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Leadership and Start-up team management 

Descriptors 

Course title: Leadership and Start-up team management 

Course unit code M-IDP-LT 

University delivering 

the course:  

Kharkov National University of Civil Engineering and 

Architecture 

Type of course unit Optional 

Level of course unit Masters level 

Number of ECTS 

credits allocated 
3 Credits (75-90 hours of student work) 

Mode of delivery distance learning 

Prerequisites and co-

requisites:  

Students enrolled in this course do not need any special  

background  

 

Learning outcomes of the course unit 

On successful completion of the module, students will be able to: 

-demonstrate knowledge and understanding of modern demands to the efficient 

leadership in dynamic changing highly technological and integrating world;  

demonstrate awareness of the issues and themes of present date leadership debate as well 

as  highest standards of achievement in leadership;  

- self-development and learn to learn as well as learn from the life; develop analytical 

and critical thinking and understanding; evaluate ideas, proposals; form evidence; draw 

appropriate conclusions and summarize arguments; generate creatively new ideas;  

- work with high degree of collaboration; make decisions as well as develop ethical 

framework for decision making; respect for points of view derived from others or other 

cultural background; appreciate diversity and multicultural quality of contemporary 

European society; identify or work towards targets for personal, academic and career 

development; adopt proactively to changing situations; be responsible and self-critical 

for once own actions; plan and manage time; 

- receive and respond to a variety of information sources; identify and use appropriately 

sources of relevant information and tools; use standard and electronic resources 

effectively and critically; reference sources accurately and appropriately; use 

terminology correctly; express and communicate to a variety of audiences appropriately 

by speaking and writing  

 

Course contents 

For a 3 credit course (module) the expectation is that students will work between 75 and 90 hours. This is 

divided as follows; for each hour of direct contact with the lecturer (lecture, workshop, seminar) there will 
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be 10 hour of student work. This means that we are expected to have 7-9 hours of direct (or mediated 

contact in the case of distance learning) contact with the student. The reminder is student independent work 

(reading, solving formative and summative assignments, making presentations etc) 

Course unit 1: Leadership and learning 

Essence of leadership. Is leadership natural? Who can be a leader? Leadership and 

existential cycle of learning. Leadership as a way of life. 

Interactive seminar: Leaders learning from the life. 

 

Course unit 2: Leadership and management 

Forms of power. Approaches to management. Principles and methods of management. 

The reason of failure in management. From manager to leader. 

Interactive seminar: How to deal with the critical boss? 

 

Course unit 3: Leadership and behaviour 

Leadership and emotional intellect. Leadership under difficult and dangerous situation. 

Leadership and empathy.  Leadership and ability to hear. Leadership and confidence. 

Interactive seminar: Leaders’ aggressive-passive-assertive behaviour  

 

Course unit 4: Leadership and followers 

Power of influence and leadership. Charismatic leadership. Inspiring leadership. 

Example for following. Vertical and horizontal leadership. Basic factors of efficient 

leader-follower interaction.  

Interactive seminar: Leader’s self exposure and getting feedback.  

 

Course unit 5: Leadership and conflict resolution 

Approaches to conflict. Factors influencing the conflict situations. Types of conflict. Self-

esteem and conflict style. Life position and conflict style. Handling confrontation. 

Interactive seminar: Leadership for transferring conflict into constructive problem 

solving? 

 

Course unit 6: Leadership and  team 

Essence of the team-people united by a common purpose. Benefits of team work. Highly 

efficient teams. Qualities necessary for creating an effective and harmonious team.    

Interactive seminar: Leading a synergetic team 

 

Course unit 7: Leadership and  qualities self-development 

Types of natural leaders. Types of leaders in the practice of national business relations. Types 

of leaders in countries with highly developed economy. Wish to act. Responsibility. Feeling of 

to involvement. Self-discipline.  

Interactive seminar: Leader’s personal code and portfolio. 

 

Course unit 8: Leadership as a mission 

Organizational barriers in leadership. Culture – structure – behaviour. Liberty for ongoing leadership. 

Values, communication and freedom. Vision.  Creating atmosphere of confidence. Transformational 

leadership. Development of leadership potential. 

Interactive seminar: Leader’s ability to hear and delegate 
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Recommended or required reading 

Literature: 

