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ILM UNIT SPECIFICATION

	Title:
	Becoming an effective leader 

Level 5; Credits 5; Learning Hours 9

	Learning outcomes (the learner will)
	Assessment criteria (the learner can)

	1 Understand own ability to fulfil key responsibilities of the leadership role


	1.1

1.2
	Evaluate own ability to use a range of leadership styles, in different situations and with different types of people, to fulfil the leadership role
Use theories of emotional intelligence to review the effect of emotions on own and others’ performance


	2 Be able to evaluate own ability to lead others

	2.1

2.2

2.3
	Review own ability to set direction and communicate this to others
Review own ability to motivate, delegate and empower others
Produce a personal development plan to improve own ability to lead


	Indicative Content:

	1
	· The key responsibilities of the leadership role in terms of:

· taking responsibility

· contributing to overall vision and goals

· setting and providing guidance on values

· setting direction for significant programmes or projects

· stimulating innovation and enterprise

· anticipating, planning for and leading change

· overcoming obstacles

· delegating

· setting objectives for teams and individuals

· communicating and motivating

· supporting and developing programmes, projects, teams and individuals

· modelling appropriate behaviour

· representing the team and feeding back its experiences and views

· protecting the team and its members

· A range of leadership theories and different leadership styles these illustrate, for example:

· the trait approach to leadership

· the behavioural school (MacGregor, Blake and Mouton)

· the contingency or situational school (Fielder, Hersey-Blanchard, Tannenbaum and Smidt, Adair)

· leaders and followers (Servant Leadership, Team Leadership, Transactional and Transformational)

· Dispersed Leadership

· How to evaluate the appropriateness of different leadership styles in the context of own responsibilities

· The importance of being able to use a repertoire of leadership styles in different situations and with different people

· The concept of emotional intelligence as developed by different theorists and how it applies to the leadership role

	2
	· The importance of understanding one’s own strengths and limitations

· Using and interpreting different techniques to identify their own characteristics, strengths and limitations

· The importance of continuous self-development and how to identify opportunities to develop oneself in the leadership role

· The importance of leaders displaying confidence and self-assurance and to do this by playing to own strengths and showing a readiness to take calculated risks

· Social awareness in terms of:

· empathy

· organisational and ‘political’ awareness

· service to others

· Relationship management in terms of:

· inspiring

· influencing

· networking

· conflict management

· The characteristics of self-leadership in terms of:

· controlling own emotions, particularly when under stress

· being open and honest with others

· showing integrity and trustworthiness

· being flexible

· setting challenging but realistic objectives for themselves and others

· taking risks

· taking personal responsibility for significant challenges

· seeing setbacks as opportunities rather than threats

· The role that effective communication plays in conveying overall vision and goals and how to win and maintain the commitment of teams and individuals to these

· Effective techniques for:

· communicating both directly and indirectly with teams and individuals

· persuading

· negotiating

· How to select communication, persuasion and negotiation skills appropriate to different situations and people

· How to develop vision and goals for significant projects or programmes of work

· The importance of being aware of and analysing the internal and external environments in which the leader operates

· Spotting opportunities

· How to develop objectives and values that support overall strategy and vision

· Theories and principles of delegating responsibility and empowering others

· The critical importance of the leader gaining the motivation and commitment of others

· Critiques of the main theories of motivation, for example:

· Maslow’s Hierarchy

· MacGregor’s Theory X and Theory Y

· Herzberg’s Two Factor Theory

· Vroom’s Expectancy Theory

· McClelland’s 3-Needs Theory

· Motivational factors that are available to the leader, for example:

· safety and security

· sense of belonging and common purpose

· respect

· recognition of achievement

· empowerment and self-actualisation

· sense of fulfilment

· personal and professional development

· material rewards

· sanctions

· job roles and employment conditions

· How to evaluate motivational factors and select those that are appropriate to different situations and people

· The leader’s role in protecting and mentoring team members

· Needs for mentoring and support that individuals may have and how to meet these

· The role of continuous development and its importance to the organisation and to individuals


Leadership versus management

Management is frequently seen as very ‘task’ oriented; essentially being associated with ensuring that the job gets done effectively and efficiently. Leadership on the other hand, might be described as the ‘process’ by which the tasks are achieved or the human or people side of management. Effective management is seen as fundamental to the success and effectiveness of the organisation. However, what sustains organisational performance in the long term is leadership. 

  

On a simplistic level, leaders chart the course or direction of the company. Individuals need to know where they are going and what is to be achieved. Managers identify how it happens. Management is about managing complexity and leadership about managing change. It could be said that managers influence people at the rational level, while leaders are most effective when they influence at the emotional level. While much discussion on leaders and managers focuses on the differences between them, if we take a closer look, we can see more similarities that unite them than divides. For example, leaders possess most of the skills of a manager. You could suggest that trusting people - considered a leadership attribute - is also an essential management attribute. 

