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Leadership has always been the pivotal force behind any successful organization.  Leadership is what gives an organization its vision and its ability to translate that vision into reality.

What is Leadership?  

One expert in the field of leadership estimates that there are over 350 definitions of the term "leadership."  Here is a sampling of those definitions:

· Leadership is the combination of traits that enables a particular individual to motivate others to accomplish given tasks.

· Leadership is the process by which one individual consistently exerts more impact than others on the nature and direction of the group.

· Leadership is making things happen that wouldn't ordinarily happen.

· Leadership is the ability to decide what is to be done, and then to get others to want to do it.

· Leadership is working with and through individuals to accomplish organizational goals.

· Leadership is moving people toward my goal.

· Leadership is the wise use of power used to achieve results through people.

· Leadership is the ability to get others to do what you want them to in a given situation. 

· Leadership is doing with and through others what needs to be done to accomplish an objective. 

Trait Theories of Leadership

In the beginning of this century, social scientists thought that leadership was an inherent trait that select people were born with.  You either had this trait or you didn't.  Leaders were born, not made.  The problem was, that when they researched leaders, they discovered that it was difficult to find any definite patterns of the make-up of leaders.  

Defining leadership is much like trying to define "an athlete."  An athlete is someone who plays professional basketball, an amateur bowler, a high school swimmer, a handicapped skier.  The skills, abilities, personality types, etc. will vary greatly according to the level of competition.  The only thing each has in common is that they practice their sport.  The significant thing leaders have in common is that they lead!

More recently, researchers Robert House and Mary Baetz (1979) noted five traits that consistently were present among leaders.  They are:

1. Intelligence--ore often than not, the most intelligent person in the group emerges as the leader.

2. Dominance--People who aspire to leadership usually end up in leadership.

3. Self-confidence-- eaders exhibit self-assurance.  They know where they are going and are confident in their ability to get there.

4. Energy--Leaders have the ability to see a task done to its completion.  They have staying power.

5. Task-relevant knowledge--In their arena of leadership, they posses the skills and knowledge pertinent to success of the operation.

They also identified three constant characteristics of leaders:

1. Social skills--communication skills, cooperativeness, sociability and personal integrity.

2. Ability to influence others.

3. Ability to fulfill organizational goals.  These include characteristics like initiative, desire to excel, willingness to assume responsibility for outcomes etc.

John Kotter, in A Force for Change (Free Press, 1990), writes the following,

 “...the four attributes--intelligence, drive, mental health and integrity...seem to define some minimum requirements for leadership in big jobs...If any of the four are missing to some minimum degree, effective leadership may be undermined.”
Power and Leadership

Warren Bennis (1985) puts "power" at the core of leadership.  He writes, "Power is the basic energy to initiate and sustain action, translating intention into reality without which leaders cannot lead."

Social scientists John French and Bertram Raven identified five bases of power that a designated leader may have in varying degrees. The more of these that are concentrated in a designated leader, the greater is that person's ability to influence a decision or lead a group of individuals.

1. Legitimate Power--the power that comes from a recognized position of leadership.

2. Expert power is attributed to a person for what he or she knows.  If the designated leader is knowledgeable about the work it is easy for the team to follow.  A leader who possesses skills and abilities that are valued by other group members or increase the group's chances for achieving success also gives an individual an edge in leading others. 

3. Personality Power is the desire to identify and associate with an attractive or charismatic leader.

4. Information power--the power one has because of his or her networking skills within or outside of the organization.

5. Reward and Persuasive Power is the ability to persuade others to do what you want done.

Disqualifications for Leadership

Just as there are certain traits that most leaders have in common, researcher John Geier identified five negative traits associated with a failure to achieve a leadership position.  They are:

1. Being uninformed ("Huh? I didn't know...")

2. Non-participation ("I think I'll pass.")

3. Extreme rigidity ("I like my shorts two sizes too small.")

4. Authoritarian behavior ("My way or the highway.")

5. Offensive verbalization (Why you *#@+#!)

Behavioral Theories of Leadership

Some researchers took a different path in their study of leadership.  They suggested that leadership shouldn't be defined in terms of traits but rather what leaders do.  After all, if a person is performing the actions of leadership, is he or she not a leader?  The question now became, "What do leaders do?"  One study determined that leaders influence their followers in four ways.  Leaders: 

1. Spread hope

2. Provide resources

3. Achieve goals

4. Teach skills

150 CEOs were interviewed and asked the question "What makes you effective as a leader?"  Their answers have come to be known as "The Ten Commandments of Leadership."