1. Personal Factors Associated with Leadership: a Survey of the Literature, Journal 

of Psychology paper, Ralph Stogdill, 1948 

2. Organizational Behaviour, David Buchanan and Andrzej Huczynski, 1985 

3. The Leadership Challenge, James Kouzes and Barry Posner, 1987 

4. The Managerial Grid: The Key to Leadership Excellence, Robert Blake and Jane 

Mouton, 1964 

5. Kurt Lewin, Leadership Behaviour paper, Journal of Social Psychology, 1939 

6. How to Choose a Leadership Pattern, Harvard Business Review article, Robert Tannenbaum and 

Warren Schmidt, 1958 

7. A Theory of Leadership Effectiveness, Fred Fiedler, 1967 

8. A Path-Goal Theory of Leader Effectiveness, Robert House T R Mitchell, 1971/74 

9. Management of Organizational Behavior: Utilizing Human Resources, Paul Hersey and Ken 

Blanchard, 1982 

10. Reframing Organizations: Artistry, Choice and Leadership, Lee Bolman and 

Terry Deal, 1991 

11. Effective Leadership, John Adair, 1983 

12. Robert Greenleaf, Servant Leadership, 1977 

13. The Bases of Social Power, John French and Bertram Raven, 1958/59 

14. Leadership, James MacGregor Burns, 1978 

15. Leadership and Performance Beyond Expectations, Bernard Bass, 1985 

16. Leading Change, John Kotter, 1996 

17. The Case for Servant Leadership, Kent Keith 

18. Seven Pillars of Servant Leadership, James Sipe and Don Frick, 2009 

19. The Long-Term Organizational Impact of Destructively Narcissistic Managers, 

Roy Lubit, 2002 

20. Guide to the Management Gurus, Carol Kennedy, 1991/2002 

21. Leadership Theory and Practice, Peter Northouse, 2010 

22. The Three Levels of Leadership: How to Develop Your Leadership Presence, Know-how and 

Skill, James Scouller, 2011 

 

Other Internet based materials: 

1. http://www.businessballs.com/leadership-theories.htm#leadership-terminology-

clarification  

2. http://www.businessballs.com/leadership-theories.htm#differences-management-

leadership 

3. http://www.businessballs.com/leadership-theories.htm#leadership-definitions  

4. http://www.businessballs.com/leadership-theories.htm#leadership-purpose  

http://www.businessballs.com/leadership-theories.htm#leadership-terminology-clarification
http://www.businessballs.com/leadership-theories.htm#leadership-terminology-clarification
http://www.businessballs.com/leadership-theories.htm#differences-leadership-
http://www.businessballs.com/leadership-theories.htm#differences-leadership-
http://www.businessballs.com/leadership-theories.htm#leadership-definitions
http://www.businessballs.com/leadership-theories.htm#leadership-purpose
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5. http://www.businessballs.com/leadership-theories.htm#leadership-glossary-

terminology  

6. http://www.businessballs.com/leadership-theories.htm#overview-leadership-

article  

7. http://www.businessballs.com/leadership-theories.htm#leadership-models  

8. http://www.businessballs.com/leadership-theories.htm#leadership-philosopis  

9. http://www.businessballs.com/leadership-theories.htm#leadership-styles  

10. http://www.businessballs.com/leadership-theories.htm#training-teaching-use   

 

 

 

 

 

Planned learning activities and teaching methods  

Learning activities: 

Tutor led web-based sessions provide the broad methodological and conceptual 

framework for students’ learning as each major section is introduced. 

Web-based interactive seminars are used to explore these methods and concepts, and 

to explore the application of principle to factual scenarios of increasing complexity.  

A programme of guided study is used to support both lectures and the seminar 

programmes. Students are expected to participate in a web-based discussion on the topic 

set by the lecturer. 

 

Teaching methods: 

 The innovative approach of modeling existential situation for students’ cognitive 

and personality development is used. The students are raising the competence staircase 

from the stage of unconscious incompetence via stage of conscious incompetence to the 

stages of conscious competence and unconscious competence. For this an educative event 

is organized in the context of the target theme to provide information that motivates 

students to go through 5 stages of existential circle of development by answering the 

range of internal questions:  

1st stage of introduction to the problem: is aimed at identifying the personal sense of 

development by creating real problem situation for students to realize the lack of their 

individual resources (competences) for personal senses realization under condition of 

real life activity. The internal question is if the information has personal sense 

(significance) for me?  

2nd stage of zone of individual development identification: is aimed at identifying the 

possibility of personal sense realization by analyses of the internal resources (experience, 

motivation, aims, competences, abilities, qualities, skills, style of cognition) level of 

development in the context of discovered needs as well as their correspondence to the 

demands of the current situation. As a result a zone of individual development is identified 

by the technique of course competence profile and personal competence profile 

superposition. The discovered gaps serve as orientation for the program of individual 

http://www.businessballs.com/leadership-theories.htm#leadership-glossary-terminology
http://www.businessballs.com/leadership-theories.htm#leadership-glossary-terminology
http://www.businessballs.com/leadership-theories.htm#overview-leadership-article
http://www.businessballs.com/leadership-theories.htm#overview-leadership-article
http://www.businessballs.com/leadership-theories.htm#overview-leadership-article
http://www.businessballs.com/leadership-theories.htm#-leadership-philosopis
http://www.businessballs.com/leadership-theories.htm#-leadership-styles
http://www.businessballs.com/leadership-theories.htm#overview-leadership-article
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development. The internal question is if I can realize the personal sense by means of my 

own resources? 

3rd stage of making choice of activities: is aimed at sharing theoretical knowledge by 

considering different approaches (concepts) in the context of discovered needs for individual 

development. As a result the program of actions for restoring the discovered disbalance 

between the level of individual resources development and current situation demands is chosen 

or developed. The internal question is what options I have? 