Over recent years, increasing emphasis has been placed on the relationship between leaders and followers. What do we look for in leaders? People who are honest, competent, forward looking and inspiring. This does not mean the leader needs to know everything. It is about understanding the processes, what people do. Leaders often lead people who know more than they do and admit to it, saying ‘I don’t know the answer’. Leaders do not have the monopoly on knowledge. Having suggested earlier that there exists a unique relationship between the person leading and their followers, how might this be characterised? 

Followers seek, appreciate and admire leaders who create in them:

· Feelings of significance: followers are energised and uplifted by leaders who say ‘you are important, you matter’, which is perhaps not too surprising. As humans we all appreciate being valued no matter how small our participation. In return, leaders gain loyalty and co-operation from their followers

· Sense of community: this is probably best defined by a sense of unity, cohesion and common purpose which enables people to feel at one with the group. An individual who can create this kind of positive environment will invariably be looked upon as leader

· Energy: most people enjoy and want excitement and challenge in their lives. A leader who provides an edge, can create a sense of purpose and achievement - call it buzz if you like - will engage followers in a positive way

Action Centred Leadership
In any situation where a group of people are trying to achieve some goal, one or more of those people will emerge and act as a leader to the others.

Look again at this sentence more closely. Break it down into elements. What are they?

According to John Adair, there are three elements to all leadership situations. They are:

1. The achievement of a goal or task. This may be the completion of a very practical activity or it may be a less tangible goal. We know that effective groups have clear goals shared by all members. Often the task is what brings the group together in the first place.

2. The group of people performing the task. It is likely that the task will only be achieved if all members of the group work together to the common good. Therefore, the group itself has to be understood as an entity in its own right.

3. Each individual member of the group involved in the task. While the group will take on a life of its own, individuals do not lose their own identity. Their needs as people must continue to be met if their allegiance to the group, and their motivation to achieve the task, is to be sustained.

This approach, "Action-Centred Leadership", is centred on the actions of the leader. The leader has to balance the needs from each of the three elements. The effective leader is the one who keeps all three in balance; that is who attends to all three at the same time. If any one element is ignored, the others are unlikely to succeed.
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It’s important to understand that the three elements can conflict with each other. For example, pressure on time and resources often increases pressure on a group to concentrate on the task, to the possible detriment of the people involved. But if group and individual needs are forgotten, much of the effort spent may be misdirected.

In another example, taking time creating a good team spirit without applying effort to the task is likely to mean that the team will lose its focus through lack of achievement.

An approach that a skilled leader might take, in any challenge, is to balance the needs of all three elements as follows:

· Identify and evaluate the requirements of the task.

· Communicate these to the group and gain their commitment.

· Plan the achievement of the task with the group.

· Identify resources within the group and allocate responsibility to individuals.

· Monitor and evaluate progress of the whole group and of individual members.

· Communicate feedback to the group and support, praise, encourage individuals.

· Review plans, and make changes, with the group until the task is achieved.

	

	Video link.  To hear more about John Adair’s views on leadership, go to: http://www.youtube.com/watch?v=w_9NkApoAqY



Minzberg on the role of the manager
One of the most comprehensive analyses of the management role comes from Henry Mintzberg (1973 and 1989).  He defined ten distinct but interchangeable management roles which, he argued, might all be adopted by the same manager in the course of the same working day if necessary, and are taken on chiefly in response to the nature of the task in hand.

Interpersonal

· Figurehead.  This is a representative role, usually performed by senior managers – it might involve conducting a ceremony, hosting an event or attending a high profile conference.

· Leader.  For Mintzberg the leader’s job is to create, develop, unite and motivate teams.

· Liaison. Dealing with people from outside the immediate work unit or organization – the role might therefore involve exchanging information with other departments or sites, or with suppliers, distributors or customers.

Information sharing

· Monitor.  Receiving and processing information both from within and outside the work unit, using a mixture of formal and informal methods.  (It is easy to see how some of these roles might overlap – for instance, within the same meeting with a distributor, a manager might liaise over arrangements and monitor feedback about market trends)

· Disseminator.  Passing on relevant information to others in the work unit.

· Spokesman.  Stating the position of the work unit or organization to key players on the outside.

Decision-making

· Entrepreneur.  Mobilizing resources to capitalize on opportunities.

· Disturbance-handler.  Dealing with problems which affect the performance of the work unit, such as conflicts, mistakes, delays, etc.  In common parlance, many managers term this `fire fighting’.

· Resource allocator.  Planning and distributing limited financial, physical and human resources in the most efficient way.

· Negotiator.  Putting the case of the work unit, perhaps in budget negotiations.    

Mintzberg’s role definitions are not exhaustive, and the role of the manager has evolved since he carried out his study.   Here are three suggestions for new additional management roles for consideration.

Additional roles

· Information designer.  Today’s manager needs to be adept at moulding the format, style and content of information to meet the requirements of varying audiences.  Technology has provided a vast array of tools to enable this.

