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First and foremost, I will like to express my gratitude to God for giving me
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have been possible.

This book is dedicated to my wife, Anuoluwapo Laura Harrison, whose love
and patience has inspired me. Thank you for being there for me through
thick and thin and believing in me. 1o my son and daughter, Christian
Harrison, Jr and Lily Harrison, I hope one day you will both read this book
and be inspired. You motivate me every day, and this work is dedicated to
you and your mum.



Foreword

It is with great pleasure that we introduce Christian Harrison’s book,
Leadership Theory and Research: A Critical Approach to New and Existing
Paradigms. It is a terrific achievement and fills a much-needed gap in
terms of providing educators and students with a clear and comprehen-
sive introduction to the topic of leadership. Concise and accessible, it
provides also a depth of explanation of some of the main theories relat-
ing to leadership and change, and it offers a wealth of relevant refer-
ences that are invaluable for those seeking to navigate the field.

A considerable strength of the work is its emphasis on a nuanced
conceptualisation of leadership. This puts into context the limitations
of fixed notions of human development that have influenced a range of
leadership theories and even some current work-based interventions. In
a concise retrospective of the development of the discipline, the book
presents a very useful account of older, more recent and current the-
ories of leadership, bringing the reader up to date with contemporary
thought. A further strength of the book is the insight the author brings
to these overviews, with relevant critique where the findings across a
range of empirical studies are inconclusive. Thus, Leadership Theory and
Research is a very useful introduction to each of the main theories that

vii



viii Foreword

have been applied to leadership over the last century or so, but does not
present these unchallenged. For the reader, this introduces the idea that
critical engagement with literature is important in terms of develop-
ment of skills and abilities as a scholar, and educators will find this a
useful resource for the development of these types of skills.

At a more specific level, there are two particular areas where
Leadership Theory and Research really stands out. First, there is a con-
tribution specifically to the leadership discourse in entrepreneurial set-
tings. The relevance and specificities of leadership for entrepreneurs
are examined and critiqued, and as a result, this book is useful as an
introductory text to those studying entrepreneurship as well as other
management and leadership subjects. The second particular strength is
the identification of, and subsequent contribution to, an ongoing gap
in leadership studies. In Leadership Theory and Research, the dearth of
studies of leadership outside the contexts of the dominant Western
cultures is highlighted. As Dr. Harrison points out though, leadership
happens everywhere and always has done. Consequently—and some-
what uniquely—the text draws on a number of studies in the global
east and south. This is a considerable strength of the work; the inclusion
of evidence and consideration of leadership underpinned by alterna-
tive (to Western) cultural and structural conditions are rarely included
in textbooks, and its inclusion here broadens our perspective beyond
assuming the primacy of Western thought. More broadly, the contribu-
tion in Leadership Theory and Research underlines the value of inclusive
thinking in leadership and, by drawing attention to the domination of
the field by scholars in the developed world, allows readers to critically
engage with scholarship on leadership.

The structure of the book is clear, with effective signposting in intro-
ductions and summaries at the start and end of each chapter. Readers
will value the author’s concise writing style which makes the presenta-
tion of complex aspects of leadership highly accessible. New scholars to
the field or those seeking an introduction to key ideas will find the work
an enjoyable and rewarding read. Dr. Harrison’s skill of getting to the
point of a particular theory will be especially valuable to the busy reader
who will find useful insights on every page.
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As educators in higher education, we would have no hesitation using
Leadership Theory and Research in classes. As an introductory text, it pro-
vides a comprehensive account of the theories of leadership and draws
clearly from many sources of research on the topic. There are several
textbooks on leadership in the market, but this one really fills a gap in
terms of its simplicity and accessibility for those new to the subject.
Beyond this, Leadership Theory and Research is a useful resource for
developing skills in critical engagement with research and theory. From
this perspective, there is utility also for the more advanced student of
leadership. Its specific inclusion of leadership for entrepreneurship is an
attractive addition to the text. Finally, the inclusion of analysis of stud-
ies of leadership in contexts that represent experiences alternative to
those in the Western, developed world provides a much-needed contri-
bution to the field.

We both thoroughly enjoyed reading this book—and we both have
come away from it with ideas about how we will teach leadership as a
conceptualisation and in terms of skills development going forward. For
us at least, Leadership Theory and Research will be a welcome addition to
our resources for the learning and teaching of leadership, and we com-
mend this book to you.

Dr. Irene Malcolm

Learning & Teaching Co-ordinator
Heriot-Watt University

Currie, UK

Professor Laura Galloway
Edinburgh Business School
Edinburgh, UK



Preface

Leadership is a phenomenon observed in all organised human groups.
However, research has shown that it is one of the least understood phe-
nomena on earth. The number of published research studies in the field
of leadership is vast and spans several decades. Nevertheless, despite
such a large body of scholarship, leadership still remains an elusive
concept.

This book provides a comprehensive literature review on leader-
ship. The aim is to provide a critical insight into leadership research.
Emerging paradigms and theories of new approaches to leadership are
identified and addressed. Though there have been books that examined
leadership theories and approaches, these writers do not take a critical
view of the different leadership perspectives. In this age of globalisation
and increased competition, there is a need for individuals to use the
most effective leadership approach. This book has established that lead-
ership is an underdeveloped phenomenon, for which no unified theory
currently exists. Previous leadership books have traditionally focused
narrowly on a limited set of elements by highlighting the leader while
overlooking relevant elements of leadership. This book takes a holistic
view of the phenomenon.

Xi
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This book will enable students (undergraduate and postgraduate),
scholars, practitioners, policymakers and other relevant stakeholders to
learn more about the concept of leadership. They will be able to dis-
play critical awareness of current developments in both the theory and
practice of leadership and its importance in modern organisations. This
critical reflection will be instrumental in meeting the leadership devel-
opment needs of twenty-first century graduates as well as identifying
potential sources of development.

Most books on leadership tend to be monographs which are quite
lengthy and monotonous. Such monographs do not encourage read-
ers especially students and practitioners. Readers are looking for a book
that is easy to read and provides a detailed summary of the approaches
to leadership. This book offers the solution and a good snap shot on
leadership. The book is not only for scholars but also for practitioners,
students (undergraduate and postgraduate) and policymakers.

Benefits of the Book

o The reader will be able to explain the concept of leadership.

o The reader will be able to assess the different theories of leadership
and its importance in modern organisations.

o The reader will be able to critically reflect on leadership development
needs of twenty-first century graduates and identify potential sources
of development.

Christian Harrison

School of Business and Enterprise
University of the West of Scotland
Hamilton, UK
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Introduction

Abstract This chapter provides a comprehensive literature review
on leadership. The aim is to provide a critical insight into leadership
research. This chapter discusses the varying conceptions of leadership.
Scholars argue that a universally acceptable definition for leadership is
practically impossible and will hinder creative ways of thinking. Some
of the different ways in which leadership has been defined over the past
70 years with reference to conceptual underpinning are provided in this
chapter. The distinction between leadership and management is often
made in the literature. However, in the world today, a question remains
unanswered which is: Is leadership now increasingly needed by all man-
agers? 'This chapter examines the similarities and differences between
leadership and management. The functions and activities of manage-
ment and leadership are discussed.

Keywords Leadership conceptions - Definitions of leadership
Leadership - Management - Roles of leaders - Roles of managers

© The Author(s) 2018 1
C. Harrison, Leadership Theory and Research,
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2 C. Harrison

Introduction

The number of published research studies in the field of leadership is
vast and spans several decades. However, despite such a large body of
scholarship, leadership still remains an elusive concept. Despite consid-
erable investment in research by both governments and organisations,
knowledge gaps about leadership still exist due to a lack of comprehen-
sive information studies of the field (Leitch et al. 2009).

This chapter provides a comprehensive literature review on leader-
ship. The aim is to provide a critical insight into leadership research.
This chapter will discuss the varying conceptions of leadership. Scholars
argue that a universally acceptable definition for leadership is practically
impossible and will hinder new ideas and creative ways of thinking.
Some of the different ways in which leadership has been defined over
the past 70 years with reference to conceptual underpinning are pro-
vided in this chapter.

The distinction between leadership and management is often made
in the literature. However in the world today, a question remains unan-
swered which is: Is leadership now increasingly needed by all managers?
This chapter will examine the similarities and differences between lead-
ership and management. The functions and activities of management
and leadership are discussed.

The Definitions of Leadership

To date, there is no precise definition of the term leadership. Stogdill
(1974, p. 259) argued that ‘...there are almost as many different defi-
nitions of leadership as there are people who have attempted to define
the concept’. This is evident, given the large volume of publications and
studies relating to the domain of leadership. Upon entering the search
string ‘lead® into Web of Science, 2,122,285 publications were listed,
and on Springer Link, 4,333,478 publications in form of journals
and books were identified as being relevant to the topic (17th January
2017). Researchers have proposed varying concepts of leadership and
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have investigated it by using different phenomena that suited them
(Yukl 2010). This is not surprising because, although leadership is a uni-
versal phenomenon (Bass and Bass 2009), it remains complex. Alvesson
and Sveningsson (2003) argue that a universally acceptable definition
for leadership is practically impossible and will hinder new ideas and
creative ways of thinking. Some of the different ways in which leader-
ship has been defined over the past 70 years, with reference to concep-
tual underpinning, are listed in Table 1.1.

The definitions listed in the table demonstrate how the perception of
leadership has evolved from it being viewed as an ability or behaviour to
being viewed as a process of influence. The section below examines the
similarities and differences between leadership and management.

Leadership and Management

Leadership and Management have been used interchangeably in the
literature and rightly so. In fact, they are synonymous in various ways
since they both involve working with people and meeting set goals
(Northouse 2010). However, this view is not shared by all scholars in
the domain of leadership and management. Many authors have argued
that there is a difference between leadership and management (Bennis
and Nanus 1985; Kotter 1990; Rost 1993; Zaleznik 1977). The major
bone of contention has been the definition and functions of both lead-
ers and managers.

Management has been defined as the ‘attainment of organisational
goals in an effective and efficient manner through planning, organising,
leading and controlling organisational resources’ (Daft et al. 2010, p. 7).
According to Robbins (2005), it involves the use of authority inherent
in a designated formal rank to obtain compliance from members of an
organisation. It encompasses getting things done through other people
in order to achieve stated objectives (Mullins 1996). The focus of the
definitions provided by these scholars shows that the intent of manage-
ment is to meet organisational goals in an efficient and effective manner.
Conversely, leadership which has been defined in the previous section is
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Table 1.1

Definitions of leadership

Author

Definition

Concept

Hemphill (1949)

Stogdill (1950)

Bennis (1959)

Katz and Kahn (1978)

Smircich and Morgan
(1982)

Richards and Engle (1986)

The behaviour of an
individual while he is
involved in directing
group activities

‘Leadership may be con-
sidered as the process
(act) of influencing the
activities of an organ-
ized group in its efforts
toward goal setting and
goal achievement’

Leadership is ‘the pro-
cess by which an agent
induces a subordinate
to behave in a desired
manner’

Leadership is ‘the influ-
ential increment over
and above mechanical
compliance with the
routine directives of the
organisation’

‘Leadership is realised in
the process whereby
one or more individuals
succeeds in attempt-
ing to frame and define
the reality of other.” ‘It
involves a complicity or
process of negotiation
through which certain
individuals implicitly or
explicitly surrender their
power to define the
nature of their experi-
ence to others’

‘Leadership is about articu-
lating visions, embody-
ing values, and creating
the environment within
which things can be
accomplished’

Behaviour

Process

Process

Behavioural process

Process

Behaviour

(continued)
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Table 1.1 (continued)
Author Definition Concept
Gardner (1990) Leadership is ‘the process  Process

Jacobs and Jaques (1990)

Kotter (1990)

Drath and Palus (1994)

Clark and Clark (1996)

Barnard (1997)

of persuasion or example
by which an individual (or
leadership team) induces
a group to pursue objec-
tives held by the leader
or shared by the leader
and his or her follower’

‘Leadership is a process of
giving purpose (meaning-
ful direction) to collective
effort, and causing will-
ing effort to be expended
to achieve purpose’

Leadership ‘refers to a
process that helps direct
and mobilize people and/
or their ideas...’

‘Leadership is the pro-
cess of making sense of
what people are doing
together so that people
will understand and be
committed’

‘Leadership is an activity or
set of activities, observa-
ble to others, that occurs
in a group, organization,
or institution, and which
involves a leader and
followers who willingly
subscribe to common pur-
poses and work together
to achieve them’

Leadership ‘refers to the
quality of the behaviour
of individuals guiding
other people or their
activities in organized
efforts’

Process

Process

Process

Process

Behaviour

(continued)
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Table 1.1 (continued)

Author

Definition

Concept

Stogdill (1997)

Robbins (1998)

Barker (2001)

Lussier and Achua (2001)

Northouse (2010)

Yukl (2010)

Leadership is ‘the pro-
cess of influencing the
activities of an organ-
ised group in its efforts

towards goal-setting and

goal achievement’

Leadership is ‘the ability to
influence a group toward
the achievement of goals’

Leadership is ‘a process of

transformative change
where the ethics of

individuals are integrated

into the mores of a
community as a means
of evolutionary social
development’

‘Leadership is the influenc-

ing process of leaders

and followers to achieve
organizational objectives

through change’

'Leadership is a process
whereby an individual
influences a group of
individuals to achieve a
common goal’

‘Leadership is the process
of influencing others to
understand and agree
about what needs to
be done and how to do
it, and the process of
facilitating individual
and collective efforts
to accomplish shared
objectives’

Process

Ability

Process

Process

Process

Process
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more complex and deals with other variables such as influence, motiva-
tion, change and not just meeting the organisational objectives.

The function of management and leadership is also a source of
controversy among scholars. Kotter (1990) argues that leaders cope
with change while managers deal with complexity. For Kotter, leaders
develop a vision and strategies for achieving the vision while manag-
ers are involved in planning and budgeting. Leaders and managers are
totally different in their attitude towards goals and conception of work
(Zaleznik 1977). This is not surprising since the functions of manage-
ment have long been established in the literature. Fayol (1916) first
identified the functions of management as planning, organising, staff-
ing and controlling. These functions have been supported and modi-
fied by other scholars such as Kotter (1990) to include budgeting and
problem-solving.

Some scholars have used the terminology ‘roles’. Mintzberg (1973)
proposed ten managerial roles from his study on executives which are

provided below.

Information Processing Roles

e Disseminator
* Monitor
* Spokesperson

Interpersonal Roles

e Figurehead
e Leader

e Liaison
Decision-Making Roles

Disturbance handler
Entrepreneur
Negotiator

Resource allocator
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Conversely, in leadership, the key activities or roles are quite distinct.
Kotter (1990) describes the key leadership activities as setting a direc-
tion, aligning people in that direction, motivating and inspiring. It
involves developing a mutual purpose by both the leaders and followers
as well as working together to create change (Rost 1993).

Despite the constant debate and inability to reach a consensus by
both fields of management and leadership, it is arguable that not eve-
ryone who is a manager will necessarily be a leader and vice versa.
To some extent, different characteristics, skills, focus and style are
required. Managers have to know how to plan, budget, organise staff
as well as control and solve problems in an effective and efficient man-
ner. Their focus is on physical resources usually materials and people,
and as Bennis and Nanus (1985, p. 21) point out, they ‘do things
right’. For leaders, their role is to set the direction and to ensure that
the required expertise, resources and motivation is present. Their focus
is on emotional resources; hence, they ought to show empathy, build
trust, respect and enthusiasm and of course still referring to Bennis and
Nanus (1985, p. 21) they ‘do the right things’.