1. You have to be able to set priorities.

2. You have to continually define and redefine your immediate priorities.

3. You need to be willing to become personally involved in solving tough problems.

4. You need commitment.

5. You need to set and demand high standards of excellence--continually upgrading your skills.

6. You need a strong sense of urgency--don't procrastinate.

7. You must pay attention to details.

8. You must be innovative.

9. You must be willing to work hard.

10. You must have fun at what you do.

Leadership Roles

Henry Mintzberg (1975) discovered that there are many types of leadership roles, through each of which come influence to accomplish the objective.  The following types of leadership roles are the "hats" worn by many, or in smaller organizations, by few or by one:

1. Figurehead--the one who represents the organization to the public.

2. Motivator and trainer--the one who guides the development of the group by providing training and motivation.

3. Liaison--the one who is adept at making and maintaining contacts with individuals outside of the immediate group.

4. Monitor--the one who seeks out information about the group and its performance by reviewing reports, attending meetings etc.

5. Disseminator--one who relays information to subordinates through personal interaction, meetings, presentations, etc.

6. Spokesperson--one who provides information about the group to individuals outside the immediate work group.

7. Entrepreneur--the one who identifies opportunities, and solves problems with creativity and vision.

8. Disturbance handler--one who is competent in solving problems as they arise--including conflicts within the group.

9. Resource allocator--the one who makes budgeting decisions, allocates funds for projects and distributes personnel to organizational units.

10. Negotiator--the one who mediating disputes between group members.
Why followers follow

Followers willingly follow a leader when they perceive that they will benefit from the interchange.  Are there qualities that leaders can develop that will enhance their chances for being followed?  Kouzes and Posner in The Leadership Challenge (Jossey-Bass, 1987) surveyed 2,600 top-level managers to find out what qualities they wanted in a leader. Their findings show that we want leaders who are:

1. Honest

2. Competent

3. Inspiring

4. Forward-looking--(providing goals and a common vision).
Perhaps we could summarize the reasons we willingly follow others under Aristotle's model of ethos, pathos and logos.

1. Ethos--the leader's character--inherent or earned respect.  People trust this leader based on experience and integrity.  Ethos flows from who the leader is.

2. Pathos--the leader's compassion and commitment to his or her followers.  People sense that the leader really cares for them and has their best interests at heart.  We willingly follow leaders for how they make us feel.

3. Logos--what a leader knows.  This type of leader has something to teach that will benefit the follower--a skill to be mastered, things to know, etc.
Evidence of effective leadership

Warren Bennis suggests that the best leaders empower those under him or her.  The effectiveness of leadership is seen in the lives of the followers.  If leaders are effectively empowering followers, here is what happens:

1. People feel significant.  Everyone feels that he or she makes a difference to the success of the organization.

2. Learning and competence matter.  Leaders value learning and mastery, and so do people who work with them.

3. People are part of a community.  Where there is leadership, there is a team, a family, a unity.

4. Work is exciting.  Where there are leaders, work is stimulating, challenging, fascinating and fun.
How to lead

Leadership is always a social interchange among a leader and those being lead.  Leadership styles, at any given moment fall under three basic categories:

1. Autocratic leaders--your basic dictator types

2. Democratic leaders--those who solicit input and advise from those being led.

3. Laissez-Faire leaders--those who let the group do what they want to do without much input or control.
The most popular form of leadership among followers is the democratic leader.  The least popular form is the autocratic.

Blake-Mouton leadership grid
Leadership always involves a task to be accomplished and people who are involved in carrying out that task.  Researchers Robert Blake and Jane Mouton (1962) theorized that one could determine your style of leadership by asking two questions--"How important is the task?" and "How important are the feelings of your people?" 

To be most effective as a leader, you must keep both of these things in mind.  Blake and Mouton assert that the most effective leaders have a high concern for the task and a high concern for the people (9,9).  A high concern for the task coupled with a low concern for the people makes you a task master (9,1).  Having a high concern for the people but a low concern for accomplishing any objective puts you on par with a director at a country club (1,9).
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Situational leadership

Paul Hersey and Kenneth Blanchard (author of The One Minute Manager) recognize that most people have a preferred style of leadership, but they argue that flexibility rather than consistency is the hallmark of effective leadership.  An effective leader is one who can be autocratic, democratic or laissez-faire, depending on the ability of the members, their maturity, and their willingness to do a given assignment.  They argue that an effective leader needs a repertoire of four motivational leadership styles: telling, selling, participating, and delegating.

Contingency model of leadership

Victor Vroom developed the idea that "no single leadership method will be best in all situations."  He devised the following model for leadership.  At the far left, the leader solves the problem or makes the decision.  At the far right, the leader is simply a facilitator for the group.  The decision is made by the group.  Flexibility rather than consistency is the indicator of effective leadership. 
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