· Coach or mentor. Although often used interchangeably, there is more than a superficial distinction between the two roles.  The coach tends to be closer to his or her protégé (in both proximity and status) and is usually concerned with work performance and results.  Mentors typically can afford to take a more holistic view of the protégé’s development, and offer support designed to help them work towards life or career goals.  

· Counsellor.   The last ten years or so has seen a blurring of borders between life and work, with longer working hours, an increase in organizational social events and increased willingness in some organizations to deal with whole people rather than just employees.  An implication for some managers has been a greater requirement to provide advice and support on dealing with personal problems.
	


	Exercise: Situational leadership questionnaire

With acknowledgement to John D.W.Beck and Neil M. Yeager, The Leader’s Window, 2000


On the following pages you will find ten short cases that will help you think about the ways you lead people.  Each case describes a common work situation faced by most managers.  After each case, you will find four possible actions, each of which is used frequently by a large number of leaders.

As you read each case, don’t try to guess the “right” answer.  What is right for you may not be right for someone else.  Just choose the actions that are typical of you and the ways you interact with people when you are the leader.  Here is what to do:

· Read each case and imagine yourself as a leader in that situation.

· Read the actions and think about what you typically do in that type of situation.

· If one action stands out as describing you, give five points to that action by writing the number 5 in the space beside it.

· If no single action describes how you would handle the situation, you can divide the five points in any combination that adds up to five:  (4 + 1), (3 + 2), (2 + 2 + 1).

Be sure that your responses for every case add up exactly to five points, no more and no less.  For example:

	RESPONSES

	A
	           4
	

	B
	         
	

	C
	           1
	

	D
	
	

	
	
	


	CASE 1

	Tom has recently joined your team and seems nervous about his new work.  He is reluctant to take on much responsibility because he is not sure his skills are right for the job.  You are confident that he will be fine as soon as he learns the job.

	Actions

	A. Ask him to identify the skills he brings to the job and then tell him how to use them in productive ways.

B. Give him a full induction and tell him what he needs to do to get started.

C. Keep an eye on him from a distance to see what he can work out on his own.

D. Ask him to identify the skills he brings to the job and help him discover his own ways to apply them.


	RESPONSES

A

B

C

D




	CASE 2

	Susan was assigned to you after a difficult experience in another team.  She is talented and confident, but she resists learning the job requirements and wants to work with clients entirely in her own way.

	Actions

	A. Ask her about her past experience and then tell her how her work here should be done.        

B. Ask her about her past experience and then help her think through a plan for getting started.

C. Review the client list with her and tell her what to do to get started.

D. Give her a chance on her own before saying anything.


	RESPONSES

A

B

C

D




	CASE 3

	Vijay has joined your team with great enthusiasm and confidence.  He has a proven track record and is in tune with your goals.  Mostly, he needs to get up to speed with his new job and how this organisation works.

	Actions

	A. Help him to think through the requirements of his new job and develop his own training plan.

B. Let him know that you are confident that he can learn the job on his own.

C. Explain the job requirements and then tell him what he should do and why.

D. Explain the job requirements and then seek his input as you develop a training plan for him.


	RESPONSES

A

B

C

D




	CASE 4

	Jane is a high performer who consistently makes you and the organisation look good.  Usually, you just stay out of her way, but lately you have thought that you should let her know that you are still the manager.

	Actions

	A. Give her recognition for doing so well and remind her that you are there if she needs anything.        

B. Ask her to update you on her activities and then tell her which ones you think she should pursue.

C. Ask her what seems to be working best for her and listen to her plans for the future.

D. Review her client list and tell her what she should be doing with each one.


	RESPONSES

A

B

C

D




	CASE 5

	Ed has worked in your team for the past five years.  He is technically sound but does not understand the big picture.  He has also turned off several people with his aggressive enthusiasm.  Since his last performance appraisal, in which you gave him some honest feedback, his confidence seems to be shaken.

	Actions

	A. Redirect him so that he understands exactly what he needs to do differently.

B. Listen to his concerns and then help him think through the steps he wants to take.           

C. Be patient and wait for him to come around on his own.                   

D. Listen to his concerns and then redirect him so that he understands exactly what he needs to do differently.


	RESPONSES

A

B

C

D




	CASE 6

	You have assigned Patrice, one of your best employees, to collect performance data that will be needed for an imminent strategy meeting.  She has been working diligently to get the work done on time.  Your boss has just requested the data a week early, and you fear Patrice may not react well to the shorter deadline.

	Actions

	A. Let her know the boss is looking for the data.         

B. Give her a new deadline and outline the steps for her to complete the work.                      

C. Ask her what she done so far and then outline the steps for her to complete the job.

D. Ask her what she has done so far and help her create a plan for finishing the job.


	RESPONSES

A

B

C

D




	CASE 7

	Barry has been in your area for many years.  He is normally a self-starter, and you have always been able to rely on him to get the toughest jobs done.  He has deadlines for several major tasks approaching rapidly.

