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Leadership: What is it?
Leadership is the ability to influence individuals or groups toward the achievement of goals. Leadership, as a process, shapes the goals of a group or organization, motivates behavior toward the achievement of those goals, and helps define group or organizational culture. It is primarily a process of influence
Leadership is a changing process in the sense that, while influence is present, the person exercising that influence may change. Possession of influence depends upon the situation and upon the relevancy of the individual’s skills and abilities to any particular situation. For example, if a particular individual has the expertise --Suzanne is the only one on her team who knows enough about JavaScript to be able to incorporate that language into the team's web-design project -- that is required to solve a problem, then that individual may be assumed to have some degree of influence over others. Likely, other team members will follow the lead of the knowledgeable team member. 

Leadership and management are different concepts, 
· Leadership is needed to create change. 

· Management is needed to create orderly results.
Leadership is not restricted to the executive suite. Within a team environment, manager environment, manager and leader are simply roles taken on by members of the team. Most teams require a manager to "manage" -- coordinate, schedule, contact, organize, and procure -- their affairs. The functions of this role may well be quite different from those of the leader (to motivate followers towards the achievement of team goals). Management roles need not presuppose any ability to influence. A leader, on the other hand, must have the ability to influence other team members.
A leader must, by definition, have followers. To understand leadership, we must explore the relationship leaders have with their followers. Conceptually, leadership is a reciprocal, transactional, and transformational process in which individuals are permitted to influence and motivate others to promote the attaining of group and individual goals.  
One view of leadership sees it as a transactional process between leaders and followers. Similar to the exchange theory (Equity theory of motivation), leaders and subordinates are viewed as bargaining agents whose relative power regulates an exchange process as benefits are issued and received. Thus, a follower may follow a leader so long as that leader is perceived to be in a position to "deliver" some important needs. For example, the followers of a political leader may be very fickle; if the desired needs of the followers are not met by the policies enacted by that leader's government, these followers may readily give their vote -- follow another -- at the next election.
Transformational leadership, on the other hand, moves beyond transactional leadership -- the leader-subordinate influencing relationship is one of mutual excitement where relative power is fused to pursue organizational and personal goals.
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Leadership emergence depends to a large extent on group member’s perceptions with respect to the need for a leader and on the qualities of the individuals available to fill that role.
A number of factors may determine who emerges as a group's leader: 

· Physical characteristics such as height, weight, age, and gender; 

· Intelligence; 

· Personality traits; 

· Task abilities; and 

· Participation rates. 
Why do Followers Follow?
Although the number of reasons followers follow may be as numerous as the number of followers, we may generalize by saying that followers expect their needs to be satisfied. If the leader somehow provides the follower with the means by which he or she may satisfy needs, then it is likely that the leader will have followers. This assumption is consistent with Maslow's assumptions about motivation. 
· To be a leader, you have to make people want to follow you, and nobody wants to follow someone who doesn't know where he is going. -- Joe Namath 
Path Goal theory (Robert House) 
It based on expectancy theory; here followers are motivated to follow -- to do whatever is requested of them by the leader -- if they are in a position to satisfy their own, dominant needs. Similarly, Expectancy Theory assumes that people are motivated -- will see a reason to follow if there exists a perceived expectation that their efforts (the following) will lead to positive job outcomes and, finally, positive rewards. Transactional leadership is based on the notion of a social exchange; leaders control follower’s behaviors by imposing authority and power on the one hand and satisfying follower’s needs on the other, That is, leaders offer organizational resources in exchange for follower’s compliance and responsiveness.
Unlike transformational leadership, in this transactional relationship, the leader makes no particular effort to change follower’s values or involve them in a process by which they internalize organizational values. In times of crisis, people become sensitive to the adequacy of their leadership. If they have confidence in it, they are willing to assign more than usual responsibility to the leader. However, if they lack that confidence, they are less tolerant of the leader than usual. Furthermore, people are more likely to follow and to have critical decisions made by the leader if they feel that somehow they, the followers, are taking part in the decision-making process. Warren Bennis suggests a definition about leadership which is interesting,
Warren Bennis: Leadership, Vision, and ability to Communicate,
· Leadership is the capacity to translate vision into reality.  --Warren G. Bennis
· Generally leaders attempt to increase followers' compliance with and commitment to the organization's vision. 
· shared vision may act as a motivational force that enables leaders and followers to reach the desired objective 
If leadership is to be pro-active, it requires vision. This vision is a shared image of a desirable objective, shaped and defined by the leader and the followers. However, vision itself is not enough. In order to get others -- followers -- to move in the direction of the desired goal (the vision), the leader must also be able to communicate that vision and the followers must be motivated to follow. 
Ideally, the followers will internalize and fulfill this shared vision. If the followers are inclined to act on reasoned argument, then communication will serve to convey the rationale for the vision. On the other hand, the act of communicating may also touch the followers in an emotional way.
What "makes" a good Leader? It may be useful to think of the leadership process as the interaction between the situation, the leader, and the followers. Thus, "good" leadership is contingent upon a number of variables.