4th stage of practice: is aimed at developing students’ practical skills in the process 

of solving structures tasks by creating special practical situations for the students trying 

out the efficiency of the chosen strategy to meet the discovered needs in individual 

resources development.  

5th stage of generalization: is aimed at automation of the acquired knowledge and 

development of students’ skills, abilities and qualities by transferring chosen efficient 

strategy to the real conditions of life activity. As a result actions automation and 

integration into individual resources is taken place on the bases specially developed plan 

of real practical actions. The gradual transference from concrete practical tasks to not 

standard creative tasks is taken place.  

There is a greater emphasis on independent learning.  

 

 

 

Assessment methods, criteria and regime 

Innovative self esteem mode is used. Specially designed program allows building 

students’ cognitive and personality profiles in the beginning, in the middle and at the end 

of learning process to monitor the dynamics of students development and tune the course 

to the personal needs. Special matrix built on the received data helps to create the 

individual program of self-development.  

The traditional assessment regime allows students to develop skills and knowledge and 

apply them through a formative/summative coursework assessment. All learning outcomes 

are assessed in relation to differing substantive areas in both course-works and 

examination. The examination tests a range of the substantive areas and the skills relevant. 

The course-works focus on discrete areas of indicative content:  

1. Course-work 1 - Essay / Problem Question 2000 - 3000 words. Weighting 50% 

2. Coursework 2 - Contribution and participation to web-based group discussion. 

Weighting 50% 

 

Skills and Personal Development Plan Statement 

This course (module) provides the opportunity for students to enhance leader abilities: 

1. to identify a zone and strategy of development adequate to individual cognitive style;  

2. to use existential experience as means of learning;  

3. to work out strategy for goal setting and action plan based on realistic assessment of 
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actual situation; 

4. to inspire followers’ motivation as a key factor of professional, social and 

existential efficiency; 

5. to provide adequate self-disclosure and encouraging a high degree of feedback; 

6. to provide complementary and crossed transaction for avoiding manipulation; 

7. to act assertively; 

8. to transfer conflict into constructive course; to use typology for efficient problem 

solving;  

9. to manage perception of stressful events; to support others when solving their 

problems; 

10. to select  and lead the synergetic team;  

11. to see the  key result arias, to prioritize,  to delegate 

 

Teaching and learning materials 

1. Textbook “Leadership and Start-up team management”;  

2. 8 PowerPoint presentations;  

3. Texts for reading and research articles; 

4. Guide for mentors.  

5. Program for building students cognitive and personality profiles. 

6. Tests and questionnaires: 

7. Learning diary 
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Teaching and learning materials 

 

 
 Introduction 

 

The course of ‘Leadership and Start-up team management’ (LSTM) aims at developing 

competence in leadership strategies within start-up centres for providing their efficiency under 

dynamic conditions of modern society. It is based on innovative principles of Eco-Humanistic 

Technology of Self-Development (EHTSD) that integrates theoretical and practical learning via 

interactive lectures reflecting the existential process of life long learning. The learning is 

individualized by means of analyzing personal experience in the context of experience of 

mankind presented as scientific theories of leadership. The course is intended to be a 

comprehensive and useful summary of leadership (concepts, theories and thinking) for 

improving clarity and awareness of what leadership means for developing cognitive and 

personality leadership resources of start up centres.  The materials can be used for: a) self-

development - understanding and improving personal leadership knowledge and capability; 

b) teaching and training others - about leadership - what it is and means, and how to do it 

- to lead others - effectively, c) creating friendly environment for developing leadership 

capacity of modern efficient start-up centres. 

 

Within this overall aim, the LSTM course will specifically offer: 

 definitions of leadership and the purposes of a leader; 

 explanations and differentiations of leadership terminology;  

 explanations of the main models,  philosophies and styles of leadership including 

interpretations  helpful for the understanding and application of leadership theory; 

 tasks for reflection of acquired knowledge in the context of personal, followers’ and 

organisation needs for identifying zones of   individual, team and environment 

development; 

 tasks for conceptualization of acquired experience in the format of ‘Personal 

Learning Diary of Leadership development’ (PLDL); 

 practical work for developing leadership skills and abilities within EHTSD seminars; 

 tasks for creating plan of leadership resources development under conditions of 

everyday life.  

 
 Learning outcomes of the LSTM course 

 

On successful completion of the LSTM course, students will be able to: 

 demonstrate knowledge and understanding of modern demands to the efficient 

leadership in dynamic changing highly technological and integrating world;  
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demonstrate awareness of the issues and themes of present date leadership debate as 

well as  highest standards of achievement in leadership;  

 self-development and learn to learn as well as learn from the life; develop analytical 

and critical thinking and understanding; evaluate ideas, proposals; form evidence; 

draw appropriate conclusions and summarize arguments; generate creatively new 

ideas;  

 work with high degree of collaboration; make decisions as well as develop ethical 

framework for decision making; respect for points of view derived from others or other 

cultural background; appreciate diversity and multicultural quality of contemporary 

