Unit- 3

Meaning, Factors and Attributes of Leadership



Objectives

Reading this Topic, the student will able to

· 1. Understand the concept leadership

· 2. Define leadership

· 3. Comprehend the factors of leadership

· 4. Explain the attributes of a effective leader

​MEANING 

Leadership is an energizing factor that accelerates the functioning of an organization. A great leader can inspire the entire community by his thoughts and deeds. These influences radiate and energize his community towards a common goal. Successful implementation of the programmes and projects of every institution/company relies upon the leadership behaviour of the supervisors, and administrators of concerned institutions.

​Leadership-Meaning 

Leadership is a process by which a person influences others to accomplish an objective and directs the organization in a way that makes it more cohesive and coherent. 
The leader is a person who influences others to attain goals. The greater the number of followers shows the intensity of influencing power of the leader, and the more successful the attainment of worthy goals, the more evident the leadership. Outstanding leaders combine good strategic substances and effective interpersonal process to formulate and implement strategies that produce results and sustainable competitive advantage. 
Good leaders are made not born. If one has the desire and willpower, he can become an effective leader. Good leaders develop through a never ending process of selfstudy, education, training, and experience (Jago, 1982). Developing team spirit among subordinates and inspiring them to achieve targeted goals are the warranted qualities of an effective leader. Good leader can build these professional competencies through continuous works and effective training programmes.
Leadership-Definition 

Some important definitions of Leadership are as follows: 

Stogdill (1950) “Considers leadership is the process of influencing the activities of an organised group in its efforts towards goal setting and goal attainment”. 

Tannenbaum (1961) “Leadership is interpersonal influence exercised in a situation and directed through communication process, towards the attainment of a specified goal or goals”. 

”

​Factors of Leadership 

There are four major factors in leadership such as Leader, 
Followers, Communication and Situation. Leader must have an honest understanding of who he is, what he knows, and what he can do. It is the followers, not the leader or someone else who determines whether the leader is successful. If they do not trust or lack confidence in their leader, then they will be uninspired. To be successful, one has to convince his followers, not himself or his superiors, that he is worthy of being followed. Followers are the subordinates of a head. Leader must know his people. The fundamental starting point is having a good understanding of human nature, such as needs, emotions, and motivation. Leader must come to know his employees’ be, know, and do attributes. Communication maintains good relationship between leader and followers as well as shows the leader efficiency. A head lead through two-way communication. Much of it is nonverbal. Communication should be polite and gentle in manner. It should strengthen the human relations. There are many different situations one leader has to face. What the leader do in one situation will not always work in another. He must use his judgment to decide the best course of action and the leadership style needed for each situation. For example, leader may need to confront an employee for inappropriate behaviour, but if the confrontation is too late or too early, too harsh or too weak, then the results may prove ineffective. The situation normally has a greater effect on a leader's action than his or her traits. This is because while traits may have an impressive stability over a period of time, they have little consistency across situations (Mischel, 1968). Various forces will affect these four factors. Examples of forces are relationship with seniors, the skill of followers, the informal leaders within the organization, and how the organization is organized.

​Attributes of Effective Leader 

Effective leaders utilize different ways to lead a group. Some maintain a low profile but are analytical; some are charismatic and intuitive. There is no single leadership style that is effective in all situations. The effectiveness of a leadership style depends on the nature of situation which it faces. Most important thing is that all effective leaders should have a high degree of emotional intelligence. Goleman (1998) pointed out that the self awareness, self regulation, motivation, empathy and social skill are the attribute of an effective leader, all these constitute ones’ emotional intelligence which is indispensable for effective leadership.

​Self awareness - when an individual expresses deep understanding of emotions, strengths, weakness, needs and drives, he may be branded with the quality of self awareness. An effective leader badly needs the quality of self awareness. Leaders with strong self awareness are neither overly critical of their subordinates, nor unrealistically hopeful in their expectation. They will be honest with themselves and with others. Leaders with high self awareness understand how their feelings affect themselves and others, and also their performance on the job. High self aware leaders are aware of their values and goals clearly, they are confident of what they are doing and where they are leading, have realistic self assessment, ability to admit mistakes, are comfortable on talking about their strengths and weaknesses, and they appreciate constructive criticism. Self aware leaders express self confidence in their task and ready to take help from others when they feel necessary. They do not strain themselves on assignment but are eager to take ability bounded risks.
​Self regulation- makes people free from being tensioned of their own feelings. It helps them control bad moods and emotional impulses, and even redirect them to achieve a purpose. It is an important characteristic of an effective leader. Effective leader can control their feelings and impulses and create an environment of trust and fairness. Such an environment facilitates focusing all energies on achieving the desired objectives rather than on internal politics as well as fighting each other, which loose the integrity and mental health of the group. Talented people prefer to join, and stay on at, such organizations. Self regulation enhances integrity, a personal virtue which is an organizational strength as well. Most unethical incidents that occur in organizations arise from impulsive behaviour. In most cases people do not plan to exaggerate results, or use power for selfish purposes. However, when they come across an opportunity, they surrender to their baser impulses as they lack self control. Effective leaders are capable of a high degree of self regulation, and do not allow themselves to act on impulses.