· Behavior and Personality
Since leadership is a behavior, it must be, by definition, a function of the leader's personality. Personality is defined as those relatively stable characteristics derived from culture, unique experiences, and biological makeup. If the leader's skills, and motivations to fulfill certain felt needs, are combined with his or her personality, then we might conclude that these factors contribute to leader behavior. Leader traits and skills: (1) motivation (2) self confidence (3) skills (4) physical attributes
· Task Orientation, Relationship Orientation, and Influence
Much of the leadership research has reduced leader behavior to: task orientation, relationship orientation, and the attempt to influence others (note the similarity between these behaviors and McClelland's needs -- need for achievement, need for affiliation, and need for power). Behavior thus influences the net result of the leadership process. Leadership behavior: (1) Task orientation (2) Relationship orientation (3) Attempt to influence subordinate
· Leader Behaviors, Influence, and Power
Leader behavior is also a function of the power of the leader. Power (as per French and Raven) may be derived from a number of sources: (1) Expert (2) Referent (3) Reward (4) Coercive (5) legitimate. 
· Leader Behaviors and Situational Variables
In an organizational context, the leader's behavior invariably interacts with the environment. Thus, situational variables come into play. The type of job, technology, organizational politics, and the formal authority afforded the manger may influence the power available to the leader. 
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Trait Approach to Leadership: What makes leadership effective? Effective leadership can somehow be defined in terms of traits or personal characteristics that can be used to differentiate leaders from followers. Research by (Stogdill and Mann) failed to support trait theory and subsequently caused it to disfavor. However using modern statistical techniques yielded different conclusions.
Leadership Trait Theory: Assume a leader’s personal attributes are the keys to leadership success, how do we explain leaders as divers as Gandhi; what are the key attributes? The problem with the trait approach lies in the fact that almost as many traits as studies undertaken were identified. Although there was little consistency in the results of the various trait studies, some traits did appear more frequently than others: 

Researchers were further confounded by questions about how to find commonality from an examination of the traits of leaders as diverse as Martin Luther King Jr; do these leaders have any trait in common? Is this a trait all leaders must possess?
(1) Technical skill, (2) friendliness, (3) task motivation, (4) application to task, (5) group task supportiveness, (6) social skill, (7) emotional control, (8) administrative skill, (9)general charisma, (10) intelligence 

 A Behavioral Approach to Leadership: The results of the trait studies were inconclusive. Traits, among other things, were hard to measure. How, for example, do we measure traits such as honesty, loyalty, or diligence? Another approach in the study of leadership had to be found. The most prominent studies were those undertaken by the University of Michigan and by Ohio State University. Interestingly, both studies arrived at similar conclusions. Both studies concluded that leadership behaviors could be classified into two groups. The University of Michigan studies (Rensis Likert) identified two styles of leader behavior: 
a) Production centered behavior: when a leader pays close attention to the work of sub- ordinates, explains work procedures, and is keenly interested in performance. 
b) Employee centered behavior: when the leader is interested in developing a cohesive work group and in ensuring employees are satisfied with their jobs. 