European society; identify or work towards targets for personal, academic and career 

development; adopt proactively to changing situations; be responsible and self-critical 

for once own actions; plan and manage time; 

 receive and respond to a variety of information sources; identify and use 

appropriately sources of relevant information and tools; use standard and electronic 

resources effectively and critically; reference sources accurately and appropriately; 

use terminology correctly; express and communicate to a variety of audiences 

appropriately by speaking and writing 

 

LSTM course provides the opportunity for students to enhance leader abilities: 

1. to identify a zone and strategy of development adequate to individual cognitive 

style;  

2. to use existential experience as means of learning;  

3. to work out strategy for goal setting and action plan based on realistic assessment of actual 

situation; 

4. to inspire followers’ motivation as a key factor of professional, social and existential 

efficiency; 

5. to provide adequate self-disclosure and encouraging a high degree of feedback; 

6. to provide complementary and crossed transaction for avoiding manipulation; 

7. to act assertively; 

8. to transfer conflict into constructive course; to use typology for efficient problem 

solving;  

9. to manage perception of stressful events; to support others when solving their 

problems; 

10. to select  and lead the synergetic team;  

11. to see the  key result arias, to prioritize,  to delegate. 

 

LSTM course provides the innovative approach of modelling existential situation for 

students’ cognitive and personality development. There is a greater emphasis on 

independent individualized learning. The students are raising the competence 

staircase from the stage of unconscious incompetence via stage of conscious 

incompetence to the stages of conscious competence and unconscious competence. 

For this an educative event is organized in the context of the target theme to provide 

information that motivates to go through 5 stages of existential circle of development by 

answering the range of internal questions:  

 

Learning activities 

and teaching 

methods of LSTM 

course 
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1st stage of introduction to the problem: is aimed at identifying the personal sense of 

development by creating real problem situation to realize the lack of individual resources 

(competences) for personal senses realization under condition of real life activity. The 

internal question is if the information has personal sense (significance) for me?  

 

2nd stage of zone of individual development identification: is aimed at identifying the 

possibility of personal sense realization by analyses of the internal resources (experience, 

motivation, aims, competences, abilities, qualities, skills, style of cognition) level of 

development in the context of discovered needs as well as their correspondence to the 

demands of the current situation. As a result a zone of individual development is identified by 

the technique of course competence profile and personal competence profile superposition. 

The discovered gaps serve as orientation for the program of individual development. The 

internal question is if I can realize the personal sense by means of my own resources? 

 

3rd stage of making choice of activities: is aimed at sharing theoretical knowledge by 

considering different approaches (concepts) in the context of discovered needs for 

individual development. As a result the program of actions for restoring the discovered 

misbalance between the level of individual resources development and current situation 

demands is chosen or developed. The internal question is what options I have? 

 

4th stage of practice: is aimed at developing students’ practical skills in the process of 

solving structures tasks by creating special practical situations for the students trying out 

the efficiency of the chosen strategy to meet the discovered needs in individual resources 

development.  

 

5th stage of generalization: is aimed at automation of the acquired knowledge and 

development of students’ skills, abilities and qualities by transferring chosen efficient 

strategy to the real conditions of life activity. As a result actions automation and 

integration into individual resources is taken place on the bases specially developed plan 

of real practical actions. The gradual transference from concrete practical tasks to not 

standard creative tasks is taken place.  

 

LSTM course is accompanied by tutor led web-based sessions providing the broad 

methodological and conceptual framework for students’ learning as each major section is 

introduced. Web-based interactive seminars are used to explore these methods and 

concepts, and to explore the application of principle to factual scenarios of increasing 

complexity. A programme of guided study is used to support both lectures and the 

seminar programmes. Students are expected to participate in a web-based discussion on 

the topic presented in the course book. 

 
 Package of teaching and learning materials of LSTM course 

 

The package of teaching and learning materials of LSTM course includes:  

1. Textbook “Leadership and Start-up team management”;  

2. 8 PowerPoint presentations;  

3. Texts for reading and research articles; 

4. Guide for mentors.  
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5. Program for building students cognitive and personality profiles. 

6. Tests and questionnaires: 

7. Learning diary 

 

Innovative self esteem mode is used for LSTM course assessment. Specially designed 

program allows building individual cognitive and personality profiles in the beginning, 

in the middle and at the end of learning process to monitor the dynamics of development 

and tune the course to the personal needs. Special matrix built on the received data helps 

to create the individual program of self-development.  

 

All learning outcomes are assessed in relation to differing substantive areas in both 

course-works and examination. The examination tests a range of the substantive areas 

and the skills relevant. The course-works focus on discrete areas of indicative content: 1.

Course-work – acquired experience generalization in the format of ‘Personal Learning 

Diary of Leadership development’ (PLDL) – 8 issues. Weighting 50%; 2. Course-work - 

Essay 2000 - 3000 words. Weighting 50% 

  
 Glossary 

 

Accountability - accountability equates to having ultimate responsibility for an area, activity, 

group, project, department, etc. This assumes that the accountable person has the necessary 

authority and capability for such ultimate responsibility. Accountability is not fair or 

reasonable where authority and capability are inadequate for the responsibility concerned. 

