team-spirit and teamwork which is quite essential for the success of any organization.

i) Overcoming Resistance to Change: A leader overcomes resistance, if any on the part of followers to organizational changes; though explaining to them the utility of such changes to both-enterprise and employees.  
j) Propelling an organisation: The wheels of an organisation do not go around themselves but must be propelled by leadership. 
k) Organisation of activities: A good leader divides organisational activities among the employees in a systematic way. It helps to reduce the chances of conflict between them.
l) Accomplishing coordination: A leader directs and unifies the efforts of the individuals of a group for the accomplishment of organisational goals.
m) Providing guidance: A good leader guides the subordinates and is available for advice whenever they face any problem.

Determinants Of Leadership
· Leader’s Traits:  Successful leaders are able to influence the attitudes beliefs and behavior of their followers through their qualities or traits. The important leadership traits include Intelligence, Ability, Attitude, Initiative, Motivation, physical feature, Honesty etc.

· Characteristics of followers or Subordinates:  the style of leadership depends upon the nature of the followers or subordinates and their needs and aspirations. For example if the followers are active, work loving and dependable, democratic style of leadership will be more suitable. But if the followers are passive, work shirker and dependant, autocratic style of leadership will be more suitable.

· Natural of Situation: Leadership is always related to a particular situation, at a given point of a time and under a specific set of circumstances. At some point of time the followers may accept the autocratic behavior of the leader while at a different point of time and under a different situation, only participative leadership style may be successful.

· Leader’s Position Power: A leader having higher position power in the organization is likely to more influential. He can use his position power to make subordinates obey his instructions.

· Leader-Follower Relation: A leader having good relations with his subordinates is likely to be more effective than a leader having bad relations.

· Group Dynamics: Group factors like group composition, group norms, group goal, and group cohesiveness also influence the effectiveness of leadership. 

Skills Of Leadership
A behavioral expert Robert Katz had indentified that leaders broadly use three skills: 

a) Technical Skills: A person’s knowledge and ability to make effective use of any process or technique constitute his technical skills. Employees at operational and professional levels are required to have certain technical skills.

b) Human Skills: An individual’s ability to cooperate with other members of the organization and work effectively. It also involves developing interpersonal relationships, solving people’s problems and gaining acceptance of other employees.

c) Conceptual Skills: The ability of an individual to analyze complex situations and to rationally process and interpret available information. It also encompasses an ability to foresee the future consequences of this present day actions from the organizational point view.
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Knowledge and Skills required
  According to Hellreigel there are four kinds of leadership skills:

a) Visionary Skills: People are willing to follow leaders because of their visionary skills. The followers become committed to the leader’s vision which involves values and goals and is in itself confidence giving.

b) Communication Skills: following on from the above, successful leaders clearly have the skill to communicate this compelling vision that evokes enthusiasm and commitment.

c) Sensitivity Skills: Effective leaders are both powerful and sensitive to the needs of others and so they allow their followers to chare in developing goals and the satisfaction derived from reaching these goals.

d) Self awareness Skills: Effective leader welcome feedback on their performance and continually take an inventory of themselves.    
Traits/ Characteristics of Leadership

A person must possess the following qualities to be a good and effective leader.

a) Knowledge, Intelligence and Scholarship: A leader must be able to examine every problem in the right perspective or direction. The leader must have superior judgment and abilities to take right decision in right situation. S/he must have complete knowledge about the work performed by his group members; and should take decision on the basis of facts, figures and logic.

b) Integrity and honesty: A leader must possess high level of integrity and honesty. S/he must follow ethics and values then only s/he can expect his subordinates to be ethical and honest.

c) Self confidence and sense of responsibility: A confident leader only can create confidence in his subordinates. S/he must be confident that s/he will be able to tackle every situation successfully. The leader must have the sense of responsibility for achievement of goal or target of his group member. He must know clearly and readily accept the accountability for any mistake done by the subordinates work under his guidance and duration. The leader must share or pass on the credit of success to his subordinates.
d) Initiative: A leader must take initiative to grab the opportunities. He must have courage and initiative to take bold decisions. He must take risk for the advantage of organization. 

e) Motivation skills: A good leader must set an example for others and inspire the people. He must be able to answer all the questions of subordinates regarding ‘why’. The leader must be able to convince the employees that their willingness to do work will bring best result in their performance. The leader should not force the subordinates but develop voluntary contribution from the subordinate sides. 

f) Communication Skills: A leader is the source of information for all the members of his group. Generally all the instructions and information from the superiors are passed to subordinates by the leaders only. So they must have good communication skill so that information reaches each and every member. On the other hand, leaders pass all the problems and grievances of the subordinates to the top level and to inform the problems rightly.

g) Decisiveness: A leader must take firm decision. S/he should not get confused. Once a leader is convinced about the facts and figures, he should take decision. 

h) Social skills:  A leader must be friendly with his subordinates. He must provide supportive environment to subordinates so that they do not hesitate to discuss their problems. He must understand people and try to maintain good relations with them. 
i) Physical qualities: Good physical features attract people. Physical features like height, weight, health and looks of person attract an individual. 

j) Maturity: A good leader should possess a high level of emotional stability and cool temperament. He needs a high degree of tolerance. Healthy and smart leader himself can also work hard and can he can induce his subordinates also to work hard.

k) Empathy: The ability of a leader to look at things from others’ point of view is known as empathy. To be a good leader, the manager must understand the needs and aspirations of his subordinates. The effect of his own behavior on followers can also be anticipated by the leader with empathy.
l) Vision and foresight: A leader should be able to vitalize event well in advance. He should have a high degree of imagination and determination. 
m) Human relation attitude: A good leader should develop friendly relations with his followers. He should maintain personal contact and should be able to recognize the problems and feelings of his followers.
n) Emotional balance: A leader must hold his emotions well in control in critical situations. He should neither be crushed by defeat nor over elated by victory, should have high frustration tolerance, and should be free from bias, logical in actions and refrain from any demonstration.