​

Motivation - effective leaders are not motivated by external factors such as extended salary, royal power and so forth, instead an internal enthusiasm which motivates him to achieve a particular task. They seek creative challenges, have a passion for learning, and enjoy the pleasure of successful performance of job. They display remarkable patience in improving past performances. Effective leaders are highly energetic and are often restless. Creative and innovative way performing task is another attraction of effective leaders. 

Empathy is the most visible trait of an effective leader. Empathy does not mean adopting others emotions as one’s own. Nor it is attempting to please everyone. Empathy means thoughtfully considering employees’ feelings-along with other factors in the process of making intelligent decisions. 

Social skills are the ability of an individual to deal with society effectively in accordance with the situations. Socially skilled people have wide circle of connections. They are extremely good at establishing common ground with all kinds of people. This ability helps them in building rapport with the society quickly. They incorporate many hands while performing the common and social welfare dealings. They believe that nothing important get done alone. 

These characteristics of effective leaders complement and reinforce each other. Effective leaders good at self regulation can understand and control their emotions. Their self regulation helps them in building and managing relationships, high level of motivation helps them in displaying superior social skills. Motivated people are optimistic even when they face setbacks and failures. They are happy in their conversations and social encounters. This too helps them in building relationships. Socially skilled people are expert at managing the team. Their influential skills, complemented by self awareness, self regulation, and empathy, make this possible. 

2. Leadership Styles & Behaviours

A leader is a person who influences a group of people towards the achievement of a goal while leadership is the art of motivating a group of people to act towards achieving a common goal. Different leadership styles will result in different impact to organization. The leader has to choose the most effective approach of leadership style depending on situation because leadership style is crucial for a team success. By understanding these leadership styles and their impact, everyone can become a more flexible and better leader.
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1. Transactional Leadership

Transactional leadership is a term used to classify a group of leadership theories that inquire the interactions between leaders and followers. This style of leadership starts with the premise that team members agree to obey their leader totally when they take a job on. The “transaction” is usually that the organization pays the team members, in return for their effort and compliance. As such, the leader has the right to “punish” team members if their work doesn’t meet the pre-determined standard. Team members can do little to improve their job satisfaction under transactional leadership. The leader could give team members some control of their income/reward by using incentives that encourage even higher standards or greater productivity. Alternatively a transactional leader could practice “management by exception”, whereby, rather than rewarding better work, he or she would take corrective action if the required standards were not met.

Transactional leadership is really just a way of managing rather a true leadership style, as the focus is on short-term tasks. It has serious limitations for knowledge-based or creative work, but remains a common style in many organizations.

2. Autocratic Leadership

Under the autocratic leadership styles, all decision-making powers are centralized in the leader as shown such leaders are dictators. Autocratic leadership is an extreme form of transactional leadership, where a leader exerts high levels of power over his or her employees or team members. People within the team are given few opportunities for making suggestions, even if these would be in the team’s or organization’s interest.

Autocratic leadership styleÂ is often considered the classical approach. It is one in which the manager retains as much power and decision-making authority as possible. The manager does not consult employees, nor are they allowed to give any input. Employees are expected to obey orders without receiving any explanations. The motivation environment is produced by creating a structured set of rewards and punishments. Autocratic leaders make decisions without consulting their teams. This is considered appropriate when decisions genuinely need to be taken quickly, when there’s no need for input, and when team agreement isn’t necessary for a successful outcome.

Many people resent being treated like this. Because of this, autocratic leadership often leads to high levels of absenteeism and staff turnover. Also, the team’s output does not benefit from the creativity and experience of all team members, so many of the benefits of teamwork are lost.

For some routine and unskilled jobs, however, this style can remain effective, where the advantages of control outweigh the disadvantages.