Despite the differences, it is quite clear that both management and
leadership are useful in today’s world. If there is no strong leadership,
people would not be motivated. If there is no strong management, the
established organisational goals may not be achieved. So what then is
the solution? We need both competent managers and skilled leaders.
Sayles (1993) argues that leadership is important in management and
that organisations cannot function effectively without middle man-
agers who can exercise leadership. Scholars such as Daft et al. (2010),
Mintzberg (1973) and Mullins (1996) propose that leadership is an
activity or role that managers ought to be involved. They are both inter-
linked and cannot be viewed independently. Managers will need to
learn how to lead while leaders have to learn how to manage. With a
more educated and diverse work force who are not so concerned about
pay, motivation and other soft elements have become very important.
The work place has increasingly become insecure in the twenty-first cen-
tury; hence, using emotional support to counter resistance and promote
a more conducive working environment is paramount.
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Case Study 1.1
Manager or Leader?

Jeffrey Preston ‘Jeff’ Bezos is an American technology entrepreneur who
has played a key role in the growth of e-commerce as the founder and
CEO of Amazon.com, the online merchant of books and later of a wide
variety of products. Under his leadership, Amazon.com became the
largest retailer on the World Wide Web.

In 2012, Amazon reached an interesting mile stone. This retailing
giant known for books and media products now has tens of millions of
products in stock. Interestingly, most of these products are non-media
goods. Amazon has been officially transformed from an online book
retailer to a worldwide product merchant that can meet the needs of the
diverse population.

Jeff Bezos is one of the richest men in the world with a net worth of
about $72.8 billion (Forbes 2017). However, his success is largely due
to his mantra “The customer is always right’. In an era, where the focus
is on team working and making the employees happy, Bezos has proven
the potency of another model; ‘coddling his 164 million customers, not
his 56,000 employees” (Forbes 2012a).

His managers find him formidable. He is referred to as the ‘empty
chair’. This is because Bezos periodically during meetings leaves one
seat empty at a conference table and tells his staff to assume that a cus-
tomer is occupying that seat and is the most important person in the
room. This seems comical but Bezos takes it seriously as confirmed by
his managers. He is also strict about what the customers do not want.
There is so much focus on reducing delays, defects and out of stock
products. Even the tiniest delay in loading a web page is frowned at and
not acceptable. Indeed, all the people that know him attest that he has
an obsession for the customer.

There is so much focus on pragmatism, and it has shaped his deci-
sion-making. The three big ideas of Amazon are long-term think-
ing, customer obsession and a willingness to invent (Fortune 2012).
Bezos is not afraid of failure and is willing to take risks. For him, ‘if
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you want to be inventive, you have to be willing to fail’ (Forbes 2012b).
This is reflected early in the company when they hired a lot of editors
to write book and music reviews and then decided to use customer cri-
tiques instead. This affected the auctions negatively. Bezos regards this
as a learning curve. The culture of Amazon is friendly but intense. It
is termed the ‘culture of metrics’ (Forbes 2012a, b) with little time for
socialisation. This is not strange because of his attention to detail. He is
widely known for being meticulous and some might even argue that he
has the tendency to micromanage.

With the huge success of Amazon, it is hard to believe that it all
started in a garage in Seattle Water front by a teenager who had earlier
wanted to be an astronaut and was also the high school valedictorian as
well as a National Merit Scholar. The success story of Amazon has not
ended and many believe that with Bezos still at the helm of affairs, this
may just be the beginning.

Questions

o Is Bezos a manager or a leader or both?
o Is Bezos the right person for Amazon during the times ahead, or does
the company now require more of a ‘manager’ than a ‘leader’

Summary

In this chapter, the concept of leadership and its different definitions
were examined. Leadership is intuitively appealing; hence, numerous
definitions have been proposed by scholars. However, despite such a
large body of scholarship, leadership still remains an elusive concept.
Leadership and Management is a source of debate among scholars.
These concepts tend to overlap. They are similar as well as different.
The activities and roles that define both concepts are important, espe-
cially in today’s world. Traditionally, management is viewed through
the lens of planning, organising, controlling and coordinating while
leadership involves exerting influence. However, these boundaries are
getting more obscure in the twenty-first century. It has become more
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difficult to view them independently. Managers will need to learn how
to lead while leaders have to learn how to manage.
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Leadership Research and Theory

Abstract Leadership theories are plagued by the absence of a
definitional consensus among scholars. Many theories have emerged
about leadership over the years. This chapter examines and evaluates
the different early theories of leadership. The Great Man theory focuses
on heroic individuals, implying that only a selected few can achieve
greatness. The trait theory conceptualises leadership on the universal-
ity of some given attributes. The skill theory focuses on the abilities of
a leader. Behavioural theory views leaders based on their actions and
behaviour, while the contingency theory concerns the context of lead-
ership. The shortcomings and limitations of these different theories,
which have led to newer approaches to leadership, are also examined.
Case studies are available to assess the reader’s understanding of the rel-
evant approaches in this chapter.

Keywords Leadership theories - Great Man theory - Trait theory
Behavioural theory - Skill theory - Contingency theory
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Introduction

Leadership theories are plagued by the absence of a definitional con-
sensus among scholars. Many theories have emerged about leadership
over the years, and it might even be said that there are as many theories
of leadership as there are leaders (Gill 2011). According to House and
Aditya (1997, pp. 409-410),

Almost all of the prevailing theories of leadership, and about 98% of the
empirical evidence at hand, are rather distinctly American in character:
individualistic rather than collectivistic, stressing follower responsibili-
ties rather than rights, assuming hedonism rather than commitment to
duty or altruistic motivation, assuming centrality of work and democratic
value orientation, and emphasizing assumptions of rationality rather than
asceticism, religion, or superstition.

This suggests that leadership research over time has developed a bias
towards the outlooks of the developed world; hence, more research is
required, especially from a developing economy perspective, to better
understand this phenomenon.

Many approaches to leadership have emerged over the years. The
main theories which can be identified are the Great Man, trait, skill,
behaviour, contingency, implicit leadership, leader—member exchange,
servant, charismatic, transactional, transformational, distributed,
authentic and entrepreneurial leadership. Of these theories, entrepre-
neurial leadership is the least developed in terms of research and theory
(Dinh et al. 2014). The timeline during which these leadership theories!
emerged is illustrated in Fig. 2.1:

In this chapter, a critical overview of the early theories (i.e. Great
Man, trai, skill, behaviour and contingency) is therefore presented.
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Leadership Approaches
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Fig. 2.1 Timeline showing the approaches to leadership

Great Man Theory

The Great Man theory of leadership can be traced to the nineteenth
century and before. One of the major proponents of this theory was
Carlyle in 1866, whose °...fascination with great men of history effec-
tively reduced the role of mere mortals to extras’ (Grint 2011, p. 8).
Successful leaders who had shown greatness were examined; hence,
the theories were called ‘Great Man theories’. The lives and achieve-
ments of political leaders such as Napoleon Bonaparte, Indira Gandhi,
Martin Luther King and others have been studied to explain the dif-
ference between people who are leaders and those who are non-leaders
or followers. A fundamental notion of the Great Man theory is that
people are born with traits that make them natural leaders, and only
great individuals possess such traits. As stated by Bass and Bass (2009,
p. 49), “Without Moses, according to these theorists, the Jews would
have remained in Egypt; without Winston Churchill, the British would
have given up in 1940; without Bill Gates, there would have been no
firm like Microsoft’. However, this theory is based on fascination with
great men of history and has been criticised for its failure to explore
the role of leadership in ensuring business and organisational coherence

(Grint 2011).
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In addition, this theory presents a gender bias as is seen in its name
Great Man theory. This theory holds that history is attributed to men
and great men actually change the shape and direction of history (Van
Wart 2003). Leadership is irredeemably masculine, and the Great
Man is indeed a man (Grint 2011; Spector 2016). Its basic premise is
built on the fact that leadership is biologically determined, behaviour-
ally demonstrated and innate to the male gender (Appelbaum et al.
2003). As a result, effective leadership can only be demonstrated by
males. Surprisingly, during the period that the Great Man theory was
proposed, there were notable female personalities who had shaped his-
tory but were overlooked. Typical examples such as Queen Elizabeth
and Joan of Arc were heroes in their own rights. By ignoring gender,
the scholars in this field created many blanks in theoretical and research
designs (Denmark 1993). The exclusion of women in these studies
may have been due to the limited number of women in that era that
occupied leadership positions. However, times have changed and we
now have more women in seats of power and are focal points in many
businesses.

There has now been a plethora of studies that have focused on
females in positions of authority. Successful female leaders such as
Emma Walmsley of Glaxo SmithKline, Sheryl Sandberg of Facebook,
Alison Brittain of Whitbread group, Carolyn McCall of EasyJet, Moya
Green of Royal Mail, Veronique Laury of King Fisher, Alison Cooper
of Imperial Tobacco and Liv Garfield of Seven Trent have formed the
bulk of these studies. Studies have also shown that not only are men
and women similar, women may be equally effective leaders (Kolb
1999; Shimanoff and Jenkins 1991). Nevertheless, despite studies such
as Powell and Graves (2003) and Oakley (2000) that have shown that
innate abilities of male and female managers are similar, stereotypes
still persist that women are less capable and effective leaders than men
(Appelbaum et al. 2003).

The Great Man theory, despite its lack of scientific rigour and verac-
ity, remains relevant. In the world of business, the search for a hero to
save failing companies still has a universal appeal (Spector 2016), and
occasionally, this saviour is a woman.
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Trait Theory

The Great Man theory, which attributed innate qualities to special peo-
ple, resulted in research into leadership that focused on the personal-
ity characteristics of the leader (Wright 1996). Researchers and scholars
sought to determine the specific traits that differentiated leaders from
followers (Bass 1990).

This theory led to an accumulation of a long list of traits. As stated by
Wright (1996, p. 34), “The problem was not the fact that the research
failed to find any relationship between personality and leadership, but
that relationships found were inconsistent’. One of the most influential
studies on traits was carried out by Stogdill (1948), which changed the
course of this approach. In his study, he analysed 124 trait studies con-
ducted between 1904 and 1947 and identified eight traits that differen-
tiate a leader from a non-leader. These are as follows:

Intelligence

Alertness to the needs of others
Insight

Initiative

Responsibility

Persistence in dealing with problems
Self-confidence

Sociability

Stogdill proposed that the making of a successful leader is not deter-
mined by some particular traits but, rather, the traits possessed must
be relevant to the situation in which a leader finds him or herself.
Therefore, a successful leader in a particular situation might be inef-
fective in another. The results of Stogdill’s work led many scholars to
re-examine their approach in the search for universal traits. House and
Aditya (1997, p. 410) point out that, ‘It should be noted, however, that
the most influential author to address this issue (Stogdill 1948) did not
call for an abandonment of the study of traits, but rather for an inter-
actional approach in which traits would be considered as interacting
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with situational demands facing leaders’. Mann (1959) went a stage fur-
ther by examining more than 1400 findings regarding personality and
leadership. He drew up a list of traits such as intelligence, masculinity,
adjustment, extraversion, conservatism and dominance, all of which
had been considered as important, but then pointed out that there
were inconsistencies in results of studies showing relationships between
leadership and some of the traits such as dominance, extraversion and
intelligence.

Many more scholars undertook further studies into traits, and endless
lists of traits emerged. Traits such as dominance, high energy, achieve-
ment orientation, the need for power, a moderately low need for affili-
ation, internal locus of control, integrity, flexibility, self-confidence,
stability, intelligence, sensitivity to others and narcissism have been
deemed as being important to leadership, according to researchers (Bass
and Bass 2009; Lord et al. 1986; Lussier and Achua 2001; McClelland
1965, 1975, 1985; Northouse 2010; Yukl 2010). Despite this long
list of personality traits, the picture of personal qualities of leadership
is still not complete (Gill 2011). There is no evidence to prove that
leaders who possess all the identified traits mentioned in prior studies
will be effective. In addition, how realistic is it for a leader to possess
all traits that have been associated with effective leadership? House and
Aditya (1997, p. 410) suggest that, ‘One of the problems with early
trait research was there was little empirically substantiated personality
theory to guide the search for leadership’. The broad range of traits has
made them susceptible to various subjective interpretations, and the ori-
gin of these lists is not based on strong empirical research. Moreover,
the trait approach does not effectively justify the role of leadership in
entrepreneurial settings. However, in recent years, the trait approach has
re-emerged in the form of charismatic and transformational leadership
(that will be discussed later in this book). Despite the aforementioned
criticisms, the trait theory still remains a popular theory of leadership
due to its intuitive appeal and its use of benchmarks for identifying
effective leaders (Northouse 2010).
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Skill Theory

Although leadership studies began with the concept of the ‘Great Mar,
in which a leader is seen as born and not made, Katz (1955) proposed
a shift from a focus on personality traits to an emphasis on skills and
abilities of individuals that can be learned and developed (Northouse
2010). Therefore, the major difference between the trait approach
and the skill approach was that, unlike the traits (which were said to
be innate and cannot be learned), skills or competencies could be
developed. Katz (1955) put forward three skills which he argued were
essential to being an effective administrator—technical, human and
conceptual skills.

More recently, Mumford et al. (2000a) advanced three key leadership
competencies, which are problem-solving, social judgement and knowl-
edge skills. The skill approach, unlike the trait approach, provides a
broader perspective on leadership. It shifts the focus on leadership being
just for a selected few but to a new mindset that everybody can be a
leader if they so desire and are ready to acquire the necessary skills and
competencies. But although it claims to be quite different from the trait
perspective, the major component of Mumford et al.’s (2000a) research
on leadership skills was individual attributes which are trait-like; hence,
the skill-based approach is still trait driven (Northouse 2010). In addi-
tion, most of the skills originated from research in the army neglecting
the entrepreneurial context (Mumford et al. 2000a, b). The skill per-
spective is discussed in more detail in Chap. 4.

Case Study 2.1
Skill Perspective—Apollo 13

Apollo 13 was the third intended mission in the American space pro-
gramme to land on the Moon. On 11 April 1970, astronauts Jim
Lovell, Fred Haise and Jack Swigert blasted-off towards the moon. After
almost three days of smooth operations, an oxygen tank on board the
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craft blew up, sending the crews on board and at National Aeronautics
and Space Administration’s (NASA) Houston-based command cen-
tre into overdrive to get the spacecraft back to earth with its inhabit-
ants alive. The explosion triggered a series of dilemmas, one following
another, that lasted several more days. They quickly lose oxygen, run
out of power and got exposed to dangerously high amounts of carbon
dioxide. Intensifying the situation is the fact that these mishaps caught
the scientists and technicians at Mission Control by surprise, and they
are not sure how to remedy the situation.

Considerable ingenuity under extreme pressure was required from
the crew, flight controllers and support personnel for the safe return.
However, many people agree that the leadership of Gene Kranz, the
NASA flight director who served during the Apollo 13 crisis, was
invaluable in ensuring that the crew were able to return to earth
safely.

A movie (Grazer and Howard 1995) has been made to portray what
happened in space and some quotes found below show some of the
leadership displayed by Gene Kranz while in crisis:

Work the problem people

We have never lost an American in space; we are sure as (heck) not going
to lose one on my watch. Failure is not an option

I don’t care what anything was designed to do. I care about what it can do

With all due respect sir, I think this is going to be our finest hour

As the scientists tried to figure out the solution to the problems, Kranz
made them think outside the box. He always believed in the ability
of his team. They broke down systems and used different parts to cre-
ate new tools and systems that saved the lives of the crew. According
to NASA (2009), “The most remarkable achievement of mission con-
trol was quickly developing procedures for powering up the command
module (CM) after its long, cold sleep. Flight controllers wrote the
documents for this innovation in three days, instead of the usual three
months’.
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Though the mission never achieved its core objective of landing on
the moon, many still believe it was successful. Its success is attributed
to the fact that the crew members arrived safely, and most importantly
every single person at Mission Control was instrumental in showing
how team-work and effective leadership averted the greatest space disas-
ter that may have occurred in 1970.