Accountability is different to responsibility. Accountability is not generally delegated, 

whereas responsibility very commonly is. Accountability generally requires a person to have 

responsibility extending beyond the performance of a task or duty, to having freedom in 

determining and potentially changing how the responsibility is exercised.  

 

Adair's Action-Centred Leadership model - a leadership model developed by English 

leadership expert, writer and theorist John Adair (1970, 1983), based on three elements: 

Task, Team, Individual. Adair’s approach emerged from group dynamics - the study of 

how groups form, evolve and work - and he adapted it to form his fundamental leadership 

model. 

 

Authentic Leadership - a generally commendable and positive leadership philosophy, with 

emphasis on openness and honesty, being true-to oneself, and similarly ethical and high-

integrity behaviours. 

 

Autocratic leadership - dictatorial method of leading - low concern for followers and high 

emphasis on task - typically reinforced with threat, punishment, and often ruthless exploitation of 

workers, who have little or no freedom to resist or desert. A feature of a strongly dictatorial 

application of the transactional leadership style. 

 

Bass Transformational Leadership - a leadership model created by Bernard Bass who 

developed Burn’s 'transforming' idea into  'transformational' suggesting four essential 

leadership actions for effective leadership: building trust; motivating inspirationally; enabling 

creativity; supporting individual growth.   

Assessment 

methods, criteria & 

regime 
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Behaviour - often pluralized in referring to leadership behaviours, which are broadly 

how a leader acts - what the leader does and how the leader does it. There is a strong 

correlation between behaviour and style in the context of describing and understanding 

leadership theory.  

 

Benevolent autocrat - a slightly contradictory term yet historically common type of 

leadership, in which the leader is both dictatorial and also caring (benevolent) at a basic 

level, as a strict parent might be with a small child. Alternatively regarded as paternalistic 

or patronizing. This highly specific and limited style of leadership can arise within 

styles/facets of leadership models, for example in versions of the 'Telling' mode of the 

Situational Leadership® model. 

 

Blake and Mouton's Managerial Grid - a notable leadership model  that  was created by Robert 

Blake and Jane Mouton's Grid in Behavioural Ideals leadership category in 1964. The model proposes 

a matrix of four main styles resulting from combining the relative emphasis given to 'concern for 

people' and 'concern for production' that might be replaced with 'concern for task'. Managerial Grid 

identified five kinds of leadership behaviour. 

 

Bolman and Deal's Four Frame model - a leadership theory (1991) developed by Lee 

Bolman and Terry Deal advocates switching of leadership styles/positions according to 

four organizational perspectives ('Four-Frame'), namely Structural, Human Resource, 

Political and Symbolic. 

 

Burns Transforming and Transactional Leadership - the concept and terminology of 

'transforming leadership' were first described alongside a 'transactional leadership' style, by James 

MacGregor Burns. Transforming refers to the growth of followers via the encouragement and 

support to over-achieve expectations. The leader taps into followers' higher needs and values, 

inspires them with new possibilities that have strong appeal and raises their level of confidence, 

conviction and desire to achieve a common, moral purpose. Transactional refers to a trade or 

exchange between leader and followers, most obviously being pay in return for work, or other 

incentives offered by leadership in return for extra efforts and inputs by followers.  

 

Carlyle and Galton theory - a theory developed by Thomas Carlyle and Francis Galton in 

the mid-1800s, establishing  and reinforcing popular support for trait-based leadership 

thinking then, and for many years afterwards. In fact the general acceptance of trait-based 

leadership theory remained virtually unchallenged for around a hundred years, when in the 

mid 20th century more modern ways of researching leadership started to uncover some 

inconsistencies in the trait-based ideas. 

 

Character - in the context of leadership this usually refers to the qualities of a leader, as in 

'the character of the leader' (being good, appropriate, etc), and usually refers to issues of 

honesty, reliability, ethics, integrity, etc., as would indicate whether the leader is 

trustworthy and well-intentioned. 

Characteristic(s) - in the context of leadership equates to a/the feature(s) or quality(ies) of 

someone, usually a leader, more broadly then 'leadership character' above, and certainly 



13 

 

extending to skills, attitudes and behaviours far beyond matters of trust and integrity. 

Characteristics may also refer to the features or qualities of other things, such as ('the 

characteristics of') an organization, or a model. 

 

Charismatic Leadership – a style of  leadership that demands more than just a remarkable 

personality. The followers must also project an image of specialness and authority onto the 

leader and give the leader power over them. Charismatic leadership therefore relies on the 

twin effect of a leader's personality and a strong belief by followers that this special person is 

the one to lead them in their hour of need. 

 

Definition - an attempt to describe something (like leadership or management or 

narcissism) using as few words as possible, with minimal flexibility for confusion and 

interpretation. Certain terms, such as leadership virtually defy definition, because the 

meaning is so vast and variable. 

 

Description - an attempt to explain the nature of something as fully and as meaningfully 

as possible in as many words as the particular situation allows. Ideally descriptions are 

confined to the most relevant features for the context and the reader's precise needs. 