	Actions

	A. Ask him about each task and give him your support on them.

B. Anticipate that he may need support but wait for him to approach you first.

C. Ask him about each task and then lay out clear expectations for each one.

D. Lay out clear expectations for each task and be explicit about what he should be doing.


	RESPONSES

A

B

C

D




	CASE 8

	Jenny is frustrated with her work and actively applying for other jobs.  She knows all the required tasks well but has a tendency to be careless even under normal circumstances.

	Actions

	A. Stay close to the situation and be sure that standards are maintained.                          

B. Ask her about her concerns and then give her a plan for maintaining standards during the interim.

C. Ask her about her concerns and help her develop her own plan for the interim. 

D. Let her know that she is needed to handle the work.


	RESPONSES

A

B

C

D




	CASE 9

	Your organization has embarked on a quality initiative and you have been assigned to lead a Continuous Improvement Team.  The team members represent all of the departments that have a direct interface with yours.  The first meeting is today.

	Actions

	A. Lead group discussions that help the members define the team’s mission and their roles.

B. Let the members outline the improvements they are planning to make in their own departments.

C. Clarify the team’s mission and explain members’ roles and responsibilities.      

D. Incorporate members’ suggestions as you determine operating principles and procedures.


	RESPONSES

A

B

C

D




	CASE 10

	You are leading a team that has performed well in the past.  The team members are experienced and have always handled responsibilities well.  Recently, they have seemed burned out and you are afraid their interest will drop off completely.

	Actions

	A. Leave them on their own for a while before you take any formal action.                  

B. Redefine their responsibilities clearly and work closely with them until the group is back on track.

C. Ask the group for ideas about changes that are needed and use their input to make improvements.

D. Lead discussions about the current situation and help the group decide what changes are needed.


	RESPONSES

A

B

C

D




Scoring the exercise

In the matrix below, enter your responses to each of the cases.  You will notice that the four actions have been reorganized into columns that reflect the leadership styles you have selected.  Be careful to get your answers in the right spaces.

Add each column to determine the total number of points you assigned to each style.  The four totals should add up to 50 points.

Finally, multiply each column by two to find out what percentage of each style you selected.  

The most common interpretation of scores is that:

· The style with the highest percentage is your main style

· Any style with 15 percent or more is a backup style

· Any style with less than 15 percent is a limited style.  

	
	Style 1


	Style 2
	Style 3
	Style 4

	Case 1
	B
	A
	D
	C

	Case 2
	C
	A
	B
	D

	Case 3
	C
	D
	A
	B

	Case 4
	D
	B
	C
	A

	Case 5
	A
	D
	B
	C

	Case 6
	B
	C
	D
	A

	Case 7
	D
	C
	A
	B

	Case 8
	A
	B
	C
	D

	Case 9
	C
	D
	A
	B

	Case 10
	B
	C
	D
	A

	Totals
	
	
	
	

	Percentages (Multiply by 2)
	
	
	
	


What the four leadership styles mean

The four styles are summarized in the table below.  Note that each one is presented in terms of effective and ineffective leadership – and that the effective and ineffective interpretations are really opposite sides of the same coin.

	Style
	Effective leadership
	Ineffective leadership

	Style One
	Directing

· Gives clear directions

· Provides complete, honest and consistent explanations

· Structures work carefully for their team

· Offers advice and feedback when requested
	Dominating

· Fails to appreciate the abilities/knowledge of their team

· Takes control unnecessarily

· Overrides and stifles the initiative of team members

	Style Two
	Problem-solving

· Involves team and others in decision-making

· Listens

· Questions and makes recommendations

· Allocates tasks which speed up decision-making
	Over-involving

· Gets involved in decisions which team members could make on their own

· Slows down decision-making by insisting on detailed discussion

· Often perceived as failing to prioritise

	Style Three
	Developing

· Uses a questioning, hands-off style

· Listens and observes body language

· Offers advice and opinions but leaves responsibility for decisions with team members 

· Encourages open discussion of problems

· Supports the team by facilitating their efforts 
	Over-accommodating

· Concentrates on relationships sometimes at the expense of results

· Can be perceived as ingratiating, and tends to lack respect

· Doesn’t provide useful feedback

· Can generate conflict by agreeing with everybody


	Style Four
	Delegating

· Delegates authority

· Empowers team members to make decisions and take initiative

· Minimises internal bureaucracy and formal communication

· Trusts people and communicates that trust

· Recognises strong performance
	Abdicating

· “Dumps” authority

· Is rarely visible or available

· Doesn’t provide constructive advice or opinion


Six leadership styles: purple leadership

This model is included to provide an example of an organization-specific approach.  If pressed, the facilitators may reveal which organization it is!   The following is an extract from corporate guidance on the “Purple Model of Leadership”

The Purple Model provides a simple way to understand our leadership strengths and development needs.  It comprises two broad styles of leadership styles known as ‘blue’ and ‘red’, and a superior style known as ‘purple’.