Questions

 Using the skill approach, evaluate the leadership of Gene Kranz?
o What was the most important leadership skill required for his success
and why?

Behavioural Theory

The inconsistencies in the evidence for the trait theory led researchers
to pay attention to what leaders actually do and not what they inher-
ently possess. The focus of behavioural theory is on how leaders behave
towards their subordinates in various contexts (Northouse 2010; Wright
1996).

There have been four pivotal studies on the behavioural theory on
leadership. The first one was carried out in the early 1930s at Iowa State
University by Kurt Lewin and his associates, which focused on the lead-
ership style of managers (Lewin etal. 1939). In their study, they identi-
fied three leadership styles: the autocratic leadership style (which involves
telling the employees what to do), the democratic leadership style (which
encourages participation in decision-making) and the laissez-faire leader-
ship style (which is a hands-off approach). The second group of studies
were carried out at Ohio State University, which were done concurrently
with the third group of studies at the University of Michigan (Kahn
1956). Based on the ‘fruitlessness’ (Northouse 2010, p. 70) of the results
of trait studies, the Ohio State researchers decided to analyse how indi-
viduals acted when they led organisations. Using questionnaires, they
identified behaviours that they grouped into two categories: initiating
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structure and consideration (Stogdill 1974). Initiating structure behav-
iour ‘...involves [a] leader’s concern for accomplishing the task. The
leader defines and structures his or her own role and the role of subor-
dinates towards attainment of task goals’ (Yukl 2010, p. 104), while
consideration behaviours are ‘...essentially relationship behaviours and
include camaraderie, respect, trust, and like between leaders and fol-
lowers” (Northouse 2010, p. 70). The Ohio State University researchers
viewed these two behaviours as being independent and distinct; hence,
a leader could be competent both in terms of consideration and initiat-
ing structure behaviours. Their views contrasted with the findings of the
University of Michigan researchers, who identified two types of lead-
ership behaviour: employee orientation and production orientation
(Northouse 2010). The University of Michigan researchers proposed that
both behaviours were of the same continuum and not opposite forms,
making the measurement one-dimensional (Lussier and Achua 2001;
Northouse 2010); hence, leaders who are more oriented towards produc-
tion will care less about the needs of their employees, and vice versa.
Studies carried out at the Ohio and Michigan universities laid the
foundation for perhaps the most popular model of leadership behav-
iour, known as the Blake and Mouton managerial grid, and also referred
to as the leadership grid (Daft 1999; Northouse 2010). Using the two-
dimensional axes of concern for people and concern for tasks or results,
leaders are grouped into five leadership styles: authority compliance
(9, 1), country club management (1, 9), impoverished management
(1, 1), middle of the road management (5, 5) and team management

(9, 9). These different styles are described below:

o Authority Compliance (9, 1): This leader has a high concern for pro-
duction and low concern for people. The emphasis is on getting work
done at the expense of building good working relationships.

e Country Club Management (1, 9): This leader has a high concern
for people and low concern for production. There is a good working
environment but getting the task done is always secondary.

o Impoverished Management (1, 1): This leader has a low concern for
people and production. There is a hands-off attitude and minimal
effort on building relationships or getting the tasks completed.
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e Middle of the Road Management (5, 5): This leader has a mid-
dle concern for production and people. There is a moderate effort
to accomplish the tasks by creating a good working environment.
However, the result is not optimum. It is more like a Jack of all
Trades and master of none approach!

e Team Management (9, 9): This leader has a high concern for peo-
ple and production. There is a very good working environment and
relationship between the leaders and the employees but the focus still
remains on achieving the organisational goals. It could be termed the
Jack of all Trades and master of all approach!

Blake and Mouton (1985) argued that the most effective leader is the
team manager who shows high concern for both tasks and people.
However, the empirical basis for the grid has been criticised by vari-
ous researchers (Gill 2011; Northouse 2010; Yukl 1999). As stated by
Yukl (1999, p. 34), ‘Studies on the implications of the two behaviours
for leadership have not yielded consistent results. Survey studies using
behaviour description questionnaires failed to provide much support for
the idea that effective leaders have high scores on both dimensions’. In
some situations, it may be necessary to adopt a more people-oriented
perspective, while in other situations a task-oriented approach may be
more effective.

Generally, studies into behavioural theory have failed to consider the
situational contingencies associated with leadership. As with the trait
research, the behavioural theory is limited on the basis of theory build-
ing and orientation (House and Aditya 1997; Yukl 1999). The task and
relationship-based categories proposed in earlier studies do not include
all types of leadership behaviour. Important behaviours that are relevant
to understanding leadership (such as envisioning, leading by example,
management of meaning and values) are absent (Gill 2011; Yukl 1999).

In conclusion, the behavioural theory has marked a major shift of
focus in leadership research. However, as with the trait approach, it is
plagued by inconsistencies in research results, and researchers have not
been able to prove exactly how leadership styles are associated with
performance outcomes (Gill 2011; Northouse 2010; Yukl 1999). The

knowledge of the impact of situation and context in leadership, together
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with the inability of researchers to identify universal behaviours asso-
ciated with effective leadership, led to the evolution of contingency
theory.

Case Study 2.2

Leadership Style

Michael O’Leary is the CEO of Ryanair. He built a multibillion pound
business and has shaped the airline industry. Budget airlines were not
popular until O’Leary took the helm of affairs in 1994 from Tony Ryan
who he served as an accountant.

The early Ryanair was not profitable and was run with the ideologies
of the typical traditional airline. However, based on the Southwest air-
line model, he was able to create a new chapter for Ryanair. There was
no longer business class. They stopped serving free meals and employ-
ees were made to work harder. Even the planes worked more by being
used for more flights per day. This low-cost model was new in Europe. In
order to reduce their cost, Ryanair uses small and isolated airports. They
have been able to develop secondary airports that have not had signifi-
cant traffic in the past. As a result, they are even able to rename those air-
ports since they are almost the sole users. A good example is the Glasgow
Prestwick Airport which used to be known as Prestwick Airport.

Ryanair has been profitable by ensuring that their planes are used
to full capacity. They aggressively target customers by offering a price
nobody in the industry can match. However, this has come at a cost.
According to BBC (2013), employees are not even given pens for free,
and O’Leary encourages his staff to go to hotels to get pens. Allegedly,
his meetings with senior management are a war zone, and employees
have even been reduced to tears. O'Leary denies this in his interview
with the BBC (2013) but agrees that there is no ‘hand-holding’ in his
meetings. Despite the aggression and tears, managers still work for him
and many believe they have developed better under his leadership.

In ensuring that Ryanair keeps up with its low-cost and low-fare
model, Michael O’Leary does not use advertising agencies. He is very
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media frenzy and uses any opportunity to get publicity. He seeks con-
troversy as a form of advertising. For him, all publicity is good public-
ity. Even detrimental court cases are considered good news by O’Leary.
BBC News (2009) quotes that O’Leary has said that he wants to charge
a higher fare for fat people. He is also quoted to have said he intends to
charge for the use of toilets in the plane. However, it is arguable that he
uses all these comments to generate free publicity.

Unlike other airlines, Michael O’Leary does not believe that friendli-
ness to the customer is important. His vision is to achieve the lowest
fare possible no matter the cost, and so it is not surprising that cus-
tomers repeatedly complain about the service rendered. Despite all the
controversy and complaints, Ryanair is doing very well and is worth
14 billion euros (Independent 2015). Customers are able to fly at very
cheap rates compared to some years ago. Family ties are now stronger,
and secluded cities are now more popular thanks to Ryanair and of
course Michael O’Leary.

Questions

e What is the leadership style of Michael O’Leary?
* What could be the consequence of taking his style too far?

Contingency Theory

Due to weaknesses in past research findings concerning leader behav-
iours and effectiveness, scholars moved towards a contingency theory in
an effort to redress the shortcomings of the behavioural theory (Cogliser
and Brigham 2004). The contingency theory proposes that there is no
optimum style of leadership. Effective leaders will use different styles
based on the contingencies of the situation; hence, a style of leadership
which was ideal in the past might not be of great use in the present.
This model to leadership has appealed to many researchers, the most
prominent of whom is Fiedler, who proposed the contingency theory
in the late 1960s (Gill 2011). Fiedler’s (1978) theory suggests that lead-

ership effectiveness depends on how well the personality of the leader
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fits the situation or context. Fiedler proposed the least preferred co-
worker (LPC) scale, with which the personality of the leader could be
measured as being relationship-motivated or task-motivated. Fiedler
(1978) suggested that situational favourableness can be characterised
by leader—member relations, task structure and position power. A sit-
uation is highly favourable when there is a good relationship between
the leader and the group, a clear-cut structure, and when the leader has
strong position power. On the other hand, a situation is least favourable
when there are poor leader—-member relations, unstructured tasks and
weak leader position power (Fiedler 1997; Gill 2011; Northouse 2010).
Based on their findings, it is said that people who are task-motivated
(i.e. low LPC score) will be suited for highly favourable and unfavour-
able conditions, while those that are relationship-motivated (i.e. high
LPC score) will be more effective in moderately favourable situations
(Fiedler 1978, 1997). The contingency theory proposed by Fiedler does
not require that leaders be effective in every situation; instead, only
those who are ideal for that situation should be allowed to lead, and a
leader with the wrong attributes could cause an operation to fail.

The contingency theory-based research carried out by Fiedler has
also been criticised for inconsistent results (Gill 2011; Northouse
2010; Wright 1996; Yukl 2010). It is difficult to validate the findings
of the Fiedler model (Yukl 2010), as they are built on the measure-
ment of leadership style using the LPC scale, which itself has not been
validated. Although Fiedler’s model has broadened scholars’ knowl-
edge and understanding of leadership by bringing situation into per-
spective, it fails to explain why people with certain leadership styles
are more effective in particular contexts than others (Northouse
2010). Fiedler’s approach concerned task-oriented and relationship-
oriented leaders while later research has shown that most leaders have
a balance of both behaviours. As stated by Yukl (2010, p. 168), “The
model (and most of the research) neglects medium LPC leaders, who
probably outnumber the high and low LPC leaders. Research suggests
that medium LPC leaders are more effective than high or low LPC
leaders in a majority of situations (five of the eight octants), presum-
ably because they balance concern for the tasks and concern for rela-
tionships more successfully’.
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In conclusion, the contingency theory has highlighted that situation
needs to be considered when assessing leadership behaviour. In a world
plagued with change, the idea that leaders in organisations must be able
to adapt their behaviour to meet different situations is important. Despite
their contribution, early contingency theories possessed many concep-
tual weaknesses that made these theories difficult to validate and use (Yukl
2011). The ambiguity of findings in relation to the early contingency theo-
ries led to a wane in scholarly interest (House and Aditya 1997; Yukl 2011).
Scholars turned their attention to other approaches, and these approaches
are the emerging paradigms which will be discussed in the next chapter.

Summary

This chapter examined and evaluated the different early approaches
and theories of leadership. The Great Man theory focuses on heroic
individuals, implying that only a selected few can achieve greatness.
The trait theory conceptualises leadership on the universality of some
given attributes. The skill theory focuses on the abilities of a leader.
Behavioural theory views leaders based on their actions and behaviour,
while the contingency theory concerns the context of leadership. The
shortcomings and limitations of these different theories, which have led
to newer approaches to leadership, were also examined.

Note

1. A theory is a “...statement of concepts and their interrelationships that shows
how and/or why a phenomenon occurs” (Corley and Gioia 2011, p. 12).
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Introduction

After the contingency theory of leadership, theorists began to develop
alternative approaches to understanding leadership. There was a
renewed interest in the trait perspective (House and Aditya 1997;
Wright 1996) and other alternative behavioural approaches (Wright
1996); hence, the theory of leadership after the mid-1970 was frag-
mented. The new approaches to leadership will be discussed in this
chapter. These new approaches to leadership are implicit leadership
theories, leader—member exchange, servant, charismatic, transactional,
transformational, distributed, authentic and entrepreneurial leadership.

Implicit Leadership Theories

Just as leaders make attributions about their follower’s ability and
competence, followers in turn make attributions about the expected
behaviour and traits of their leaders (Yukl 2010). The implicit leader-
ship theories represent a shift to an attributional perspective on leader-
ship. Leadership is viewed subjectively from the lens of the followers.
It involves leadership as a permanent entrenched part of the socially
constructed reality by individuals; it is, therefore, a romanticised con-
ception of leadership by those who are led (Meindl etal. 1985). The
conceptualisation of implicit leadership theory is based on the work of
Calder (1977) (see Lord et al. 1982; Lord et al. 1984; Lord and Maher
1993; Phillips and Lord 1981), who proposed an attribution theory
of leadership, in which followers use information based on a leader’s
actions and performance to reach conclusions about the competence of
their leader. The implicit leadership theories represent a shift in focus,
from the traits and behaviour of leaders, towards addressing how indi-
viduals perceive their leaders and the cognitive processes of the evalua-
tion of their leaders. Lord and Maher (1991, p. 11) refer to leadership
‘... as a process of being perceived by others as a leader’. Hence, they
put forward the notion that no matter what traits or behaviours are pre-
sent in an individual, if the subordinates do not perceive a person to
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be a leader, then the individual is not a leader. Lord and Maher (1993)
argue that the perception of leadership by the followers is dependent on
the traits and behaviour identified by them as well as the outcomes pro-
duced by their leaders. For example, an individual who is courageous,
intelligent and assertive could be regarded as a good leader, based on the
followers” innate perception of these traits as being important for leader-
ship. In addition, positive performance outcomes by the leader will also
foster followers’ perception that leaders possess such traits.

However, implicit leadership theories also have limitations that need
to be considered, one of which is the validity of the method. The cred-
ibility of implicit leadership theories is affected by biased ratings in
leadership behaviour questionnaires (Yukl 2010). Researchers such as
Bryman (1987) have expressed concern about the validity and meaning
of the questionnaire measures. As stated by Yukl (2010, p. 249), “When
relevant and irrelevant aspects of behaviour are confounded in the same
questionnaire, it is difficult to interpret the results from research that
uses it’.

In conclusion, implicit leadership theories represent a major shift
from actual leadership behaviour to perceived leadership behav-
iour. They acknowledge the importance of the social construction of
leadership by the followers. However, irrational observers will hold
biased perceptions of leadership performance.

Leader-Member Exchange Theory

Most of the early theories on leadership focused on leader’s behaviours
and traits, or on the follower and the context in which leadership is
enacted. The leader—-member exchange theory takes a psychodynamic
approach by conceptualising leadership based on the relationship and
interaction between leaders and followers. The approach was pro-
posed by Graen and his colleagues (Dansereau et al. 1975; Graen and
Cashman 1975), and was originally referred to as the vertical dyad
linkage theory (VDL). The basic premise of this theory is that leaders
develop different types of relationships with individual group members
which are known as dyads. Graen and Cashman (1975) proposed that
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subordinates are members of either an in-group or an out-group. The
in-group members develop a close relationship with the leader based on
trust, respect, negotiation and mutual influence (Dansereau et al. 1975;
Graen and Uhl-Bien 1995; Liden and Maslyn 1998). The out-group
members do not possess a close relationship with the leader; rather,
the relationship is transactional, bound to employment contracts, and
characterised by low trust, respect and obligation (Graen and Uhl-Bien
1995). Therefore, subordinates make their way into in-groups by doing
extra work for their managers, while the out-group members do little
more than that which is specified for their jobs (or to use a colloquial
phrase, ‘the bare minimum’).