Note: Although it is not possible to for an individual to possess all the qualities but at least through training manager can make an effort to acquire as many as possible.
Leadership Behaviours that Derail Formerly Successful Leaders

These include:

· Incompetence:  Lack will or skill to create effective action or positive change.

· Rigidity:  Stiff, unyielding, unable or unwilling to adapt to the new.

· Intemperance:  Lacking in self-control.

· Callousness: Heartless, uncaring, unkind, ignoring the needs of others.

· Corruption:  Lies, cheats, steals, places self-interest first.

· Insular: Inward looking, narrow minded, and ignores the needs and welfare of others/those outside the group.

· Evil:  Immoral, sinful, does psychological or physical harm to others.
· Arrogance:  You think you are right and everyone else is wrong. 

· Melodrama:  You need to be the centre of attention.

· Volatility: You are subject to mood swings.

· Excessive Caution:  You are afraid to make decisions.

· Aloofness:  You are disengaged and disconnected to practical organisational issues
· Mischievousness: Ill-will, hatred, malice, you believe that rules are made to be broken.

· Eccentricity:  You try to be different just for the sake of it (strangeness).

· Passive Resistance:  What you say is not what you believe.

· Perfectionism:  You get the little things right and the big things wrong/ Exactness and thoroughness.

· Eagerness to please:  You try to win the popularity contest.

Functions/ Roles of Leader

a) Setting Goals: Provide guidance to group by setting and explaining them to his subordinates.
b) Organizing: By assigning roles appropriate to individual abilities.

c) Motivation: A leader proves to be playing an incentive role in the concern’s working. He motivates the employees with economic and non-economic rewards and thereby gets the work from the subordinates.

d) Coordination: Coordination can be achieved through reconciling personal interests with organizational goals. This synchronization can be achieved through proper and effective coordination which should be primary motive of a leader.
e) Representation: Represent the group to his superiors and peers. Also defend the integrity of the group by reconciling different viewpoints of group members.
f) Control: Maintain order and discipline and creates positive response on the part of members of the group.

g) Initiates action: Leadership is a person who starts the work by communicating the policies and plans to the subordinates from where the work actually starts.

h) Creating confidence:  Confidence is an important factor which can be achieved through expressing the work efforts to the subordinates, explaining them clearly their role and giving them guidelines to achieve the goals effectively. 

i) Builds work environment: Management is getting thing done through other people. An efficient work environment helps in sound and stable growth. Therefore, human relations should be kept into mind by leader. He should have personal contacts with employees and should listen to their problems and solve them.

j) Proper use of power: Leader can use power like reward power, coercive power, expert power, formal or informal power o stimulate positive response from his subordinates.

k) Providing guidance: A leader has to not only supervise but also play a guiding role for their subordinates. Guidance here means instructing the subordinates the way they have to perform their work effectively and efficiently.

 Types of Leader
Intellectual Leader

Intellectual leaders are those who win confidence of their followers by their superior intellect or knowledge. The intellectual leader attempts to transform society by creating a clear vision of the future. They do this by showing the followers how their ideas and values can change the social environment and create a better future for everyone. The intellectual leader helps the followers to understand they are an important part of society and they sound not be satisfied with status quo. The clarity of vision allows followers to understand their place in this future state or society and accept the vision of the leader.

Democratic Leader

One who acts according to the wishes of his followers. He does wan the group wants, follows the majority opinion and is always concern with their interest, is friendly and helpful to them and is always ready to defend them individually or collectively.
Autocratic Leader
One who dominates and drives his group through coercion or force command and is instilling of fear in his followers. Such leaders prefer the use of power in promoting their own ends. They never like to delegate their power for the fear that they may lose their authority.
Persuasive Leader

Leader possesses manetic personality that enables him to influence his followers to join in doing things. The leader knows what he wants and works hard to convince others that ‘This is the way we should do it and here is why’ then implements it. 

Creative Leader

Ability to uniquely inspire people to generate shared innovative responses and solutions. Creative leaders use the techniques of circular response to encourage ideas to flow from the group to him as well as from him to the group. He control through united, voluntarily, enthusiastic activities by the members of his group directed by him towards specific goals which are satisfactory and worthwhile to all.

Charismatic Leader
The word ‘charisma’ comes originally from Greek word meaning ‘gift’. These gifts can include great wisdom or insight, heroism and extra-ordinary certainty about the future. An enthusiastic, self-confident leader who is able to clearly communicate his or her vision of how good things could be. Charismatic leaders sense opportunities and formulate visions; they seem to sense their follower’s needs as well as they see inefficiency in an existing situation. They build trust in them through personal risks taking and self-sacrifice. They also use personal examples and role modeling.
Transformational Leader

This is the process of engaging the commitment of the employees in the context f the shared values and the shared vision. It is particularly relevant in the context of change. It involves relationship of mutual trust between leaders and followers.
Transactional Leader
This leadership type guide or motivate followers in the direction of established goals by clarifying role and task requirements. Transactional leaders provide rewards to followers for accomplishing a task or for progress towards accomplishing a goal. They may also engage in negative feedback or aversive contingent reinforcement for a followers’ failure to achieve a goal or perform a task.

Brainstorming Questions

1. What is the role of effective leaders and effective leadership in modern organisations?
2. What are the challenges to effective leadership today? 
3. Using the knowledge that you have, coupled with practical examples, illustrate how this initially successful leader is now completely derailed.
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