[image: image3.emf]Blue

-Action oriented

-Rational

-Directive

-Assertive

-Efficient

-Quantitative 

Red

-Relationship oriented

-Emotional

-Consultative

-Receptive

-Effective

-Qualitative

Purple

-Oriented towards achieving results through people

-Emotionally intelligent

-Inspirational

-Empowering

-Creative

-Systemic

-Confidence

-Competence

-Awareness of 

self/other/context

-Ethical sensibility

-Humility


Leaders who are confident and competent in the use of both blue and red leadership are able to mix these apparently contradictory styles into a third style – purple.  They use the purple style across situations, shifting emphasis towards blue or red depending on the specific context, but never lose the positive qualities of the other.  This is a highly flexible and adaptable style, efficient and effective, and suited to most contexts, especially those that involve complexity, ambiguity and change. 

Historically, our dominant leadership style is ‘blue’.  While this continues to be valued, the need for it to be balanced and enhanced by the red style (ultimately leading to purple) has become increasingly apparent.  

Six leadership styles: ethical leadership

Like a lot of management and leadership ideas, ethical leadership has an “official” champion – the Center for Ethical Leadership (http://www.ethicalleadership.org).

Here we find ethical leadership defined as: “…knowing your core values and having the courage to live them in all parts of your life in service of the common good.”
This model is relatively new, and (by comparison with say transformational theory) has little academic grounding.  At the same time though, the ideas put forward on ethical leadership will have a certain resonance with people looking for authenticity and commonsense, and particularly at a time when many are deeply suspicious of the ethics they see enacted in corporate life.

The 4-V Model

The 4-V Model of Ethical Leadership is a framework that aligns the internal (beliefs and values) with the external (behaviors and actions) for the purpose of advancing the common good.   It starts from the position that the ultimate purpose of leadership is to shape a future that is visionary, inclusive, and enables all members of society to fulfill their needs, dreams and potential.
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	Values. Ethical leadership begins with an understanding of and commitment to our individual core values. By first discovering the values at the core of our identities, we begin the process of integrating our unique values with our choice-making on all levels of our personal and civic lives.

Vision. Vision is the ability to frame our actions – particularly in service to others – within a real picture of what ought to be.

Voice. Claiming our voice is the process of articulating our vision to others in an authentic and convincing way that animates and motivates them to action.



	Virtue. Understanding that we become what we practice, we foster virtue by practicing virtuous behavior – striving to do what is right and good. In this way, we develop the character of virtue. In particular, virtue stands for the common good. Ethical leaders ask, “How are my values, vision and voice in keeping with the common good?”




Six leadership styles: transactional leadership

Transactional leadership often suffers by comparison with its most common counterpart (transformational leadership), yet…

· Its success can be seen in the way that most organisations are designed, and the way contracts of employment are usually configured

· Its importance is arguably more evident than ever right now, in a context of diminishing resources and rising social dissatisfaction.

Assumptions

· People are motivated by reward and punishment

· Social systems work best with a clear chain of command

· It may be necessary to sacrifice harmony for goal or task achievement.

· The primary functions of management are planning and control 

Style

The transactional leader works through creating robust structures where it is clear what is required of staff, and how they will be rewarded for meeting expectations. Punishments are not always mentioned, but they are also well-understood and formal systems of discipline are usually in place.

When the Transactional Leader allocates work to a staff member, they are considered to be fully responsible for it. 

The transactional leader often uses management by exception, working on the principle that if something is operating to defined (and hence expected) performance then it does not need attention. Exceptions to expectation require praise and reward for exceeding expectation, whilst some kind of corrective action is applied for performance below expectation. 

Six leadership styles: transformational leadership

Transformational leadership theory enjoyed a vogue in the 1990s and early part of this century.  The appeal is obvious: this is the way leaders and managers would like to see themselves and be seen…

Assumptions

· People will follow a person who inspires them

· Vision and passion are keys to success

· Employees are generally motivated to do the right thing

· The way to get things done is by injecting enthusiasm and energy.

Style

Transformational leaders believe in people’s innate motivation and ability to succeed. They trust their staff to take appropriate decisions and actions, given the right direction, environment and support.

Key phases in the way transformational leaders work are:

Developing the vision

Transformational leadership starts by creating a view of the future that will excite and convert potential followers. 

Selling the vision

The transformational leader seeks to build support for their vision, by convincing others – this takes commitment, and willingness to talk to people on their own terms, understanding and emphasizing “what is in it for them”.

Finding the way ahead

Some transformational leaders know how they want to deliver their vision, and simply want others to follow them. Others do not have a ready strategy, and will place a great deal of trust in their followers to find the right way ahead – so achieving the vision can be an ongoing process of course correction, and the Transformational Leader will accept that there will be failures along the way. 