Research findings on leader—-member exchange and its impact on an
organisation have also been plagued by inconsistencies and contradic-
tory results. As stated by House and Aditya (1997, p. 433), ‘However,
closer scrutiny indicates that empirical findings relating LMX (leader-
member exchange) to dependent variables are mixed and less supportive
of the theory than Graen and Uhl-Bien imply’. Controversy still sur-
rounds the authenticity and efficacy of the leader-member exchange
theory (see Gill 2011; House and Aditya 1997; Northouse 2010;
Wright 1996; Yukl 2010). A prominent issue in this respect is the valid-
ity of the leader—member exchange scale that is used to measure the
relationship between leaders and followers. The issue of discrimination
and equality has also been a bone of contention. Works by Scandura
(1999) and Sias and Jablin (1995) show that differentiating subordi-
nates into in-groups and out-groups could be detrimental to the effec-
tiveness of the organisation and may lead to conflict.

Case Study 3.1

Leader—-Member Exchange

George Brown is the Chief Operating Officer (COO) of Rivler
Enterprises. Rivler is a manufacturing company that specialises in the
production of metal components used in automobiles. He has been in
this position for five years. However, prior to his elevation as the COO,



3 Emerging Paradigms 37

he served as the production supervisor for five years and later as the pro-
duction manager for another eight years.

Most of the employees are happy to work in Rivler. They attest that the
atmosphere is positive and the leadership of George has been instrumen-
tal to their success. Nevertheless, George does not delegate responsibilities
to everybody in the organisation. In his 18 year period in the company,
he has grown to trust three employees, Laura, Charles and Victory. These
three employees have always delivered effectively and on time. Most of the
customers they presently have were recruited by Laura and Victory, while
Charles is the brain behind the innovative designs they churn out yearly.

However, some of the employees feel left out in the organisation.
Although they are generally satisfied, they believe that their input is not
recognised. An employee whose name is John wants additional respon-
sibilities. He feels that George does not trust him even though he has
worked in the company for seven years.

At present, Rivler is doing well but the future outlook might change
if staff such as John persists with such concern.

Questions

e Using the leader—-member exchange theory can you assess George’s
leadership examining the in-groups and out-groups?

* Do you think his approach to delegation will remain effective in
Rivler in times ahead and why?

* 'This is a fictional case. Names, characters, places and incidents either are
) . . . ..

products of the author’s imagination or are used fictitiously. Any resemblance

to actual persons, living or dead, or actual events is purely coincidental.

Servant Leadership Theory

Servant leadership theory represents a radical shift from the percep-
tion of a leader as an all-knowing individual to that of a selfless servant.
There is an increasing concern in management research that in order
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to succeed as an organisation, people need to be empowered, and the
long-term welfare of the followers must come first (Smith et al. 2004;
Yukl 2010). This is the basis of servant leadership. Servant leadership
itself is a paradoxical concept because people view servants and leaders
as entirely different people, and it can be difficult to conceptualise an
individual as being both at the same time.

The root of this type of leadership is grounded in the works of
Greenleaf (1977). According to Greenleaf (1998, p. 19),

The servant-leader is servant first... It begins with the natural feeling that
one wants to serve, to serve first. Then conscious choices bring one to
aspire to lead. That person is sharply different from one who is leader
first, perhaps because of the need to assuage an unusual power or to
acquire material possessions.

According to Greenleaf, servant leaders put their service before self-
interest, earn trust by being trustworthy, help others to discover them-
selves and listen actively to the problems of the group rather than
impose their will on others (Daft 1999). The focus of this type of lead-
ership is similar to stewardship and has been used synonymously with
spiritual leadership (Sendjaya and Sarros 2002). However, unlike stew-
ardship (which involves empowerment of employees), servant leader-
ship goes further and calls for the highest level of selflessness (Lussier
and Achua 2001). There has been increased interest in the acceptance
of the servant leadership theory proposed by Greenleaf (e.g. Russell and
Stone 2002; Sendjaya and Sarros 2002; Smith et al. 2004; Spears 1998).

Spears (1998) identified ten characteristics of a servant leader:

Listening
Empathy

Healing
Awareness
Persuasion
Conceptualisation
Foresight
Stewardship
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e Commitment to the growth of people
e Community building

Russell and Stone (2002, p. 147) go further and identify 20 attributes
that are important in servant leadership. These are categorised into
functional attributes (which are identifiable characteristics necessary
to enact leadership responsibilities, e.g. vision, honesty, integrity, trust,
service, modelling, pioneering, appreciation of others and empower-
ment) and accompanying attributes (which supplement the functional
attributes, e.g. communication, credibility, competence, stewardship,
visibility, influence, persuasion, listening, encouragement, teaching and
delegation).

Many researchers have argued that servant leadership is essential for
organisational success. Smith et al. (2004) contrasted transformational
and servant leadership, and proposed that servant leadership is more
effective than transformational leadership in stable environments such
as non-profit, voluntary and religious organisations. They also argued
that the efficacy of servant leadership is based on the life cycle stage of
the organisation. At the maturity stage, when concern for employees
and personal growth is paramount, servant leadership is the most effec-
tive form of leadership. A lack of servant leadership will create a dys-
functional, unproductive job environment (Bausch 1998). Sendjaya and
Sarros (2002) examined the philosophical foundation of servant leader-
ship and suggested that servant leaders take on both the role and nature
of a servant. They rebutted the claim by other researchers that servant
leadership is not ideal in organisations, by stating that it exists and will
continue to do so.

Although this type of leadership has been recognised in literature,
there is insufficient empirical evidence available which can justify its
validity. Yukl (2010) argues that most evidence about the impact of
servant leadership consists of anecdotal accounts and case studies of his-
torical leaders. Most accounts are descriptive and have not been tested
by qualitative or quantitative research methodologies (Northouse 2010).
As a result, researchers have developed different constructs to define
servant leadership (e.g. Barbuto and Wheeler 2006; Laub et al. 1999;
Liden et al. 2008; and Page and Wong 2000). The numerous constructs
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developed are proof that researchers conceptualise and measure serv-
ant leadership differently, which only increases the need for a uniform
approach to measuring the phenomenon.

The efficacy of servant leadership in all settings has aroused contro-
versy among researchers. Gill (2011) argues that servant leadership the-
ories ignore the many demands that an organisation presents, especially
in business where stakeholders’ welfare and satisfaction comes before the
interests of the employees. Servant leadership also fails to explain clearly
how such a leader will cope when drastic measures such as downsizing
have to be carried out to improve organisational performance (Yukl
2010). With organisations needing to cope with change and increasing
turbulence, servant leadership may not be suitable in a dynamic con-
text, although Russell and Stone (2002, p. 154) state that, ‘Servant lead-
ership is a concept that potentially change organisations and societies
because it stimulates both personal and organisational metamorphosis’.
Research has shown that servant leadership may only be suitable in sta-
ble environments such as religious institutions and may not be effec-
tive in more dynamic contexts (e.g. Smith etal. 2004); hence, future
research is required to clarify how servant leadership could influence fol-
lowers and the ideal situation that guarantees its efhicacy.

Case Study 3.2

Servant Leadership

Charles Harry is the Chief Executive Officer (CEO) of an information
technology (IT) service company. His company specialises in providing
IT services to higher education institutions. The company has grown
vastly in the last 20 years. The company started as a one-man busi-
ness with an entrepreneurial structure but has greatly expanded and is
located in different countries in the world.

However, during the recession in 2008, the profit of the company
started to dwindle. It was clear that they had to refocus and like many
others downsize. Rumours were being circulated around the company
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that five out of 10 employees would lose their jobs. The staft were
already coming up with contingency plans and some had started search-
ing aggressively for other jobs. Surprisingly, contrary to the rumours,
Charles assured all the staff that no job would be lost. He understood
that there were tough times ahead but he believed that by sticking
together, they could go beyond it. He was willing to share their pains
and this he did by reducing his salary so that he could afford to pay
others.

Before he embarked on his cost-cutting venture especially with
expenses in the organisation, he established a group and empowered
them to come up with the best decisions to move the company forward.
This was instrumental and made his employees trust him. His company
was able to survive the storm in 2008, and in 2017, it has become a
larger and more sought-after brand.

Questions

* What makes Charles Harry a servant leader?

* Based on the characteristics proposed by Spears (1998) and Russell
and Stone (2002) for servant leadership, what are the attributes that
Charles Harry possesses?

* What are the benefits of his approach to leadership?

o Are there negative consequences of focusing on the welfare of his
employees rather than the company’s performance?

* 'This is a fictional case. Names, characters, places and incidents either are
) . . . ..

products of the author’s imagination or are used fictitiously. Any resemblance

to actual persons, living or dead, or actual events is purely coincidental.

Charismatic Leadership Theory

After many years of comparative neglect, there has been a resurgence
of interest in both traits and behavioural aspects of leadership in the
form of charismatic leadership. The word ‘charisma’ is a Greek word
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that means a gift of God’s grace or divine power (Conger 2011, p. 87).
The current theories of charismatic leadership were strongly influenced
by Max Weber. According to Weber (1947), charisma occurs when
a leader emerges with a radical vision that offers solution to a crisis
or problem and, as a result, enables followers to believe in the vision
(Yukl 2010). Following the work of Weber, several theorists proposed
versions of theories concerning charismatic leadership in organisations
(e.g. Conger and Kanungo 1987, 1998; House 1977). For Conger and
Kanungo (1987, 1998), charisma is an attribute based on the follower’s
perception of their leader’s behaviour. The leader’s qualities of dyna-
mism, strategic insight, vision and the ability to motivate are important
traits that appear as extraordinary to subordinates, who in turn show
a natural inclination towards them (Wright 1996). Charismatic leaders
empower their subordinates by providing opportunities to accomplish
difficult tasks. For Conger and Kanungo (1998), charismatic leaders are
not autocratic but inspire with emotional appeal. They identify oppor-
tunities that others have failed to recognise and exploit, and thus endear
their followers to them. House (1977), a proponent of charismatic
leadership in organisations, outlined the leadership behaviours, traits
and situational variables associated with charismatic leadership. He
suggested that charismatic leaders are self-confident and have a strong
conviction in their own abilities and beliefs. These leaders also have the
ability to dominate and influence others. House (1977) theorised that
charismatic leaders communicate high expectations for their followers as
well as confidence in their subordinates” abilities to meet them. In con-
cert with Weber, House contends that charismatic leadership is seen in
settings marked by distress where subordinates feel the need for some-
one to come to their aid. As with many leadership theories, House’s
(1977) theory had its shortcomings. Important components of charis-
matic leadership such as self-sacrifice and unconventional behaviour
were omitted, with leadership being viewed more as a dyadic process
than as a collective one (Conger 2011). This led to a revision of House’s
theory by Shamir et al. (1993), who proposed that through charismatic
leadership, followers™ self-concepts could be transformed by the use of
intrinsic rewards. Followers should view their work as an expression of
themselves and identify collectively with the organisation. For Shamir
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etal. (1993), charismatic leadership relates to personal and social identi-
fication with the leader and internalisation of the leader’s values.
Charismatic leadership theory makes an important contribution to
the study of leadership by emphasising the importance of the influence
of leaders on their followers. However, charismatic leadership theory
has been heavily criticised (House and Aditya 1997; Wright 1996; Yukl
2010). It is built on the emergence of leadership under crisis, but busi-
nesses are not always facing a crisis. The concept of charismatic leader-
ship stemmed from the observation of symbolic figures and great leaders
such as Winston Churchill, Martin Luther King and a host of other
leaders; however, research on charismatic leadership has failed to distin-
guish between positive and negative charisma. Can Adolf Hitler be said
to be a charismatic leader? As with early trait theories, charisma is an ‘all
or nothing matter’ (Wright 1996, p. 212)—one either has it or does not.

Case Study 3.3
Charismatic Leadership

John was faced with a big issue. His father’s chain of restaurants was no
longer profitable. This was his father’s legacy and he had promised him
on his death bed that he would not sell the company. However, for the
last five years, the restaurants have not produced profit. John has had to
use his personal funds to pay his employees. Most of his employees had
worked for his father and were more like family. The change was indeed
vital if the company was to progress beyond the year.

John had a college class mate; Chris who he worked with after gradu-
ation in an audit firm. In college, Chris was very charismatic and loved
by all his classmates. He was the president of the students’ body and was
a popular figure in college. This did not change even when they worked
together after college. Their line manager was always impressed with
the way Chris handled situations and was very meticulous in his deal-
ings. Nevertheless, Chris left the firm many years before John joined his
father in his business. He owned several businesses which though small
were striving.
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John believed that Chris may be able to provide the solution to the
problem he was facing. He contacted Chris and offered him the posi-
tion of the Chief Operating Officer of the company with a lucrative
package. Chris took up the position and went to work immediately.

Chris’s arrival into the company sparked a lot of conversation and
rumours among the employees. His leadership style was unique. They
were used to a paternal approach adopted by John’s father and later John.
Their welfare has always been the focus. His first meeting with all the staff
was very inspirational. He told them that the performance was going to
improve within the next six months. The employees were sceptical about
this because of the bad trend in performance in recent times. Nevertheless,
they were prepared to work hard and meet the targets set out.

Chris was always the first to get to work and the last to leave.
Employees had noticed this and their work attitude had changed. The
work place had become so lively, and his personality and drive had
affected all the employees. Nevertheless, the work place was still chal-
lenging, and Chris was the first to push the employees to meet the set
objectives. Six months after, John did not know what Chris actually did.
The performance of the company had improved dramatically. It was
clear that the company has been transformed and the employees were
more motivated and aligned with the goals of the organisation.

Questions

e Based on the charismatic leadership theory proposed by Weber
(1947), will you classify Chris as a charismatic leader?

e What are the qualities of Chris that were important in restoring via-
bility to the company?

e What are the negative consequences of the charismatic approach

adopted by Chris?

* This is a fictional case. Names, characters, places and incidents either
are products of the author’s imagination or are used fictitiously. Any
resemblance to actual persons, living or dead, or actual events is purely
coincidental.
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Transactional Leadership Theory

Transactional leadership is deeply rooted in the notion of the path goal
theory, which is based on contingent rewards. The transactional theory
was introduced by Burns (1978) and has been influential ever since
(Gavan O’ Shea et al. 2009).

A transactional leader motivates followers through exchanges that appeal
to their self-interests. According to Bass (1985), transactional leadership
involves contingent rewards and management-by-exception. Contingent
rewards involve the use of incentives to motivate subordinates. Followers
are made aware of the standard of performance expected and the rewards
that they can obtain once they meet the necessary standards. Management-
by-exception, a concept which was later modified in subsequent research by
Bass and Avolio (1990), can either be active or passive. In the active form,
the leader seeks out mistakes while watching the followers and enforces rules
or takes coercive action to deter followers from making subsequent mistakes
(Northouse 2010; Yukl 2010). With the passive form, the leader only inter-
venes after errors have occurred (hence, taking a passive approach).

A major source of controversy surrounding transactional leadership the-
ory is based on the use of contingent rewards to influence subordinates. As
stated by Gill (2011, p. 83) “... while this can result in short term achieve-
ment, it runs the risk of stifling human development, with the consequent
loss of competitive advantage’. It should be noted, however, that subsequent
research by scholars has shown that contingent rewards are valuable in
enhancing job attitude and organisational effectiveness (Bass 1985; Gavan
O’Shea etal. 2009). But although transactional leadership has been par-
ticularly effective in business settings (Judge and Piccolo 2004), there still
remains an argument about its usefulness in diverse entrepreneurial settings.

Case Study 3.4
Transactional Leadership

Laura Abraham was recruited by a fast food company to manage their
branch in New Otrleans. Prior to her employment, labour productivity
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was low. There was no fixed process available. The waiting time for cus-
tomers was high. They had developed the reputation of a place you go
to when you have nothing urgent to do. When customers were served,
it was the role of one employee to ensure that all the needs of the cus-
tomer were met.

Laura believed that the structure in place was the root cause of the
problem. Similar to the reasoning of Taylor, the father of scientific man-
agement, she believed that there has to be precise procedures developed
to increase efficiency. She came up with specific plans to break the tasks,
and labour was divided among the employees. It was no longer one
employee doing all, but others contributed to the production process
for the same customer.