 

Effective leadership - common expression basically meaning good leadership, i.e., a 

leadership approach which achieves task/organizational aims while also satisfying all 

other needs and obligations of leadership for the situation. Since situations can change a 

lot for any given leader the term also implies leadership capability to adapt 

methods/styles, etc., in maintaining effectiveness. 

 

Ethics/ethical leadership - a leadership philosophy that supports flexible but very real 

and vital concept referring to the moral code applicable for a given situation. Within this 

notion there are many generally accepted universal rights and wrongs, for example not 

causing suffering to people; not stealing; not lying or cheating; but other less clear 

rights/wrongs.  

 

Fiedler's Contingency model - a leadership theory (1976), which focuses on the 

correlation between the leader's style (emphasis either on task or relationship) and the 

'favourableness' of the situation in which the leader is leading that influences on leader's 

effectiveness. Fiedler described two basic leadership styles - task-orientated and 

relationship-orientated: 1) task-orientated leaders have a strong bias towards getting the job 

done without worrying about their rapport or bond with their followers. They can of course 

run the risk of failing to deliver if they do not engage enough with the people around them; 

2) relationship-orientated leaders care much more about emotional engagement with the 

people they work with, but sometimes to the detriment of the task and results.  

 

Functional - in the context of leadership theory this word refers to a sub-category of leadership 

models which focus on flexible leadership behaviour, and includes most notably John Adair's Action-

Centred Leadership model. 
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House's Path-Goal Theory - a leadership modal (1971) in which the personal needs and 

benefits accruing to the group in achieving a task (goal) are correlated to a correspondingly 

suitable approach (path) of leading the group to achieve the goal. House said that the main 

role of a leader is to motivate his followers by: 1) increasing or clarifying the 

(group's/followers') personal benefits of striving for and reaching the group's goal: 2) 

clarifying and clearing a path to achieving the group's goals. 

 

Hersey and Blanchard's Situational Leadership model - a popular, sophisticated, and 

highly regarded proprietary leadership model (1982) developed by Paul Hersey and Ken 

Blanchard, that essentially proposes a four-square matrix according to task and relationship 

relative priority, which also offers a progressive development of leadership positions 

according to maturity/capability of followers.  

 

Integrity - equates to and encompasses honesty and discretion, also and is a foundation 

of forming trust between people, especially between leader and followers, supplier and 

customers, etc. 

 

Kouzes and Posner's Five Leadership Practices model – a modal based on development 

of trait-based research into a five-part functional leadership approach (1987), containing the 

following elements: Model the Way, Inspire a Shared Vision, Challenge the Process, 

Enabling Others to Act, and Encourage the Heart. It is a significant contribution to the 

thinking on effective leadership.  

 

Kouzes and Posner Trait Theory – a modal based on surveying 630 managers about 

their positive leadership experiences, augmented by 42 in-depth interviews. As a result it 

was identified a number of key leadership traits and suggested ten primary or key 

leadership traits: 1) honest, 2) forward-looking, 3) inspirational, 4) competent, 5) fair-

minded, 6) supportive, 7) broad-minded, 8) intelligent, 9) straightforward, 10) 

dependable. Unlike classical leadership traits theory Kouzes and Posner's work is that 

they were not analysing the actual traits of effective leaders but asked people what they 

wanted in their leaders. In other words, they were compiling a profile of the ideal leader.  

 

Leadership - motivating others to achieve an aim - see more detail at definitions of 

leadership. 

 

Leadership concept - a rather vague term usually referring to a single theory or aspect of 

leadership, but used very loosely and more widely than this. The term needs clarifying 

and questioning if understanding its precise meaning is important. 

 

Leadership model - a structure or framework or process which can be used to learn, 

teach, apply and adapt leadership - or a tool that enables people to lead effectively and 

grow as leaders. Here the term is a lot more specific, and refers to the main category of 

leadership theories. 

 

Leadership philosophy - an approach to leading that is driven by a set of values and 

beliefs. These values govern the aims that a leader pursues and how he or she acts.  
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Leadership style - a particular and relatively narrow behaviour or set of behaviours, that are 

used by real-life leaders, and which may arise to a degree as an aspect or mode of leadership 

within a leadership model - a leadership style alone is very inadequate for teaching, applying 

and adapting leadership methods.  

 

Lewin's Three Styles model - the oldest of the situational models (1939) where Lewin's 

ideas essentially propose three styles or leadership positions in relation to the 

corresponding needs/demands of followers. Lewin’s theory offers flexibility so that it can 

be adapted and applied, like using a toolkit.  

 

Method - a general term usually referring to a modular or procedural approach, or to a 

process. The term 'leadership method(s)' usually refers to a series of actions which 

together form a process, and which may be described or represented by a leadership 

model. 

 

Morals/morality - equating to ethics - this refers to a sense of fairness, 'rightness', 

honesty, truth, etc., especially relating to the treatment of people. 