3. Transformational Leadership

Transformational leadership is a leadership style that is defined as leadership that creates valuable and positive change in the followers. A transformational leader focuses on “transforming” others to help each other, to look out for each other, to be encouraging and harmonious, and to look out for the organization as a whole. In this leadership, the leader enhances the motivation, morale and performance of his follower group. A person with this leadership style is a true leader who inspires his or her team with a shared vision of the future. Transformational leaders are highly visible, and spend a lot of time communicating. They don’t necessarily lead from the front, as they tend to delegate responsibility amongst their teams. While their enthusiasm is often infectious, they can need to be supported by “detail people”.

In many organizations, both transactional and transformational leadership are needed. The transactional leaders (or managers) ensure that routine work is done reliably, while the transformational leaders look after initiatives that add new value.

4. Servant Leadership

This term, coined by Robert Greenleaf in the 1970s, describes a leader who is often not formally recognized as such. When someone, at any level within an organization, leads simply by virtue of meeting the needs of his or her team, he or she is described as a “servant leader”. Servant Leadership’s focus was on the leader as a servant, with his or her key role being in developing, enabling and supporting team members, helping them fully develop their potential and deliver their best. In many ways, servant leadership is a form of democratic leadership, as the whole team tends to be involved in decision-making.

Supporters of the servant leadership model suggest it is an important way ahead in a world where values are increasingly important, and in which servant leaders achieve power on the basis of their values and ideals. Others believe that in competitive leadership situations, people practicing servant leadership can find themselves “left behind” by leaders using other leadership styles. Followers may like the idea of servant leadership so there’s something immediately attractive about the idea of having a boss who’s a servant leader. People without responsibility for results may like it for its obviously democratic and consensual approach.

5. Charismatic Leadership

The Charismatic Leader and the Transformational Leader can have many similarities, in that the Transformational Leader may well be charismatic. Their main difference is in their basic focus. Whereas the Transformational Leader has a basic focus of transforming the organization and, quite possibly, their followers, the Charismatic Leader may not want to change anything. A charismatic leadership style can appear similar to a transformational leadership style, in that the leader injects huge doses of enthusiasm into his or her team, and is very energetic in driving others forward.

However, charismatic leaders can tend to believe more in themselves than in their teams. This can create a risk that a project, or even an entire organization, might collapse if the leader were to leave because in the eyes of their followers, success is tied up with the presence of the charismatic leader. As such, charismatic leadership carries great responsibility, and needs long-term commitment from the leader.

6. Democratic Leadership or Participative Leadership

Although a democratic leader will make the final decision, he or she invites other members of the team to contribute to the decision-making process. This not only increases job satisfaction by involving employees or team members in what’s going on, but it also helps to develop people’s skills. Employees and team members feel in control of their own destiny, and so are motivated to work hard by more than just a financial reward. Democratic leadership can produce high quantity work for long periods of time. Many employees like the trust they receive and respond with cooperation, team spirit, and high morale.
 As participation takes time, this style can lead to things happening more slowly than an autocratic approach, but often the end result is better. It can be most suitable where team working is essential, and where quality is more important than speed to market or productivity.

7. Laissez-Faire Leadership

The laissez-faire leadership style is also known as the “hands-offÂ¨ style. It is one in which the manager provides little or no direction and gives employees as much freedom as possible. All authority or power is given to the employees and they must determine goals, make decisions, and resolve problems on their own.
This French phrase means “leave it be” and is used to describe a leader who leaves his or her colleagues to get on with their work. It can be effective if the leader monitors what is being achieved and communicates this back to his or her team regularly. Most often, laissez-faire leadership works for teams in which the individuals are very experienced and skilled self-starters. Unfortunately, it can also refer to situations where managers are not exerting sufficient control. The advantage of this kind of style is positive only in the case when the employees are very responsible and in case of creative jobs where a person is guided by his own aspirations. In these cases, less direction is required so this style can be good. This style has more disadvantages because usually it is the result of the lack of interest of the leader that leads to his adopting this style. It proves poor management and makes the employees lose their sense of direction and focus. The disinterest of the management and leadership causes the employees to become less interested in their job and their dissatisfaction increases.

8. Bureaucratic Leadership

This is style of leadership that emphasizes procedures and historical methods regardless of their usefulness in changing environments. Bureaucratic leaders attempt to solve problems by adding layers of control, and their power comes from controlling the flow of information. Bureaucratic leaders work “by the book”, ensuring that their staff follow procedures exactly. This is a very appropriate style for work involving serious safety risks such as working with machinery, with toxic substances, at heights or where large sums of money are involved such as cash-handling.

In other situations, the inflexibility and high levels of control exerted can demoralize staff, and can diminish the organization’s ability to react to changing external circumstances.