She created an incentive system that paid each employee £50 com-
mission for exceeding the target by 50% at the end of the month. In the
same vein, she was regarded as the iron lady because she also ensured
that those who do not meet the target in the first month were queried.
If the same person fails to improve after three months, the individual
was at the risk of losing his or her job. This did not sit well with the
employees because they were not used to such high-performance culture.
Regardless, they all worked hard to ensure that they met her expectation.

Productivity at the company shot up overnight, and it is arguable
that it is the leadership approach adopted by Laura that made this
possible.

Questions

e What type of leadership approach did Laura adopt in running the
fast food establishment?

® According to Bass (1985), transactional leadership involves contin-
gent rewards and management-by-exception. Were those two features
prominent in her leadership approach? If so explain?

e What are the advantages of the leadership approach adopted by
Laura?

e What are the disadvantages of the leadership approach adopted by

Laura?
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* This is a fictional case. Names, characters, places and incidents either
are products of the author’s imagination or are used fictitiously. Any
resemblance to actual persons, living or dead, or actual events is purely
coincidental.

Transformational Leadership Theory

During the 1970s and 1980s, when the environment confront-
ing many organisations became more turbulent, researchers became
more interested in how leadership could effect change. This focus led
to the development of what has become known as transformational
leadership. For the past 30 years, transformational leadership has
been the most debated and studied aspect in the domain of leader-
ship (Diaz-Saenz 2011). The phrase ‘transformational leadership’ was
first coined by Dowton in 1973 (Diaz-Saenz 2011; Northouse 2010),
but as with transactional leadership, it was Burns (1978) who brought
it to wide prominence in his book, Leadership. At the same time, dur-
ing when Burns proposed the theory of transformational leadership,
House (1977) published his theory on charismatic leadership. These
approaches to leadership are often considered to be synonymous
(Northouse 2010).

For Burns (1978) and Bass (1985), transformational leadership
involves stimulating followers to go beyond their self-interests in order
to achieve organisational goals or objectives. Using a multifactor lead-
ership questionnaire (MLQ), Bass (1985) developed a model for trans-
formational leadership consisting of behaviours, namely, idealised
influence, inspirational motivation, intellectual stimulation and individ-
ualised consideration.

e Idealised influence: Leaders are viewed as role models by their fol-
lowers. They are respected and admired. Followers emulate and trust
them. They are perceived by their followers as pedestals of exemplary
behaviour.

e Inspirational motivation: Leaders behave in a way that inspire and
motivate their followers. They convey their expectations to their
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followers clearly and challenge them to meet the set organisational
goals.

e Intellectual stimulation: Leaders stimulate their followers to be crea-
tive and innovative. They ensure that their followers do not take eve-
rything at face value. They encourage them to question assumptions
and challenge the status quo. New ideas and creativity are rewarded,
and failure due to new approaches is not punished.

¢ Individualised consideration: Leaders treat their followers differently
and do not assume that they have the same needs. There is a specific
focus on each follower’s growth. By identifying the individual’s needs,
the leader takes up the role of a mentor and can identify learning
opportunities to foster personal growth.

In addition to the model of transformational leadership proposed by
Bass (1985) and Bass and Avolio (1994) (with modifications by other
researchers), several other scholars have tried to redefine transforma-
tional leadership by incorporating vision which has led to the con-
cept of visionary leadership (e.g. Bennis and Nanus 1985; Kouzes and
Posner 1987, 2002).

Empirical research has shown that transformational leadership behav-
iours have a favourable effect on followers’ performance and satisfaction
(Dionne et al. 2004). Nevertheless, as with extant theories of leadership,
conceptual weaknesses and limitations have been observed by research-
ers (e.g. Diaz-Saenz 2011; Gill 2011; Northouse 2010; Wright 1996;
Yukl 2010). Though the validity of the MLQ in assessing transforma-
tional leadership has been confirmed by many researchers (e.g. Judge
and Piccolo 2004; Lowe et al. 1996; Yammarino et al. 1993), Carless
(1998) proposed that it assesses only a single construct and is not valu-
able in measuring distinct transformational leadership behaviours. This
stance was supported by Podsakoff et al. (1990), and as a result, these
researchers developed their own scale for measuring transformational
leadership.

Furthermore, transformational leadership theory tends to give much
credit to the leader, at the expense of other factors (Diaz-Saenz 2011).
Transformational leadership has been seen as a ‘better’ approach than
transactional leadership, resulting in the latter being viewed more
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negatively (Dionne etal. 2004). However, studies have shown that
transactional leadership may be a more effective style in stable and pre-
dictable environments (Lowe et al. 1996). In business and entrepreneur-
ial settings, the role of contingent rewards in motivating staff members
may be appropriate.

In conclusion, transformational leadership provides leaders with a
broader view of the behaviours necessary for effectiveness. However, a
more rigorous research is required to determine how these behaviours
may improve subordinates” responses and organisational effectiveness.

Case Study 3.5
Transformational Leadership

Steve Jobs was the co-founder, Chairman and Chief Executive Officer
(CEO) of Apple before his death. Apart from Apple, he was an impor-
tant stakeholder in Pixar, Walt Disney and NeXT. He is widely regarded
as the pioneer of the smartphone industry.

Apple was co-founded with Steve Wozniak in 1976. Apple 1 was the
first of many computers to follow. The success of their inventions ena-
bled them break into Silicon Valley, and Jobs had become very success-
ful and wealthy at a very young age. Steve Jobs was able to persuade
John Scully away from Pepsi Cola to assume the position of Apple
CEO. His persuasive words to John have since become popular. ‘Do
you want to spend the rest of your life selling sugared water, or do you
want a chance to change the world?” It is believed that it was those
words that made John leave Pepsi Cola to Apple despite the illustrious
position he occupied in Pepsi Cola.

However, by 1985, the working relationship between Scully and Jobs
had deteriorated significantly. Scully did not like the decisions made by
Jobs and felt it was detrimental to the company. As a result, Wozniak
left Apple and sold out his stock. Scully proposed a restructure of Apple
and the removal of Jobs from the Mackintosh group but putting him
in charge of product development. This move did not go well with
Jobs, and instead, he plotted the removal of Scully. The plot was later
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unravelled, and this led to his resignation from the company he co-
founded on 17 September 1985.

Jobs was not deterred but started a new venture NeXT. This led to other
ventures such as Pixar. In 1996, Jobs was back to Apple through the pur-
chase of NeXT and assumed the role of CEO in 1997. Under Jobs guid-
ance, Apple increased sales significantly with the introduction of products
such as iMac, iPod portable music player, iTunes digital music software,
iPad and a host of others. The most significant achievement of Apple can
be said to be its entry into the cellular phone business with the introduc-
tion of the iPhone. This has since revolutionised mobile phone technology,
and they arguably have the biggest share in the smartphone market.

Steve Jobs is perceived as a large-scale visionary and inventor (Issacson
2011). He is known for his meticulous and perfectionist stance. He
invented the iPod in 2001 because he perceived that the existing music
players were not good enough. IPhone came into existence because accord-
ing to Issacson (2011) ‘he noticed something odd about the cell phones on
the market. They all stank, just like portable music players used to’.

Many have argued that Steve Jobs is more of a tweaker than an inno-
vator (Gladwell 2011). Though he was able to transform the com-
puter industry and was regarded as the number one CEO in America
(Forbes 2012), he was more into tweaking than inventing. As stated by
Gladwell (2011, p. 1) “The visionary starts with a clean sheet of paper,
and re-imagines the world. The tweaker inherits things as they are, and
has to push and pull them toward some nearly perfect solution. That is
not a lesser task’. He was very skilled in changing other people’s ideas,
and this led to controversies with Xerox, where he is said to have copied
the major characteristic features of the Macintosh.

Nevertheless, Steve Jobs will always be remembered as the one whose
products are at the fore front of information technology. His attention
to detail, innovation and stylish trends will never be forgotten.

Questions

e What makes Steve Jobs a transformational leader?
¢ How important did Jobs vision for Apple play as a transformational leader?
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Distributed Leadership Theory

Another way of conceptualising leadership that has emerged in recent
years is that of distributed leadership. The term ‘distributed leadership’
has been used interchangeably with terms such as shared leadership,
team leadership, participative leadership and democratic leadership
by some researchers. It is a type of leadership that involves interaction
between people and their situation (Spillane 2005). Leadership is dis-
persed among all members and is not merely a function of a single lead-
er’s action (Gronn 2002; Spillane 2005). Distributed leadership does
not involve a single individual, but is a collective effort of the group.
The traditional approach to understanding leadership examined it as a
vertical process, whereby the individual’s skills, traits or behaviour in
different situations are important for effective leadership; hence, there
has been much research on ways of improving the skills and behaviours,
or on influencing the context. The proponents of distributed leadership
argue that it is impossible for an individual to have all the skills and
knowledge necessary for effective leadership (e.g. Gronn 2002; Harris
2004; Spillane et al. 2001). Followers, and the ways in which the leaders
interact with them in different situations, must also be considered.

The construct of distributed leadership varies among different
researchers. Some researchers view distributed leadership as an emergent
property of a group or network of individuals (Gronn 2002), while oth-
ers view it as either a democratic or autocratic process (Spillane 2005).
The common theme among researchers is that distributed leadership
does involve responsibilities being shared across a team, either formally
or informally. Several authors have considered the impact of distributed
leadership in organisational effectiveness (e.g. Ensley et al. 2006; Mehra
etal. 2006; Pearce and Sims 2002) and have found a positive influ-
ence. In the field of entrepreneurship, distributed leadership has also
been shown to be effective (e.g. Cope et al. 2011; Jones and Crompton
2009). Jones and Crompton (2009) provided empirical evidence to sup-
port a more distributed leadership approach by entrepreneurs. Cope
etal. (2011) have gone further by exploring distributed leadership in a
small business context, stressing the difficulty of its implementation.
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In conclusion, researchers have shown that the orientation of small
businesses makes the implementation of distributed leadership difficul.
Therefore, it could be suggested that distributed leadership may not be
feasible in every context, especially in small businesses where subordi-
nates may resist empowerment.

Case Study 3.6
Distributed Leadership

Stellion High School is located in Lagos, Nigeria and the principal,
Grace Peters has been in charge for over a decade. The school has been
described by many individuals as a well-run establishment, and the
model adopted is quite unique. In Stellion, the teachers assume most
of the administrative roles. Grace believes that everyone in the school
should have the opportunity to exercise leadership. Leadership is not
restricted to her as the principal. She lets them deal with administra-
tive issues and not only academic matters with students. The culture
in Stellion is very accommodating. John who was just employed six
months ago is already a school leader based on the identification of his
capacity to lead.

However, the process of distributing these leadership roles is still in the
hands of the principal. She identifies the individual that she believes fits
the role required. For example; Sarah before her recruitment as a teacher
had worked in human resource (HR) departments for many organisa-
tions. She decided to quit her role as an HR manager in those fast-paced
establishments so that she could have more time for her young children.
Grace had been struggling with human resources. To solve this problem,
she appointed Sarah as the leader of the HR division and reduced her
teaching work load. She also ensured that the flexibility that Sarah sought
was still available by giving her more of an advisory role.

Furthermore, Grace has always known that there would be difficulty
in successfully managing all the divisions of the school on her own. As
a result, she ensured that she delegated responsibilities in other areas
where she lacked the required expertise. In addition, a level of leader-

ship was also mandatory for all staff. All staff had a level of leadership



3 Emerging Paradigms 53

responsibility they must assume. In their job description as well as
employment contract, a leadership responsibility is incorporated. The
teachers were expected to lead at different levels. For example, the head
of department position was just for two years and was rotated among
every teacher in the department. So at a point, all the staff would
have served as heads of their various departments. When everybody
has served as the head, it is then rotated again. This practice has been
lauded by many teachers as it has been able to build their confidence as
well as their leadership ability.

Finally, the teachers are autonomous and Grace does not interfere in
their roles. She ensures that they take ownership and empowers them.
She trusts her teachers and their leadership capabilities. Her trust in
them has been greatly repaid over the years. Her school has the highest
teacher retention in the area, and the performance of the students over
time has greatly improved. The parents of the students attest to their
children’s development and the quality of school life they receive. They
are always happy to recommend other parents to Stellion.

Questions

e What type of leadership approach did Grace adopt in running
Stellion?

e What are the benefits of this leadership approach?

e Is there a dark side to this approach and if so what are they?

* This is a fictional case. Names, characters, places and incidents either
are products of the authors imagination or are used fictitiously. Any
resemblance to actual persons, living or dead, or actual events is purely
coincidental.

Authentic Leadership Theory

Authentic leadership research, which became widely recognised in
2003, ‘... has since attracted considerable theoretical attention and
continues to figure prominently in practitioners’ treatment of leader-

ship’ (Caza and Jackson 2011, p. 352). The scandals in companies such
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as Enron and in the banking sector have fuelled an increased interest
in a leadership approach, which embodies integrity and increases trust
within organisations. The result is a proposed theory of authentic lead-
ership. In the past decade, this has become a major focus in academic
journals such as Leadership Quarterly, The Journal of Management Studies
and 7he European Management Journal (Ladkin and Taylor 2010).
Authentic leadership research is primarily formative, and the concept
is still being defined (Caza and Jackson 2011; Northouse 2010). The
development of the theory arose from the shortcomings of transfor-
mational leadership with respect to ethics. The ethical basis for trans-
formational leadership has been questioned by many researchers,
since it is recognised that a leader may manipulate followers in order
to attain their goals. For example, Howell and Avolio (1992) pro-
vided empirical evidence which supported the contentious assump-
tion that transformational leaders do not need to be ethical. Although
Bass and Steidlmeier (2004) responded to this criticism by differenti-
ating between authentic and pseudo-transformational leaders, authentic
leadership theory stresses the role of ethics and integrity from the onset
of leadership (Caza and Jackson 2011). There is a growing interest in
authentic leadership by practitioners and researchers alike (e.g. Avolio
and Gardner 2005; Eagly 2005; Gardner and Schermerhorn Jr 2004;
Ilies et al. 2005; Ladkin and Taylor 2010; May et al. 2003; Sparrowe
2005; Walumbwa et al. 2008; Yammarino et al. 2008). While there
is no single acceptable definition of authentic leadership (Northouse
2010), certain elements are shared by researchers as essential attributes
of authentic leaders, namely, self-knowledge, clarity of their values and
enacting their roles based on their values and convictions (Shamir and
Eilam 2005).

Luthans and Avolio (2003, p. 243) defined authentic leadership
as ‘...a process that draws from both positive psychological capaci-
ties and a highly developed organizational context which results in
both greater self-awareness and self-regulated positive behaviours on
the part of leaders and associates, fostering positive self-development’.
This is generally regarded as the starting point of the research into this
domain. However, there have been arguments against the inclusion of
a moral dimension in authentic leadership (Shamir and Eilam 2005).
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The concept of authentic leaders being self-aware of their abilities (pro-
posed by George 2003) and still behaving in an inconsistent man-
ner has been criticised by some researchers (e.g. Kernis 2003). Eagly
(2005) suggests that for authenticity to produce positive outcomes, it
must be acknowledged by followers; hence, authentic leadership is two-
dimensional and relational. Despite the growing interest in and theories
proposed by scholars on authentic leadership, there exists little under-
pinning empirical evidence.

Case Study 3.7

Authentic Leadership

In 2012, many banks were caught up in the LIBOR scandal. LIBOR
means the London inter-bank offered rate. It refers to a series of
daily interest rate benchmarks administered by the British Bankers’
Association (BBA) (H.M. Treasury 2012). It estimates the rate which
the banks lend to each other. The rate is based on borrowing costs
incurred across more than ten currencies.