 

Narcissistic Leadership - extreme selfishness, with a grandiose view of one's own 

talents and a craving for admiration, as characterizing a personality type." (Oxford 

English Dictionary - OED). In fact the term is applied far more widely than this, depending 

on context, from reference to severe mental disorder, ranging through many informal social 

interpretations typically referring to elitism and arrogance, and at the opposite end of the 

scale, to a healthy interest in one's own mind and wellbeing, related to feelings of high 

emotional security - the opposite of insecurity and inadequacy. 

 

Process - in the context of leadership a process is a step-by-step series of actions 

designed to achieve a result, and typically evident in leadership models. 

 

Proprietary - here means that a concept or theory has been developed into a branded and 

typically protected product or service. Often this is signified by the registered symbol ®, 

or the trademark abbreviation TM. This has happened quite a lot in the leadership theory 

field, not least because there is a very big market for leadership development products 

and services. Significantly for leadership teachers, trainers, organizational development 

providers, authors and publishers, proprietary concepts are subject to intellectual property 

protections which control and restrict their usage, especially for commercial exploitation. 

As a general rule proprietary protected/registered concepts can be mentioned and 

described in the course of education, but may not be incorporated into a service which 

seeks to profit from or otherwise exploit the concept, unless suitable licence or 

permission has been obtained. It is recommended to seek local qualified advice for any 

usage which is not clearly within your own rights to pursue. 

 

Principles - often used in the context of leadership, for example in the widely used 

expression, 'principles of effective leadership', or 'effective leadership principles' - 

principles here means simply 'important basic points', or foundations. Principles in this 
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context may also imply an ethical sense, or equate to doing things right or morally 

correctly, or legally. 

Qualities - in the context of leadership this is usually a general and loose term equating 

to the characteristics of a leader. 

 

Responsibility - a duty or set of duties that a person is given, or ideally agrees to 

deliver/achieve. This is different to accountability. Responsibility may more easily be 

delegated than accountability  

Scouller's Three Levels of Leadership model - a model developed by James Scouller (2011), 

who proposed three levels of leadership development to help leaders understand firstly what 

they have to do behaviourally in their role, and secondly how to grow their leadership presence, 

know-how and skill. It is notable for embracing the strengths of the older models while 

integrating an important new element - the leader's psychology. The three levels are Public 

Leadership, Private Leadership and Personal Leadership. 

 

Servant Leadership - a leadership philosophy, in which the leader's priorities are the 

followers’ interests, and the interests of the wider situation, rather than the leader's own 

interests.  

 

Situational - a categorising term for range of leadership models in which the leadership 

behaviour and positioning is determined and influenced by the situation, especially including the 

nature of the followers. The category here is seen to be closely similar to models which are 

regarded as 'contingency leadership' theories. 

 

Skills - often used in the term 'leadership skills' whereby it has a narrowing effect on the 

meaning of leadership, since proper effective leadership is not constrained to skills alone, 

and entails behaviours, attitudes, experience, integrity, ethics, honesty, authenticity, etc. 

 

Sources of Power - a specific concept of leadership developed by John French and Bertram 

Raven, categorised here as a leadership philosophy; the theory is arguably also a 'mini-model', 

being structured and containing flexible correlations, of a particular dimension of leadership, 

notably the relationship between leader and followers and especially followers' perceptions of the 

leader, which determine the leader's power. 

 

Stogdill - Ralph Stogdill was among the first to challenge traditional trait-based theory 

conducting important research into leadership traits. He found there wasn't much 

agreement on the key traits: if all the findings were combined, the list became too long to 

be useful as a guide for selecting future leaders. Stogdill was one of the first to point out 

that a person doesn't become an effective leader just because he or she has certain traits. 

He argued that a successful leader's characteristics must be relevant to the demands of the 

leadership situation - that is, the specific challenges faced and the abilities, hopes, values 

and concerns of the followers. 

 

Tannenbaum & Schmidt's Leadership Continuum - a novel and highly applicable 

theory (1958), which focuses on the particular dimension of a leader's control emphasis 

according to group or followers' maturity/capability. The theory offers a sliding scale or 
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continuum enabling selection of appropriate levels of leadership control, especially 

concerning delegated responsibility and group freedom. The model is especially helpful 

for delegation and succession management.  

 

Theory - an overall, over-arching term referring to the thinking and potentially scientific 

and academic analysis and explanation of how and why something works and thereby 

how to control or manage the processes and causes-and-effects involved.  

 

Trait(s) - in the context of leadership the word trait has become used (optionally) with a 

capital T, as in 'Trait theory', or 'Trait-based theory', a sub-category of leadership models. 

Trait here means a characteristic of a leader. Trait theory refers to the study, analysis, and 

potential application of leadership according to the idea that effective leaders can be 

identified and developed by reliably knowing which traits enable a leader to be effective. 

This idea seems yet to be proven. 

 

Trait-Based leadership models – the oldest type of thinking about effective leadership. 

Logically, these models focus on identifying the traits of successful leaders based on the 

idea that great leaders have certain common character traits. We could otherwise regard 

this as a sort of personality profile of an effective leader.  

 

Types - type in the context of leadership usually refers to a leadership style or to distinct 

mode of leadership behaviour within a leadership model, as in 'leadership type'. 