Leading the charge

Transformational leaders are always visible. They show by their attitudes and actions how everyone else should behave. They also make continued efforts to motivate and rally their followers, walking the talk.

Six leadership styles: servant leadership

This term, created by Robert Greenleaf in the 1970s, describes a leader who may not be formally recognized as such; status is unimportant for the true servant-leader for whom any power they hold will have been achieved on the basis of their values and ideals. 

Assumptions

· The leader has responsibility for the followers

· Leaders have a responsibility towards society and those who are disadvantaged.

· People who want to help others best do this by leading them.

Principles

The servant leader serves others, helping them to achieve and improve.

There are two criteria of servant leadership:

· The people served grow as individuals, becoming 'healthier, wiser, more autonomous and more likely themselves to become servants' (Greenleaf, 1977). 

· The extent to which the leadership benefits those who are least advantaged in society (or at least does not disadvantage them). 

Principles of servant leadership defined by the Alliance for Servant Leadership are:

· Personal growth as a route to better serve others

· Service as a fundamental goal

· Trusting relationships as a basic platform for collaboration and service

· Creating commitment as a way to collaborative activity

· Community building as a way to create environments in which people can trust each other and work together. 

· Nurturing the spirit as a way to provide joy and fulfilment in meaningful work.

Six leadership styles: distributed leadership

With reference to the ideas of Alma Harris

Distributed leadership is primarily concerned with mobilizing leadership at all levels in the organisation not just relying on leadership from the top. It is about engaging the many rather than the few in leadership activity and actively distributing leadership practice.  The emphasis here is on practice and not leadership functions. 

The distributed model has been taken on most notably in Primary and Secondary Education, partly as a result of research suggesting a strong relationship between distributed patterns of leadership and improved student outcomes; and partly as a response to the increasing complexity of school configuration (with the increase of alternative structural models, such as academies, shared sites, amalgamations, etc.) 

 

Based on her own extensive research and experience of supporting the implementation of distributed leadership models, Alma Harris stresses the following important principles:

 

· Distributed leadership is not delegation

· Distributed leadership is an organisational condition 

· Distributed leadership is promoted not mandated 

· Distributed leadership is inclusive

· Distributed leadership does not mean everybody leads

· Distributed leadership has many organisational configurations. 

 

Distributed leadership is concerned with two things: 

 1. The process of leadership - how leadership occurs within the organisation 

2. Leadership activity - how leadership is enhanced and developed 

 

Engaging the many rather than the few in leadership activity is at the heart of distributed leadership. By moving beyond a pre-occupation with those in leadership positions, a distributed perspective urges us to look view leadership as a lateral form of agency. 

 

It is possible for distributed leadership to be counter-productive, particularly if it is equated with the simplistic notion of everyone leading. While distributed leadership implies that everyone within the organisation has leadership capability and capacity, in practice leadership will evolve in line with the needs of the organisation. Not everyone will be leading at the same time. It will depend on context, need and capability. 
Overview of authentic leadership
The UK originators of the Authentic Leadership model (Rob Goffee and Gareth Jones of the London Business School) define it as having five dimensions: understanding your purpose, practising solid values, leading with your heart, establishing connected relationships and demonstrating self-discipline. In short, being an authentic leader is about being true to yourself and your values - not presenting a false corporate image or trying to emulate the leadership style or characteristics of others.

Why is it important?
Employees and customers want to see a consistency of message and actions that demand more of leaders than merely satisfying the board and improving the bottom line. Authentic leadership can exist at all levels - not just the boardroom. It cannot be taught on a training course but can be developed as long as you have the correct motivation.

Where do I start?
At the core of authentic leadership is having a deep understanding of your own purpose or mission, and being passionate about it. This sense of purpose should be uniquely your own and provide the motivation for your desire to lead - not for selfish reasons such as prestige, power or money. If you have not been inspired to lead in this way, now might be an appropriate time to switch jobs, fields or companies.

Practise self-discipline
Integrity and strong values are generally heralded as essential traits of good leaders, but you must also be able to manage yourself to demonstrate that you are worthy of respect and so that your values remain consistent once they are translated into actions. You must also act as a role model for employees and be trustworthy. Being consistent in word and deed - or "congruent"- is essential.

Be courageous
Courage and authenticity are intrinsically linked, so you need to be daring and honest, and able to speak out to right wrongs, admit to personal weaknesses and own up to your mistakes. You must also face challenges and unfamiliar situations head on and have the ability to make tough decisions.

Further reading

Goffee and Jones (2006), Why Should Anyone be Led by You? Harvard Business School Press 

Developing leaders

One view of successful leadership is that it is about growing the capability of others; giving away power rather than exerting it, sharing information and acting as role model and coach. Creating space for leadership development with your followers or team is increasingly important. ‘Leadership is everyone’s business and everyone’s responsibility’. A key challenge for the leader is their capacity to grow and develop leaders at every level within the organisation, to identify and nurture the potential direct reports they have but may not be using. 