There was an alleged attempt by banks to manipulate the LIBOR
rates. Banks did this to provide a false perception of their financial
health. One of such banks was Barclays. Several emails linking Barclays
to the LIBOR scandal are available in the public domain. One of such
emails by a trader showing appreciation of the rigged rate states ‘Dude
I owe you big time! Come over one day after work and I'm opening a
bottle of Bollinger!” (Fortune 2012).

Although Barclays was not the worst offender, their case was argu-
ably more prominent due to their charismatic former Chief Executive
Officer (CEO) Bob Diamond. Bob Diamond joined Barclays in 1996.
He had previously worked for Credit Suisse First Boston and Morgan
Stanley International. In 2002, he was appointed the head of asset
BGI and by 2010 had risen to the position of Chief Executive Officer
(CEO) of Barclays Capital. During his period in Barclays, Diamond
had become the crowned jewel of the banking industry. He transformed
Barclays and catapulted them into the top tier of global investment
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banks. One of his notable achievements was his successful and profit-
able acquisition of Lehman Brothers in September 2018 for a meagre
sum of £1.75 billion.

Many would agree that the fall of Bob Diamond was due to his accu-
mulation of wealth that caught the public eye. There was great contro-
versy about the amount of money he earned. This elicited strong views
from people like Lord Mandelson who described him as the ‘unaccepta-
ble face of banking’ (BBC 2012). In 2011, Diamond earned £20.9 mil-
lion while his actual salary was £250,000. Most of his extra income was
due to bonus payments, which many people condemned.

Therefore, it was no surprise that Mr Diamond was not spared with
the aftermath of the LIBOR scandal. There were widespread calls for his
resignation especially after a telephone conversation emerged between
him and Paul Tucker, who was at that time the deputy governor of the
Bank of England. The telephone conversation suggested that the Bank
of England was in support of the rigging of the LIBOR rate. This led
to the resignation of the Chief Operating Officer Jerry del Missier,
who was involved in rigging the rate based on this assumption. Mr del
Missier was not the only casualty, the Chairman of Barclays, Marcus
Agius also resigned and took responsibility for the £453 million settle-
ment in the LIBOR manipulation probe. This is reflected in his state-
ment below

Last week’s events, evidencing as they do unacceptable standards of
behaviour within the bank, have dealt a devastating blow to Barclays® rep-
utation. (Financial News 2012)

In a bid to salvage the reputation of Barclays, Diamond finally resigned
in July 2012. Though in 2017, the LIBOR scandal still haunts
Barclays. Britain’s second largest bank is still dealing with investigations
into employees’ manipulation of LIBOR benchmark interest rates.
Jes Stanley, the current CEO has much to do in improving the repu-
tation of Barclays in the Banking Industry. His latest involvement in
a whistle-blowing scandal has not helped his credibility. Nevertheless,
the board believes that he is the right person to take the organisation

ahead.
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Questions

e How would you describe the authenticity of Bob Diamond’s
leadership?

o What are the drawbacks of Diamond’s leadership approach?

* How important is authenticity for Jes Stanley in improving the repu-
tation of Barclays?

Entrepreneurial Leadership Theory

Entrepreneurial leadership is a new paradigm that has emerged from the
domains of leadership and entrepreneurship. Leadership and entrepre-
neurship are concepts that have been difficult to define (Bygrave and
Hofer 1991; Stogdill 1974). Entrepreneurial leadership, which devel-
oped from a convergence of both fields (Fernald et al. 2005), lacks defi-
nitional consensus.

There are many definitions of entrepreneurial leadership. It has been
defined as a type of leadership that creates visionary scenarios, which
in turn are used to assemble and mobilise a ‘supporting cast’ of partici-
pants who become committed to the discovery and exploitation of stra-
tegic value creation (Gupta et al. 2004, p. 242). Some scholars (Hejazi
et al. 2012; Renko et al. 2015) have stressed the importance of recognis-
ing and exploiting opportunities, while others (Greenberg et al. 2013;
Surie and Ashley 2008) emphasise the role of entrepreneurial leader-
ship in solving complex problems in uncertain environments. But even
with a number of definitions and heightened interest in entrepreneurial
leadership, progress has been hindered by the lack of conceptual devel-
opment and the absence of adequate tools to assess a leader’s entrepre-
neurial characteristics and behaviours (Renko et al. 2015).

Entrepreneurial leadership is a type of leadership capable of identi-
fying and exploiting opportunities in an entrepreneurial environment.
Entrepreneurial leaders understand specific functional areas in their
business. This understanding spans beyond their business to include sit-
uations of varying degrees of complexity. They generate ideas and ques-
tion assumptions. These individuals understand their own behaviour as
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well as those of others, and hence are able to develop their abilities and
those of their followers. They prioritise their work and manage risks and
are successful due to their ability to foster innovation.

This type of leadership has found merit by scholars and practition-
ers due to the dynamic nature of the business environment and the
challenges faced by entrepreneurs and owner managers. As a result,
this approach to leadership is worthy of closer scrutiny, and the vari-
ous conceptions of entrepreneurial leadership are discussed in the next
section.

Conceptions of Entrepreneurial Leadership

Eight main approaches for researching the concept of entrepreneurial
leadership were uncovered by Harrison (2016) each of which examines
the phenomenon from a different perspective. These are as follows:

* Entrepreneurial leadership as a convergence of entrepreneurship and
leadership

The psychological and behavioural profile of entrepreneurial leaders
The context of entrepreneurial leadership

Theoretical approaches to entrepreneurial leadership

Entrepreneurial leadership compared with other forms of leadership
Entrepreneurial leadership and values

Entrepreneurial leadership education

Entrepreneurial leadership and venture performance

The eight conceptual approaches are described in the following
subsections:

A Convergence of Entrepreneurship and Leadership

Entrepreneurial leadership has been considered as a convergence of
entrepreneurship and leadership (Fernald etal. 2005). Cogliser and
Brigham (2004), in a comparative review of the fields of leadership and
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entrepreneurship, acknowledge that both fields overlap in the areas of
vision, influence, innovation and creativity, and planning. However,
in their publication, they neither define the concept of entrepreneurial
leadership (Roomi and Harrison 2011) nor demonstrate how it can be
effectively measured (Gupta et al. 2004; Renko et al. 2015). Essentially,
they only provide thoughts on how the field of entrepreneurship can
avoid the ‘pit falls’ (Cogliser and Brigham 2004, p. 771) that exist in the
field of leadership. In a review of 136 papers in the fields of entrepre-
neurship and leadership, Fernald et al. (2005) identified eight character-
istics common to both successful entrepreneurs and leaders: the ability
to motivate, achievement orientation, creativity, flexibility, patience,
persistence, risk-taking and vision. However, their approach to entrepre-
neurial leadership is descriptive and lacking in analysis and explanation
(Roomi and Harrison 2011). They do not suggest how to utilise these
common characteristics, and why entrepreneurial leaders possess them.
Moreover, entrepreneurial leadership in developing economies is not
considered.

Psychological and Behavioural Profile
of Entrepreneurial Leaders

Most research done in the field of entrepreneurial leadership to date
has sought to identify characteristics deemed to be essential in entre-
preneurial leaders (e.g. Darling and Beebe 2007; Gupta et al. 2004;
Karanian 2007; Nicholson 1998; Nieuwenhuizen 2009; Renko et al.
2015). According to Karanian (2007), every entrepreneurial leader
should possess five core attributes: connection, vivid imagination,
family and cultural background, an expectation for confrontation,
and a unique gift of character. Communication skills such as para-
doxical thinking, controlled reflecting, intentional focusing, instinc-
tive responding, inclusive behaving, purposeful trusting and relational
being are put forward by Darling and Beebe (2007) as being essential
for entrepreneurial leaders. Nieuwenhuizen (2009) identifies ingenu-
ity, leadership and calculated risk-taking as important attributes of an
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entrepreneur, while Gupta et al. (2004) identified 19 attributes. These
approaches mirror the trait perspective in mainstream leadership
research and have been heavily criticised for failing to take into account
the impact of context.

Rather than examining the attributes of the entrepreneurial leader,
some scholars have sought to identify what entrepreneurial leaders actu-
ally do (Flamholtz 2011; Strubler and Redekop 2010) and the strategies
they adopt (Darling et al. 2007a, b). Entreprencurial leadership strate-
gies such as meaning through communication, trust through position-
ing and confidence through respect have been highlighted (Darling
et al. 2007a, b). According to Flamholtz (2011), entrepreneurial leader-
ship functions include creating the vision, managing the organisational
culture, coordinating operations, overseeing systems development and
leading innovation and change. However, these studies also fail to exam-
ine the role of context in entrepreneurial leadership.

Context of Entrepreneurial Leadership

Scholars have examined entrepreneurial leadership in a number of
settings. It has been examined from the context of family business
(Kansikas etal. 2012; Renko etal. 2015), small and medium-sized
enterprises (SMEs) (Leitch et al. 2009), research groups in universities
(Hansson and Monsted 2008), the public sector (Currie et al. 2008),
non-profit organisations (Santora etal. 1999), directors of librar-
ies (Carpenter 2012), indigenous businesses (Harrison etal. 2016a;
Mapunda 2007), gender (Galloway et al. 2015; Patterson et al. 2012a,
b), human, social and institutional capital (Leitch et al. 2012), and the
aircraft industry (D’Intino et al. 2008).

Other studies have tried to address entrepreneurial leadership from a
national (country-based) perspective (Bremer 2009; Choi 2009; Wang
etal. 2012) and in terms of its impact in politics (Van Assche 2005).
Bremer (2009) compared entrepreneurial leadership in Sweden and
China, taking into consideration their political and economic histories,
leadership styles and regulations. Wang et al. (2012) examined entrepre-
neurial leadership from the context of two Chinese firms.
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Few scholars have emphasised the context in which this type of
leadership is required (Chen 2007; Harrison et al. 2016a; Swiercz and
Lydon 2002). Although Chen (2007) appreciates the impact of con-
text, a strategic construct of firms (which are risk-taking, proactive-
ness and innovation) was used to explain entrepreneurial leadership.
However, there remains an ongoing battle among researchers as to
whether those dimensions can be used for individual analysis (Renko
et al. 2015). Additionally, Swiercz and Lydon (2002) investigated high-
tech firms to determine whether organisations undergo transition and
to identify the leadership competencies required by successful career
entrepreneurial leaders. However, they fail to clearly illustrate how
these competencies can be developed, or how training programmes can
be established to meet the changes that both the organisation and the
entrepreneur face.

These scholars have failed to address entrepreneurial leadership from
the dual perspective of leader and follower. Hejazi et al. (2012) have
developed and validated a scale for measuring entrepreneurial leader-
ship. However, Hejazi et al. (2012) provide a self-assessment tool, and
they only explore entrepreneurial leadership from one perspective and
ignore the impact of the follower.

Theoretical Approach to Entrepreneurial Leadership

Most studies on entrepreneurial leadership have taken a theoretical
approach rather than an empirical approach (e.g. Ahmed and Ramzan
2013; Greenberg et al. 2013; Harrison et al. 2016b; Hentschke 2010;
Kempster and Cope 2010; Kuratko and Hornsby 1999; Kuratko
2007; Patterson etal. 2012b; Van Zyl and Mathur-Helm 2007;
Vecchio 2003). For example, Harrison et al. (2016b) provided a sys-
tematic literature review of the entrepreneurial leadership paradigm;
Kempster and Cope (2010) examined entrepreneurial leadership as a
social process; Kuratko and Hornsby (1999) developed a framework
for entrepreneurial leadership in corporations; and Kuratko (2007)
examined the concept of entrepreneurial leadership by tracing how
the theory of entrepreneurship has emerged. Although such studies are
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significant contributions, they are conceptual and lack an empirical
underpinning.

Entrepreneurial Leadership Compared
with Other Forms of Leadership

Researchers have also compared entrepreneurial leadership with other
forms of leadership (Darling et al. 2007a; Jones and Crompton 2009).
Entrepreneurial leadership has been investigated on the basis of enter-
prise logic and authentic leadership (Jones and Crompton 2009), and
charismatic and transformational leadership (Darling etal. 2007a).
Although these researchers have found some similarities between entre-
preneurial leadership and authentic, charismatic and transformational
approaches, they have not produced convincing conceptual frameworks.

Entrepreneurial Leadership and Values

The importance of values in entrepreneurial leadership has been inves-
tigated by Darling et al. (2007a, b) and Surie and Ashley (2008). Key
leadership values such as joy, charity, hope and peace have been sug-
gested as important in entrepreneurial leadership. Surie and Ashley
(2008) went further to develop a framework to show how ethics can be
embedded in entrepreneurial leadership by viewing it through the lens
of pragmatism. Their findings suggest that following ethical standards
may be costly to a new business in the short term.

Entrepreneurial Leadership Education

The value of entrepreneurial leadership education has been investi-
gated by various researchers (e.g. Bagheri and Pihie 2010; Bagheri and
Pihie 2011; Okudan and Rzasa 2006; Roomi and Harrison 2011).
Entrepreneurial leadership courses have been shown to improve entre-
preneurial behaviour among students (Okudan and Rzasa 20006).
Research has also been carried out to identify the challenges and
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competencies of leading university entrepreneurship programmes
(Bagheri and Pihie 2011) as well as entrepreneurial leadership learning
(Bagheri and Pihie 2010; Roomi and Harrison 2011). However, such
work neglects the role of context in shaping entrepreneurial leadership.
The impact of culture and demographics in entrepreneurial leadership
education has not been considered.

Entrepreneurial Leadership and Venture Performance

The upsurge of interest in entrepreneurial leadership can be attributed
at least in part to the assertion by some scholars that it is important for
improved performance and organisational success. Sundararajan et al.
(2012) suggested that a spiritual entrepreneurial leadership model helps
to address the problem of the high rate of start-up failures, although
their meditative stance is yet to be tested empirically. Studies have also
shown that entrepreneurial leadership has a positive and direct effect
on sales performance and customer satisfaction (Agus and Hassan
2010), employee satisfaction, motivation, commitment and effective-
ness (Papalexandris and Galanaki 2009). However, these studies (e.g.
Hmieleski and Ensley 2007) do not recognise the importance of other
dimensions such as opportunity recognition, exploitation or strategis-
ing, which may be important to entrepreneurial leadership (Carpenter
2012; Gupta et al. 2004).

Case Study 3.8

Entrepreneurial Leadership

Frank is the newly appointed Chief Operating Officer (COO) of Juice
Ltd, an established soft drinks manufacturer based in the UK. It has
been in operation since 1947 and has grown from a small local family
firm to a national supplier of soft drinks. It has a reputation as an ethi-
cal organisation, in relation to its supply chain, employment practices
and marketing. Juice Ltd benefits from a diverse employee base, with
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a range of skills and capabilities. However, some of the senior manage-
ment have been with the organisation for the majority of their careers
and have been promoted through the ranks.

On his appointment, Frank was advised that the organisation was
suffering from both a decrease in market share and falling sales. The
board of directors has tasked Frank with turning this around, with
some limitations. Juice Ltd is keen to retain its brand image as a tra-
ditional soft drinks manufacturer and therefore wants to keep its cur-
rent product portfolio of natural fruit juices. The board is also keen
not to make any changes which would challenge its image as an ethi-
cal organisation. However, the board does recognise a need for sub-
stantial change in order to develop both sustainability and competitive
advantage.

Frank’s vision for the organisation is to diversify its product range
to meet current consumer trends and demand. He is aware of the
current focus on health and well-being, and believes this provides
significant opportunities for Juice Ltd. His plan is to maintain the
current product range, while developing new products such as bot-
tled water and smoothies. However, Frank considers his initial chal-
lenge will be changing the mindset of senior management who do not
believe this to be fitting with the ‘traditional” brand image. This is a
key challenge for Frank as senior management hold significant influ-
ence over the skilled and enthusiastic employees within their respec-
tive departments.