These two styles of leader behavior were believed to lie at the ends of a single continuum. Likert found that employee- centered leader behavior generally tended to be more effective. 
               Ohio State leadership behaviors:

University of Michigan

             (1) Initiating Structure


(2) Production Centered 


             (2) Consideration


(1) Employee Centered 


Researchers at Ohio State leadership found results which suggested two basic leader behaviors. 
1) Initiating structure behavior: when the leader clearly defines the leader-subordinate, establishes formal lines of communication, and determines how tasks are to be performed. 
2) Consideration behavior: the leader shows concern for sub-ordinates and attempts to establish a warm, friendly, and supportive climate. 
Unlike the Michigan Studies, these two behaviors were not viewed as opposite ends of a continuum, but as independent variables. Thus the leader can exhibit varying degrees of both initiating structure and consideration at the same time. 
Rather than concentrating on what leaders are, as the trait approach did, the behavioral approach forced looking at what leaders do. The main shortcomings of the behavioral approach were its focus on finding a dependable prescription for effective leadership. 
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Both the production-oriented and the people-oriented leadership behaviors appear to offer positives and negatives. However, since showing high concern for both people and production need not necessarily be inconsistent in one leader, it was concluded that such leaders might have an edge over those who show a propensity to act in only one of these dimensions. 
 Leadership Grid theory (Blake and Mouton’s)                                                            

The results of behavioral studies were incorporate into a grid proposed by Blake and Mouton. The Managerial Grid utilizes the concern for people versus concern for production dichotomy proposed by both the Ohio State and university of Michigan studies.
The assumption made by Blake and Mouton is that there is a best leadership style (behavior). By scaling each axis from 1 to 9, one can plot five leadership styles. The best set of behaviors is assumed to be 9, 9 -- a high concern for production, coupled with a high concern for employees. On the basis of the Managerial Grid, 1, 1 leadership (Impoverished) is the least desirable style.
 A situational approach to leadership, 
Leadership is obviously a complex process that involves intricate social relationships in diverse organizational settings. Contingency theories of leadership recognize that there is no one best leadership style. These theories focus on determining which leadership styles will be most effective under specific conditions.
The Blanchard & Heresy Leadership Model takes a situational perspective of leadership. This model posits that the developmental levels of a leader's subordinates play the greatest role in determining which leadership styles are most appropriate (leader behaviors). According to this conceptualization, leader behaviors fall along two continua, (1) directive behavior, and (2) supportive behavior. This categorization is not dissimilar to those of the Ohio State Leadership studies and the University of Michigan studies.
	BLANCHARD SITUATIONAL LEADERSHIP MODEL 

LEADER BEHAVIOR CATEGORIES

	DIRECTIVE BEHAVIOR 

	SUPPORTIVE BEHAVIOR

	· one-way communication 

· followers' roles spelled out 

· close supervision of performance 

	· two-way communication 

· listening, providing support & encouragement 

· facilitate interaction 

· involve follower in decision making 



	


Putting the leadership behaviors identified by the Blanchard together on a grid (note the similarity between this figure and the Blake and Mouton Grid), four leadership styles result:

(1) Directing 



(2) Coaching
(3) Delegating 


(4) Supporting

This grid does not differ very much from the Blake and Mouton Managerial Grid. So, what distinguishes it from the previous behavioral leadership models? This model expands on previous approaches by taking situational variables into account. 

For Blanchard the key situational variable, when determining the appropriate leadership style, is the readiness or developmental level of the subordinate(s). Their model posits 4 such developmental levels: 

D1: Low Competence 


D2: Some Competence 
· Low Commitment 


High Commitment
 

D3: High Competence 


D4: High Competence
· High Commitment


Variable Commitment
The Blanchard model combines the behavior grid (similar to the Blake- Mouton Managerial Grid) with the Developmental Levels of subordinates; the Developmental Level of the Subordinates determines which of the four leadership styles (D1, D2, D3, or D4) is correct. 
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Path goal theory contains tow groups of contingency variables: (1) Employee characteristics (locus of control, need for achievement) (2) Environmental factors (employee’s task, authority influence)








Leaders and subordinates affect each other in a bi-directional fashion 
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Followers follow, if their leaders are perceived to be in a position to provide them with the means by which they can satisfy their needs...
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This document is based on the internet Information by Wilff H.Ratzburg.
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