We are all products of our past. The past is a rich source of experiences and achievements and it is these experiences through which leadership is developed.  It is useful to reflect on these experiences and develop insight about:

· How they have shaped you as a leader or manager

· What values or beliefs you have a formed as a result

· How these may influence you management style and behaviour.

The self

Identifying and becoming the best leader you can be will for most people involve a level of personal change. Have a sense of curiosity about your personal leadership style. Ask yourself:

What assumptions do you hold about leadership? How is your definition of leadership progressing? 

How do you perceive your leadership style? Ask yourself what kind of leader do I want to be? What leadership style do I want to adopt? Evidence suggests that having just one style of leadership is restrictive and that you need a portfolio of styles from which to choose from in different situations, learning how to calibrate your leadership style to a given situation:

· What particular strengths do you have? What about weaknesses? 

· What special challenges do you face? 

· What is the context of your leadership role? 

· What are your values? What drives you? 

· What leadership style is admired and rewarded within your organisation? 

· What impact do you have on people around you? How do you know? 

Building on past success - understanding your values

Even if you are not conscious of them, or have never thought about them, you have values. Values represent ‘Behaviours or states of affairs that are considered by the individual to be important’.  

Values influence leaders in a number of ways. They:

· Affect your perceptions of situations and problems. 

· Affect what solutions you identify and how you solve problems. 

· Pay a key role in interpersonal relationships, how you view individuals and groups. 

· Affect your perceptions of individual and organisational successes. 

· Help you differentiate between right and wrong. 

Importance of feedback

Getting feedback on your leadership effectiveness can be difficult particularly if you are in a senior position; however it is here that feedback is probably needed more than ever. The most valuable feedback you can get is about perceptions of your behaviour and its impact. This can be an uncomfortable exercise and we may shy away from asking others about the impact we have on them. However, you’ll probably discover that you have more strengths than you realised. Psychometric tests and personality profiles have a useful part to play in providing insights in to you as a person, your impact on others and who you are as a leader. 360º feedback can be particularly helpful. If you have done a 360º questionnaire in the past or received similar type of feedback at your appraisal, revisit some of the highlights. What seems relevant now in terms of your leadership?

Maximising strengths and minimising weaknesses

To be the leader you want to be means learning about yourself, your skills, knowledge, attitudes, inadequacies, beliefs, prejudices, fears, abilities and shortcomings. Self-confidence comes with maximising strengths and overcoming weaknesses. People may appreciate your ability to listen and get things done on time, less inspirational may be your impatience when under pressure. Sometimes we do not see or underestimate what others value most about us; empathy, a sense of humour. To capitalise on our strengths we first need to know and recognise them. 

When undertaking any form of self-development we invariably focus on our weaknesses and pay little attention to strengths forgetting that strengths are what got us to where we are today. Eliminating the problem or weakness is not enough, you need to understand and exploit your strengths. The message is to discriminate your natural talents from those you can learn. What is effective about my leadership style? What do I need to change in order to become even more effective? 

Understanding your impact

As individuals we are bags of potential - we are complicated, have feelings, aspirations, hopes, personal values etc. We each have a number of different personalities, the achiever, the joker, the mother, father, lover, procrastinator, etc. Think about your own internal cast of characters - how do you respond to events in your life? Is there one character in particular who keeps appearing? When does this character appear? What triggers its appearance? Are you in control of this character? How does this character impact on your on your leadership style? Does it help or hinder? 

	Exercise: 360° feedback
Self-assessment exercises like the situational leadership questionnaire can be quite illuminating but to get a real understanding of your management behaviours and impact you need to get feedback from others….


Here is a simple process you can follow to get some useful 360° feedback

1. Choose a selection of people able to comment in an informed way on your management from different perspectives.  Ideally this should include:

a. Your own manager

b. Peers or colleagues inside the organisation

c. People you manage

d. People outside the organisation who would be affected by your management, such as clients, partner agencies, etc.

2. Give them a copy of the leadership styles summary on page 32 - this could be emailed or printed

3. Ask them (in their own time) to give you some brief written feedback in answer to the following questions:

i. Which of these styles would be most appropriate for you to adopt

ii. Which of them do they think you actually adopt

iii. What are the aspects of your management which are most effective

iv. What do they think you should do more often

v. What do they think you should do less often

4. Having received their feedback:

a. Compare the results for questions (i) and (ii) with your own self-assessment - are there any significant differences and what do they tell you

b. What can you learn from their comments in response to questions (iii)-(v)?

How managers are judged

There is a wide variety of ways in which successful management can be judged.  Below is a summary of some of the main approaches, and it is likely that you will have experienced a combination of these in your management career to date.