The skilled employees are important to Frank’s plans for change.
He believes they are a critical factor in creating this change and could
assist in winning over the senior management. Frank has created a
kaizen team from the existing departments, which is tasked with
developing the new organisational direction. While the team is for
the most part enthusiastic and motivated, Frank is also concerned
that some are caught between the tension of static senior manage-
ment and this new secondment. There is also the concern that some
are getting carried away with this new-found freedom in their roles.
Therefore, Frank is faced with the challenge of balancing innova-
tion with the brief and reinvigorating the company while retaining
identity.
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Questions

o What entrepreneurial leadership attributes does Frank require when
presenting his new vision to the senior management and board of
directors?

* How can Frank address the tensions experienced by employees in the
kaizen team?

e Is Frank an entrepreneurial leader? If so justify?

* This is a fictional case. Names, characters, places and incidents either
are products of the author’s imagination or are used fictitiously. Any
resemblance to actual persons, living or dead, or actual events is purely
coincidental.

Summary

In this chapter, the contemporary approaches to leadership, includ-
ing charismatic, transactional, transformational, distributed, authentic,
leader—member exchange, servant and implicit leadership theories, were
discussed.

Based on the literature review findings, it could be argued that exist-
ing theories do not effectively explain leadership in entreprencurial set-
tings (see Table 3.1 below, in which the strengths and weaknesses of
previous approaches are listed). Entrepreneurial settings are characterised
by turbulence, dynamism and change. In a fast-moving business envi-
ronment, leadership that is capable of identifying and exploiting oppor-
tunities is paramount, and hence, entrepreneurial leadership is required.

In this age of globalisation and increased competition, there is a need
for business owners to use the most effective leadership approach. In
light of the challenges facing entrepreneurs, sound leadership practises
are no longer optional but are essential for organisational success.

This chapter has established that leadership is an underdeveloped
phenomenon, for which no unified theory currently exists. Leadership
studies have traditionally focused narrowly on a limited set of ele-
ments by highlighting the leader while overlooking relevant elements of
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Table 3.1

Strengths and weaknesses of some of the theories of leadership

Leadership approaches Strengths

Weaknesses

Great Man/Trait theories Intuitively appealing and
highlights the impor-

tance of a leader

Skill theory Focuses on leadership

skills and competencies
Behavioural theory Identifies leadership
behaviour as a core
part of the leadership
process
Contingency theory It emphasises the impor-
tance of situations in
leadership behaviour

Implicit Leadership
theories

Stresses the importance
of the social construc-
tion of leadership by
the followers.

Leader-member
exchange theory

It provides a broader
picture of leadership as
an interactive exchange
process between lead-
ers and followers

Views leaders as self-less
individuals emphasising
the importance of ser-
vice, which is intuitively
appealing

Servant leadership
theory

Traits are not effective in
every situation. It does
not explain the role of
leadership in ensuring
business and organisa-
tional coherence

Essentially trait driven
and difficult to differ-
entiate skills from traits

Just like trait approach,
it fails to consider the
situational contingen-
cies associated with
leadership

It does not explain why
people with certain
leadership styles are
more effective in par-
ticular situations than
others

Followers may view such
ineffective leadership
behaviours as effective.
Perception may vary
with cultural values and
even gender

It neglects the impact of
conflict in the effective-
ness of an organisation
when followers are
grouped into in-groups
and out-groups

Not suitable for dynamic
environments. It does
not explain how lead-
ers cope with drastic
measures such as
organisational change

(continued)
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Leadership approaches

Strengths

Weaknesses

Transactional leadership
theory

Charismatic/
Transformational lead-
ership theories

Distributed leadership
theory

Authentic leadership
theory

It provides a vivid picture
of leadership as an
exchange process with
the end result the
achievement of organi-
sational goals

Conceptualises leader-
ship as valuable in
organisations facing
turbulence and turmoil

Emphasises the impor-
tance of group effort
and participation in
leadership

Stresses the importance
of integrity and ethics
in leadership

Focuses mainly on
contingent rewards as
the tool to influence
subordinates. This may
not be effective in
diverse entrepreneurial
settings

A modification of the
trait approach and fails
to explain clearly how
such characteristics can
improve organisational
effectiveness

It may not be feasi-
ble in every context
especially in small
businesses where
subordinates adulate
their leaders and resist
empowerment

Fails to explain how
authenticity will always
produce positive
outcomes especially
in entrepreneurial
settings

leadership (such as the follower and the context) (Avolio 2007; Zaccaro
and Klimoski 2001). There remains a need for more research which
considers both leaders’ and followers’ perspectives.
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Introduction

Therefore, anyone aspiring to leadership should know the skills that
effective leaders have and ways in which they may be developed. The
earlier chapters had focused on the conceptions and theories of leader-
ship. The book concludes with the chapter on leadership development.
The skills required for developing oneself as a leader are identified and
discussed. This is supported with empirical evidence and research find-
ings from scholars. Technical skills, conceptual skills and interpersonal
skills and their sub-skill set are discussed in detail.

With the emphasis on leadership skills in today’s world, it has
become paramount that all individuals who aspire to be leaders must
know how to develop the required skill set. These methods which
include mentoring, leadership training programmes and personal
growth activities are discussed in this chapter.

The importance of the different skill set may vary depending on the
level of management. This is examined in this chapter. These skills have
found merit among leadership scholars and are worthy of close scrutiny
and are discussed below.

Technical Skills

Technical skill is the in-depth understanding of and the proficiency
in a specific type of activity, particularly one involving methods, pro-
cesses, procedures or techniques (Katz 1974). It includes competen-
cies in a specialised area as well as analytical ability (Katz 1955). This
skill includes factual knowledge about the organisation and its products
and services. Such knowledge is usually obtained by a combination of
training, formal education and job experience (Haq 2011; Yukl 2010).
To successfully guide subordinates and steer the organisation to suc-
cess, an in-depth knowledge of the products and services offered is a
prerequisite.

Technical skills have been shown to be an important factor in enhanc-

ing a leader’s performance (Bass 1990; Haq 2011; Katz 1955; Katz 1974;
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Lord and Hall 2005; Shiba 1998). However, research has also shown
that technical skills vary at different levels of management (McCall
and Lombardo 1983), becoming less relevant at higher levels of man-
agement (Bass 1990; McCall and Lombardo 1983; Northouse 2010).
Nevertheless, recent research by Mumford et al. (2007) provides contrary
evidence, with the inference that higher levels of an organisation require
higher levels of all leadership skills. Although no consensus may have
been reached on whether technical skills become more or less important
as an individual moves up the organisational ladder, there is an agree-
ment among scholars that technical skills are required in every leader.
Indeed, it can be argued that technical skills are even more important
for an entrepreneur. Research on entrepreneurs who established success-
ful companies suggests that technical knowledge is the fertile ground
in which seeds of inspiration yields innovative products (Westley and
Mintzberg 1989). In addition, it is not sufficient for entrepreneurs to
have extensive technical knowledge of their own products and services;
knowledge of their competitors in this respect is also vital (Yukl 2010).

Researchers have classified these skills under subcomponents such as
business skills (Mumford et al. 2007; Siewiorek et al. 2012) and tech-
nological skills (Zaccaro and Klimoski 2001), or under the broader
umbrella term of task skills (Lord and Hall 2005). Leaders of today’s
organisations are expected to possess business skills, which relate to
managing material, human and financial resources (Katz 1974; Luthans
etal. 1988; Mumford et al. 2007). The effective management of these
resources form the bedrock of any successful business, and any individ-
ual who possesses such skills stands a greater chance of succeeding in
such a dynamic and turbulent environment.

Human Skills

Human skills involve the knowledge and ability to work with people.
These include knowledge about human behaviour and group processes;
the ability to understand other people’s feelings, attitudes and motives;
and the ability to communicate unambiguously and persuasively (Yukl
2010). In addition, human skills, as cited in Mumford et al. (2007,
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p. 157), include °...skills required for coordination of actions of one-
self and others (Gillen and Carroll 1985; Mumford et al. 2000b), nego-
tiation skills for reconciling differences among employee perspectives
and establishing mutually satisfying relationships (Copeman 1971;
Mahoney et al. 1963; Mahoney et al. 1965; Mintzberg 1973); and, per-
suasion skills to influence others to more effectively accomplish organi-
zational objectives (Katz 1974; Mintzberg 1973; Yukl 1989)’. It is these
skills that help a leader to work effectively with their subordinates to
achieve the set objectives of the organisation. In short, human skills are
people skills (Northouse 2010), and without such skills, the capacity to
get along with other people is almost impossible.

Human skills form the basis for leadership, since leadership is about
influencing people. Hence, the focus of possessing such skills cannot be
overemphasised. These skills are not limited to just influencing other peo-
ple, but also include understanding their perspectives and seeing matters
from their points of view. Hence, leaders ought to be empathetic. The
human skill perspective, first introduced by Katz (1955), is broad and
has since been broken down into several components. Even Katz (1974)
introduced social skills in conjunction with human skills, while many
other researchers have preferred the term ‘interpersonal skills’ (Haq 2011;
Mumford et al. 2007; Wright and Taylor 1994; Yukl 2010). Under the
broad reach of human skills, skills such as empathy (Yukl 2010), self- or
meta-monitoring, adjustment of one’s behaviour to fit the situation (Lord
and Hall 2005) and influence and management tactics (Harris et al.
2007) have been placed. As with technical skills, researchers have shown
that human skills are important in management as well as in leadership
(Bass 1990; Boyatzis 1982; McCall and Lombardo 1983; Wright and
Taylor 1994). However, unlike technical skills, Katz (1955, 1974) sug-
gests that human skills are equally important at any level of management.

Conceptual Skills

As the name implies, conceptual skills involve dealing with concepts
and ideas. People who possess such skills are comfortable with hypo-
thetical notions and abstractions. According to Yukl (2010), conceptual
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skills include good judgement, foresight, intuition, creativity and the
ability to understand ambiguous and uncertain events. The leader who
possesses conceptual skills sees the enterprise as a whole and recognises
how its various functions depend on one another, and how changes in
any part may affect the whole (Schedlitzki and Edwards 2014).

Conceptual skills have been referred to as cognitive skills by a num-
ber of scholars such as Katz (1955, 1974) and Mumford et al. (2007).
Some researchers use the term ‘cognitive abilitiess (Mumford et al.
2000a, 2000b, 2000c, 2000d; Zaccaro et al. 2000). Whatever label is
used, skills in this area are key to leadership and include proficiency in
oral communication (Shipper and Dillard 2000); written communica-
tion (Wright 1996); active listening (Graham 1983); active learning
(Jacobs and Jaques 1987); critical thinking (Gillen and Carroll 1985);
analysing the strengths and weaknesses of approaches taken; and cogni-
tive complexity (Yukl 2010), which refers to the ability to identify com-
plex relations and to provide creative solutions to problems.

Leaders need conceptual skills for effective organisation and plan-
ning. To succeed in any organisation, leaders need to understand how
its components work, and how changes, especially in the external envi-
ronment, will affect its competitive position. Strategic skills are concep-
tual skills that include dealing with ambiguity and exerting an influence
in the organisation (Mumford et al. 2007; Siewiorek et al. 2012). These
enable leaders to recognise relationships between problems and oppor-
tunities, and to implement appropriate strategies to deal with them
(Mumford et al. 2007).

Katz proposed that the need for conceptual skills increases as an indi-
vidual ascends to higher levels of management. Researchers have shown
an increased requirement for conceptual skills in higher levels of the
organisational hierarchy (Mumford et al. 2007; Pavett and Lau 1983).
Indeed, Mumford et al. (2007) showed that strategic skills, which are
highly conceptual skills, only fully emerge at the highest levels in an
organisation.

Many scholars lament that the conceptualisation of leadership skills
has received insufficient attention (e.g. Mumford et al. 2007; Wright
1996; Yammarino 2000). Mumford et al. (2007) have appealed for a

greater focus on leadership skills with the argument that leaders can
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become better leaders. By learning and developing even better leader-
ship skills, an individual will be able to lead more effectively, as well
as influence people to accomplish set goals and objectives (Siewiorek
etal. 2012). According to Gordon and Yukl (2004, p. 364), ‘More
research is needed on traits and skills that seem especially relevant
for leadership in a complex, turbulent environment (e.g. emotional
intelligence, social intelligence, systems thinking, situational aware-
ness, personal integrity)’. In today’s volatile and turbulent business
environment, the importance of possessing leadership skills cannot be
overemphasised.

Other Leadership Skills
Business Skills

Katzs (1974) framework does not dichotomise technical skills into
business skills but takes a broader perspective by considering business
skills as technical skills. By contrast, studies have identified technical
skills and business skills as separate, not similar, entities (Mumford et al.
2007; Siewiorek et al. 2012). Indeed, business skills are critical leader-
ship skills for any organisation. This position is also supported by lit-
erature in the domain of entrepreneurial leadership. (Ballein 1998; Guo
2009; Hentschke 2010; Swiercz and Lydon 2002).

The business skills can be developed by training and development
programmes. This is important in leadership development (Day 2001;
Mumford et al. 2000a; Paul and Whittam 2015), in that well-timed
training interventions can promote the development of leadership skills
in general.

In particular, the business skills could range from accounting and
financial management (Copeman 1971; Hentschke 2010; Zaccaro and
Klimoski 2001), administration (Swiercz and Lydon 2002) and man-
aging human resources (Luthans etal. 1988; Mahoney etal. 1965).
Nevertheless, all these business skills can be developed formally by
training, or informally by independent learning.



4 Conclusion 85

Conceptual Skills

Leaders are able to understand situations of varying degrees of complex-
ity. This is similar to the conceptual skill element in Katzs framework
on leadership set out earlier. In this section, six forms of conceptual
skills are identified as important for effective leadership.

Analytical Skills

Leaders need to be analytical in their decision-making and risk-taking.
This is consistent with findings in the literature that effective leaders
have the cognitive capacities such as collecting, processing and dissemi-
nating information, analytical ability and logical thinking (Mumford
etal. 2007; Yukl 2010). Leaders should be able to think objectively.
The use of logic to analyse the strengths and weaknesses of different
approaches to work is critical for success as a leader (Gillen and Carroll
1985; Mumford et al. 2007).

Idea Generation Skills

The ability to generate new ideas and question assumptions is a vital
skill for effective leadership. Leaders especially based on entrepreneur-
ial leadership literature should be innovative and skilled in generating
new ideas. These leaders have to be creative and develop new and use-
ful ideas in terms of entrepreneurial opportunity recognition, resource
utilisation and problem-solving (Agbim et al. 2013; Bagheri and Pihie
2011; Ballein 1998; Carpenter 2012; Chen 2007; Gupta et al. 2004).
Leaders create an environment that fosters innovation among their fol-
lowers (Carpenter 2012; Strubler and Redekop 2010). Challenging the sta-
tus quo is essential to their success (Renko et al. 2015), and they do not take
everything at face value. Their ideas could sometimes be radical and deviate
from the established norm in the industry (D’Intino etal. 2008). Leaders
should be able to make their followers think about old problems in new
ways and re-examine assumptions about their roles (Renko et al. 2015).
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Problem-Solving Skills

Effective leaders are able to solve problems. They do this by adopting
analytical and logical approaches, despite their limited resources. They
persist until they find a solution to the problem. This problem-solving
orientated mindset concurs with prior research in mainstream leader-
ship literature, with many scholars agreeing that problem-solving skills
is an important skill in leadership (Connelly et al. 2000; Mumford et al.
2000a—d; Mumford et al. 2007; Yammarino 2000; Zaccaro et al. 2000)
and has an important influence on a leader’s performance (Mumford
etal. 2000b). It is widely mentioned in entrepreneurial leadership lit-
erature that entrepreneurial leaders are able to solve complex business,
social and economic problems (Greenberg et al. 2013) and are con-
stantly looking for new problems to solve (Darling et al. 2007).

Envisioning Skills

Envisioning is a core conceptual skill that leaders should possess.
Vision involves “...creating a picture of what the future state will be
like’ (Flamholtz 2011, p. 7). In other words, leaders need to be able to
create a vivid picture of the future for the organisation to create added
value. When the vision is known and shared, it generates enthusiasm
and motivation, and builds the confidence of people in the organisa-
tion (Harrison et al. 2016; Karanian 2007; Roomi and Harrison 2011).
As stated by Darling etal. (2007, p. 10), ‘Vision grabs attention’.
Therefore, leaders should be able to communicate the vision to their
employees in an exciting and inspirational fashion to ensure implemen-
tation (Cogliser and Brigham 2004).

Envisioning the future is fundamental to leadership (Flamholtz 2011;
Harrison et al. 2016). According to Paul and Whittam (2015) on lead-
ership development, envisioning works best when a leader views it as a
two-stage process. The first stage of envisioning is a reflective activity,
whereby a leader envisages an idea. To advance an idea, a leader must
cultivate not only a personal vision of how the idea may be achieved but
also a deep conviction that it will be successful.
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The second stage of the envisioning process requires the individual to sell
this vision to a range of diverse stakeholders (Harrison et al. 2016; Paul and
Whittam 2015). These can include family, investors and staff members,
which altogether comprise the financial muscle and the talent necessary
for a start-up to succeed. The requirement places a great demand upon an
individual to articulate the future so that these various groups are satisfied.

This two-stage envisioning process can readily be applied by all lead-
ers and not only business or entrepreneurial leaders in other industries.
Indeed, the skill of putting envisioning into practice will be easier when
leaders follow a two-stage process.

Strategic Planning Skills

Strategic planning skills form another important conceptual skill for
any leader, which is paramount to their success. This is not clearly stated
in the Katz framework. However, more studies in mainstream leader-
ship literature have identified strategic skills as a core skill for leadership
(Mumford et al. 2007; Siewiorek et al. 2012).

Leaders ought to develop strategies for their organisations. They are
usually strategically oriented and can formulate strategy based on availa-
ble resources (Carpenter 2012). They think strategically (Ballein 1998),
take a holistic view (Hejazi et al. 2012) and *...develop risk taking and
innovative strategies to meet the challenges of the environment, system,
community and stakeholders’ (Guo 2009, p. 25).

Effective leaders should be able to draft out plans and anticipate
changes. While planning, they should be able to forecast and manage
their time effectively. It is important that all leaders are involved in stra-
tegic planning (Marshall-Mies et al. 2000; Yukl 2010), and that plan-
ning in complex and dynamic environments improves performance

(Mumford et al. 2002).

Decision-making Skills

Decision-making is a conceptual skill that leaders possess. Leaders are
decisive (Ballein 1998; Carpenter 2012; Gupta et al. 2004; Hentschke
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2010). These individuals make °...decisions quickly alone or with
modest amounts of advice’ (Hentschke 2010, p. 122). They are con-
stantly involved in courageous decision-making (D’Intino et al. 2008).
However, it is arguable that not all leaders are quick in their decision-
making. Rather, it is the quality of the decisions that matter and not the
pace.

This section confirms the work of Katz (1974). However, the ele-
ments that constitute conceptual skills appear to be more elaborate
compared to the findings of Katz. The ability to analyse complex situ-
ations, generate new ideas, envision the future, plan strategically, solve
problems and make the right decisions are key conceptual skills of an
effective leader.

Interpersonal Skills

Based on cumulative studies, interpersonal skills comprise six sub-skills:
empathy, communication and listening skills, motivating skills, team-
building skills, people management and development, and self-manage-
ment. These are discussed below.

Empathy

Empathy is a core interpersonal skill that effective leaders possess.
Effective leaders understand the feelings, motives and emotions of oth-
ers. They are empathetic towards their followers. These views confirm
the claim found in mainstream leadership literature that leaders should
have the ability to understand another person’s motives, values and
emotions (Yukl 2010). They should be sensitive to the emotions of oth-
ers (Lord and Hall 2005), since this is a strong predictor of leadership
(Kellett et al. 2002). This is also in line with the findings from entre-
preneurial leadership literature. Scholars have stated that entrepreneur-
ial leaders should be able to recognise others’ emotions (Hejazi et al.
2012), be thoughtful about their associates (Siddiqui 2007) and caring
towards their followers (Tarabishy et al. 2002). However, it is arguable
that sometimes showing empathy in the form of compassion could be
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detrimental to profitability for business leaders. Though compassion is
necessary, there is a need to strike a balance especially in a turbulent
business environment where profic margins are tight. Nevertheless,
effective leaders are usually aware of this.

Communication/Listening Skills

Communication and listening skills are necessary for building inter-
personal relationships. These help to inspire an understanding of the
actions of employees, customers and vendors (Hentschke 2010). It is
the “...process of making sense to the world and sharing that sense with
others by co-creating meaning through the use of verbal and non-verbal
symbols’ (Darling and Beebe 2007, p. 152). Leaders must have the abil-
ity to listen to all stakeholders in the organisation. By listening to their
followers, they are able to make better decisions. This is consistent with
the findings of Graham (1983) and Mumford et al. (2007) that leaders
must listen actively. For Hentschke (2010, p. 120), ‘...it is more likely
to mean the difference between success and failure’.

Motivating Skills

The ability to motivate and inspire confidence in followers is a vital
interpersonal skill for effective leadership. These perceptions concur
with prior research in mainstream leadership literature that interper-
sonal skills are essential for influencing people (Yukl 2010), especially
in charismatic, transformational and entrepreneurial leadership (Bass
and Avolio 1990; Fernald et al. 2005; Kansikas et al. 2012). Leaders
are good motivators and that ability to motivate and communicate is
vital (Hentschke 2010). These views resonate with those found in entre-
preneurial leadership literature that entrepreneurial leaders are able to
communicate in an inspirational fashion to their followers (Cogliser
and Brigham 2004). Entrepreneurial leaders inspire the confidence,
emotions, beliefs, values and behaviours of others (Gupta et al. 2004;
Hejazi et al. 2012). These individuals inspire and influence a group of
individuals towards the fulfilment of their goals (Darling et al. 2007).
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However, effective leaders are not only proficient in motivating their
followers but also should have the ability to motivate themselves.

Team-building Skills

The ability to build teams and promote team work is a vital interper-
sonal skill for effective leadership. Leaders promote team work (Bagheri
and Pihie 2011) and foster team spirit (Strubler and Redekop 2010).
They are able to move from ‘me to we’ (Swiercz and Lydon 2002,
p- 387) and induce group members to work together (Gupta et al. 2004).
Indeed, leaders are team players (Ballein 1998) and develop effective
venture teams (Carpenter 2012; Kuratko and Hornsby 1999).

People Management and Development Skills

The ability to manage and develop people forms an important inter-
personal skill in effective leadership. Leaders especially business related
need to understand the training needs of their followers (Hejazi et al.
2012) if they are to build high-performance teams in the organisation
(Guo 2009). Role modelling is also an important factor in managing
people. To demand respect and trust from your followers, it is impor-
tant to lead by example. Followers learn a lot by looking at their leaders.
These perceptions concur with previous research findings that leaders
serve as an “...example of opportunity focused behaviour for the follow-
ers, creating a culture for innovation’ (Renko et al. 2012, p. 180).

Self-Management Skills

The ability of leaders to manage themselves is an essential interper-
sonal skill. This is evidenced in their planning and organising, in their
handling of difhicult situations and in their critical reflection on their
strengths and weaknesses. Effective leaders have the ability to handle
pressure and exhibit self-control in difficult situations, and this is piv-
otal to their success. They are not flustered and are able to control their
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emotions. These perceptions are consistent with those found in the lit-
erature in the domain of leadership. They are in line with findings in
the literature on self-regulation in leaders ‘...as an ability to channel
emotions behaviour that is appropriate for the situation’ (Yukl 2010, p.
66). Effective leaders are able to adjust their behaviour according to the
situation, which Lord and Hall (2005) refer to as meta-monitoring, and
handle stress effectively which makes them more successful.

Effective leaders show a conscious effort to improve their conduct
through formal training, or informally by their own reading. Leaders are
improvement-oriented (Gupta et al. 2004). According to Day (2001,
p. 605), ‘Effective leadership occurs through the development of indi-
vidual leaders’. Leaders may acquire requisite leadership skills through
leadership training courses (Mumford et al. 2000a) and human resource
(HR) processes (Day et al. 2014).

Good leaders are self-aware, a behaviour °...which is an under-
standing of one’s own moods and emotions’ (Yukl 2010, p. 66). These
include emotional self-awareness, accurate self-assessment and con-
scientiousness (Boyatzis et al. 2000). They have an awareness of their
cognitive processes (Marshall-Mies etal. 2000). Leaders understand
their own strengths and weakness, and get people to complement their
weaknesses.

Entrepreneurial Skills

Though this skill is specifically in entrepreneurial leadership literature,
it is important for effective leadership; hence, will be addressed in this
section. This skill set consists of three skills, namely, opportunity identi-
fication, opportunity exploitation and risk management. These are dis-
cussed below.

Opportunity Identification Skills

The ability to identify opportunities is an important skill required for
successful leadership. It is arguably this skill that distinguishes entrepre-
neurial leadership from the other types of leadership highlighted in the
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broader leadership literature. This view is in line with numerous studies
on entrepreneurial leadership (e.g. Carpenter 2012; Currie et al. 2008;
Gupta et al. 2004; Harrison et al. 2016; Renko et al. 2012; Renko et al.
2015, etc.). Entrepreneurial leaders are apt at recognising opportuni-
ties. This reflects the view of Renko etal. (2012) that entrepreneurial
leadership is based on the continuous recognition of new opportunities.
Entrepreneurial leaders are ‘aggressive catalysts’ and recognise opportu-
nities, whereas others see ‘chaos, contradictions or confusion’ (Kuratko
2007, p. 6). Entrepreneurial leaders are good pattern recognisers, see-
ing roles others do not see (Carpenter 2012). Where other people see
problems, entrepreneurial leaders see opportunities (Hentschke 2010).
Entrepreneurial leaders recognise new entrepreneurial opportunities
and pursue their visions through creative, innovative, even risky tac-
tics (Renko et al. 2012). They constantly seek opportunities for growth
(Carpenter 2012).

Opportunity Exploitation Skills

Effective leaders are able to exploit recognised opportunities. Such
opportunities may vary from expansion into emerging markets, to sell-
ing products with a short shelf life to maximise profitability, etc. This
resonates with the common perception found in the literature that
entrepreneurial leaders are able to exploit opportunities (Harrison et al.
2016). According to Darling et al. (2007), success for an entrepreneur-
ial leader is not based on intellect; rather, it is attributed to their abil-
ity to recognise and exploit opportunities. However, the opportunities
may not always be new, but their ability to quickly exploit them is more
important.

Risk Management Skills

The risk management element is not reflected within the Katz con-
ceptual framework on leadership. This is not surprising, as risk-taking
behaviour is a concept that is more established in entrepreneurship
rather than leadership theory. However, this view resonate with research
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evidence from literature on risk-taking as a characteristic of an entre-
preneurial leader (Ahmed and Ramzan 2013; Ballein 1998; Carpenter
2012; Chen 2007; Currie et al. 2008; D’Intino et al. 2008; Gupta et al.
2004; Harrison et al. 2016; Kansikas et al. 2012; Lippitt 1987; Okudan
and Rzasa 2006; Renko etal. 2015; Tarabishy etal. 2005). Leaders
especially business related should have the ability to manage risks they
encounter in their business. They should be able to identify, evalu-
ate and assess risks. Leaders should ruminate on ways to mitigate risks
and estimate their impact on the financial position of their companies.
Indeed, Guo (2009) highlights risk management as a core competence
of an entrepreneurial leader.

Leadership Skills Development

With the emphasis on leadership skills in today’s world, it has become par-
amount that all individuals who aspire to be leaders must know how to
develop the required skill set. Some of these methods are discussed below.

Mentoring

Several studies have provided evidence that mentoring is important in
leadership development and are helpful in sophisticated mental rep-
resentations of strategic issues (Day, 2001; Scandura and Schriesheim
1994). Mentoring could be formal or informal. Formal mentoring is
a structured programme where a more experienced manager is put in
place to support and develop a less experienced individual. The pro-
gramme could be very beneficial if properly structured. It can improve
learning, facilitate adjustment and most importantly develop the leader-
ship skills in the mentee that the mentor may already possess. The men-
tor serves as a role model. They become exemplars of the behaviour and
culture of the organisation from the lens of the mentee. The protégé
learns by looking at them.

However, despite the benefits of formal mentoring, it may not always
be successful. One of the drawbacks of the process is identifying the
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right mentor and ensuring that there is a fit between the mentor and
the mentee. Most times, this is usually difficult to ascertain due to a
variety of factors such as personality, behaviour, age, gender and race
(Thomas 1990; Yukl 2010). Studies have provided evidence of the use-
fulness of informal mentoring (Noe et al. 2002). This type of mentoring
does not have the formal programme or schedule. In this case, the pro-
tégé is more proactive in building the mentoring relationship.

It is worth stating that though mentoring is a good way of leader-
ship skill development and many scholars agree on its efficacy (Day
2001; Tonidandel et al. 2007), there are still some contrary views (Cox
and Jennings 1995). Not all successful leaders have been identified to
have mentors. Some of these leaders developed their skills through fac-
ing adversity. In summary, many self-made business leaders may not see
themselves as having a specific mentor.

Leadership Training Programmes

Leadership training programmes are widely used to develop leadership
skills in organisations. Almost every organisation whether small or large
has a leadership programme in place to develop their staff. These pro-
grammes may take different forms ranging from short leadership work-
shops in few hours/days to structured university programmes in form
of MBAs or DBAs. Many of the organisations even go to the extent of
hiring consultants to design leadership training programmes that meet
the specific needs of the establishment. They consider it important to
develop staff through training and other activities regardless of its cost
implication. Though some of these programmes might be expensive in
the short term, there is always a cost saving benefit in the long term if it
is properly conducted.

Studies have shown that well-timed training interventions can pro-
mote the development of leadership skills (Bass 1990; Day 2001;
Mumford et al. 2000a; Paul and Whittam 2015). However, similar to
mentoring, the efficacy of leadership training programmes is based on
its design. The content must be meaningful and the objectives clear
(Yukl 2010). The training programme should be tailored to meet the
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leadership development needs of the organisation. If all these are not
incorporated into the programme, it risks becoming an expensive ven-
ture that does not add value to both the individual and the organisation.

Personal Growth Activities

Despite the consensus view that mentoring and leadership training pro-
grammes are useful in developing leadership competencies, these two
techniques emphasise on what organisations actually do to develop the
leadership skills of their work force. Leadership development is also a
personal journey, and individuals need to commit to developing their
own skills.

There are several techniques through which individuals can develop
their leadership skills personally. Personal growth activities include read-
ing leadership development books as well as listening and watching pro-
grammes on leadership. Individuals need to be aware of their strengths
and weaknesses. As regards their weaknesses, personal growth activities
should be in place to address them. This can only be possible through
emotional self-awareness, accurate self-assessment and conscientious-
ness (Boyatzis et al. 2000). Indeed, effective leadership requires a high
level of emotional development. Only through understanding yourself
in form of your feelings and cognitive processes, you will be able to
develop the leadership competences required for success in the twenty-
first century.

Summary

In this chapter, the skills required for effective leadership were discussed.
These skills can be developed through mentoring, leadership training
programmes and personal growth activities. Prospective leaders should
be trained to develop such skills, and existing leaders should be trained
to understand how to balance such competencies, as well as to reflect on
their limitations. All organisations can develop and expand the skills of
their leaders, thereby increasing the chance for success.
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