Outputs 

This approach focuses on the results delivered by the manager and their team, and can be viewed in terms of:

· Productivity - e.g. performance in relation to numerical targets

· Quality - e.g. performance in relation to stakeholder satisfaction or compliance

· Timeliness - this is most relevant where there is pressure to hit deadlines, such as in a project-oriented environment

· Income generation - this will tend to be most relevant in sales or revenue generating roles

Inputs

This approach tends to emphasise efficiency and measure the extent to which the manager is delivering required results within available resource constraints

Change or improvement 

Increasingly managers are measured on their ability to make things better, for instance:

· Achieving efficiency gains

· Introducing new processes, services or products

· Turning around problematic teams or customers

Competencies

Many employers use competency models to evaluate management effectiveness (there is more on this approach later).  These tend to come into play at specific junctures including selection, performance review and training.  Usually, a competency model will define the characteristics expected of an effective manager, and provide a means of assessing people against it.

Behaviours

Related to the competency approach, behaviour-based evaluation of managers tends to focus on how they are perceived by others, with assessment often conducted on a 360° basis.

	Exercise: How your management effectiveness is measured
Use the space below to make some notes about how you are evaluated as a manager, and whether you feel there is scope to improve the way this is done.




	1. How is your management performance assessed?

2. Which (if any) of the approaches described on page 36 is used?

3. Which of them do you think would help to provide a more accurate or rounded assessment of you as a manager, and why?




Competencies: the pros and cons

The term competency gained popularity after the publication of Richard Boyatzis’ book The Competent Manager (1982).  In it, Boyatzis defined a competency as “an underlying characteristic of a person – a motive, trait, skill, aspect of one’s self image or social role, or a body of knowledge which he or she uses.”  Within the leadership field, however, competencies typically refer to behavioural dimensions of leaders.  Competency models as such provide a catalogue of the leadership traits desired by the organisation in its managers.  These traits in turn become the key attributes to be developed.

The advantages of these models are multiple. 

· They are often constructed around tangible dimensions – either behaviours, outcomes, or activities.  They can be visibly measured. 

· They send a clear message to an organisation about the specific attributes that are considered valuable at this point in time. 

· They can establish a common language around what leadership really means in that particular organisation.  If they are linked to rewards and performance measures, they can establish clear expectations.  They can also be tied to the company’s core values and vision.

· They provide a framework or checklist for both individual managers and their organisations to benchmark themselves – in other words, to see which competencies are strong or weak within the individual and within the management ranks of the organisation.  

Competency models can become a powerful design tool, but it is important to recognise their shortcomings.  

There is often a strong tendency to use them as “universal” criteria - standards everyone has to live up to.  A manager must be “an agile learner,” “empowering,” “reflective,” “team-building,” “able to develop their people,” “able to understand market-place trends,” and the list goes on.  We forget that many of these competencies are derived from “ideal types” of leadership.  In other words, if this were a perfect world, this is what the ideal leader would look like.  It is doubtful that many managers can in reality possess all or most of the qualities that are commonly identified.  Organisations need to be thoughtful about prioritising the competencies that an individual manager needs to focus on in their own development.

By employing a universal set of criteria across management levels, competency models can fail to recognise that leadership requirements vary by level and by situation.  The leadership skills demanded at senior executive levels are vastly different from those at frontline levels or even the middle levels.  In addition, it is taken as a given that these models apply across functions and operating units.  In reality, different units may demand different leadership styles given their unique requirements.  For example, a more directive style may be necessary in an operating unit that has minute-to-minute delivery demands versus a strategic planning unit where a consultative approach is often the norm.  Yet many models do not provide for this level of differentiation.

There are other problems.  Competency models tend to “stabilise”.  For example, many of the leadership competencies we see today have been in use for practically a decade.  For this reason, it is wise to periodically review competencies.  Often, competency models are derived from research comparing high and low performers within an organisation, the high performers creating the benchmarks.  While today’s high performers may tell us about today’s essential skills, they may or may not tell us about what is needed in the future.  In a rapidly changing business environment, these models may simply reinforce behaviours that are soon outdated.  Organisations must continually ask themselves whether their competency lists are still appropriate given changes in company marketplaces and in the organisation.

Finally, there are the issues of integration.  Many organisations use these models in their training programmes but in isolation from the actual reward and performance measurement systems of the firm.  So while the competencies draw attention to behaviours such as “empowering others,” a manager in organisation X may in reality be rewarded solely on his or her performance outcomes, not on actual behaviour.  As long as an individual delivers on his or her budget or revenue goals, there may be no penalty for being ineffective at building collaborative teams.  Competency models need teeth – they need to be embedded in both an organisation’s rewards, promotion criteria, and performance measurements.
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Blue

- Action oriented

- Rational

- Directive

- Assertive

- Efficient

- Quantitative 

Red

- Relationship oriented

- Emotional

- Consultative

- Receptive

- Effective

- Qualitative

Purple

- Oriented towards achieving results through people

- Emotionally intelligent

- Inspirational

- Empowering

- Creative

- Systemic

- Confidence

- Competence

- Awareness of self/other/context

- Ethical sensibility

- Humility
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