Alternatively the word type(s) has a looser meaning when used as 'type of leadership', 

which could refer to any aspect of leadership theory, and would need clarifying if 

appropriate. 

 

Values-based Leadership - a leadership philosophy, chiefly in which leaders draw on 

their own values and followers' values for direction, inspiration and motivation. Values in 

this context refer to principles or standards of behaviour, and what is deemed important 

in life. 
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1.  Leadership and Learning  

 
This chapter is for those who wish to develop his/her leadership competence and 
qualities while working including the work of practitioners, managers or entrepreneurs. 
It explains how to learn leadership using one’s own experience. It is aimed at: 1) 
constructing a model of individual (official and existential) learning experience; 2) 
identifying factors that influenced the personal efficiency of learning (how and why 
people learn); 3) identifying: personal level of competency; individual style of learning; 
individual type of thinking on the bases of concepts reflecting competency level, learning 
cycle and learning style; 4) working out strategy for learning balanced in accordance 
with individual cognitive style; 5) explaining how students can incorporate the 
knowledge they acquire into an action plan for their self-development as leasers. 
 

1.1. Leaders of the future 

 

The times we live in witness unprecedented changes by their volume and speed. The 

technological changes go hand-by-hand with social, political and consequently with 

economical changes.  

 

Reflection exercise: please, give examples of new products and ideas: from the beginning 

of the 20th century; last 30 years, last 10 years. Discuss the last year inventions in your 

group.  Keeping in mind the dynamic changes in modern world how do you imagine the 

leader of the future? Write down key words and phrases describing the “Leader of the 

future”. The proposed list below can help you:  tick the characteristics you consider the 

leader of the future should possess: Flexible – Creative – Open to new ideas – Willing to 

question and explore – Experimenting – Risk-taking – Take responsibility for own 

success and failure – High tolerance and ambiguity – Action orientated – Seek and 

respond to constructive feedback. Add to the list your own characteristics. 

 

The modern world is looking for the leaders who can live, work and prosper in turbulent 

times. In order to achieve this, modern leaders must learn how to learn from a variety of 

experience. English word ‘learning’ means ‘a way or a road’. Thus to learn means to go 

along the endless road that leads all of us to our aim. Becoming an efficient leader 

demands learning process as long as life.  

 

Learning gives us an ability to create. Self-learning individuals as well as self-learning 

organization are capable to model their future themselves. If our aim is becoming an 

efficient leader it is possible to develop the leader’s qualities by means of self-cognition, 

cognition of other people and cognition of the world around. Leadership imply two 
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moments: to understand what you want to achieve and to make your wish a reality. 

Learning is a synergy of cognition and practice. The most efficient way of developing 

leader’s resources is to learn by actions together with other people under real life 

conditions. This kind of learning deals with positive transformations by means of actions 

and implies taking responsibility for solving problems. We shall focus on developing 

your insight and skills as learners: the skills which you need as modern leader in order to 

increase your capacity, confidence and willingness to take control of your responsibilities 

to adopt for the future.  

 

1.2. How do I learn? 

 

Reflection exercise: let us analyse benefits you will gain if you develop your abilities 

for learning. Please, tick the benefits in the proposed list that inspires you: 1) 

Personal development – gain more change over one’s own life, be able to relate to 

others more effectively, manage level of stress and be more productive; 2) Professional 

development – gain recognition; achieve job satisfaction, security, pay, promotion and success; 

3) Self-actualizing – gain excitement and adventure, satisfy curiosity, heighten awareness 

and develop peak experiences. 

 

 

Our school is often seen as poor preparation for the rapidly changing world of work. 

Sometimes the words  - meaningless – failure – examinations – rigidity – books – 

studying – are associated with our official learning.  At the same time we gains 

experience not only by official learning  

 

Reflection exercise: What is learning for you? Write down key words that are associated 

with the learning experience. Please make a list of things you learned because you 

wanted these yourselves, but not because somebody forced you? Your list may include: 

program a video timer, drive a car, operate a microwave, record on a video camera, use 

an electronic  diary /organizer, understand a word processing   or speed sheet package, 

master a new administrative procedure, etc. How many things did you lean yourselves? 

Are you better than you seem? 

 

How do you learn? How make sense of our learning experience? To answer this question 

we should know more about our abilities and our preferences.  As  human beings we are 

the creatures of habit. Let us try to create the modal of the previous learning experience. 

Ask yourselves what helped and what prevent your habits in learning 

 

Reflection exercise: for generalization of past experience let us go back to your key 

experience, that caused significant changes in your behaviour (events and circumstances 

of life). Write down the key words that crossed your mind all at once. The questions 

presented below may help you. 

 . What happened? What did you learn? What started the learning process? 

 . How did you approach to learning it? What difficulties did you encounter? 

 . How did you overcome them? 

 . Who else was involved? How did they help or hinder your learning? 

Benefits from 

‘learning to learn 

Past learning 

experience 
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 . How would you describe the learning process? 

 . How did you feel at various stages throughout the process? 

 . What were the key features of this event in comparison to one where you didn’t 

learn as much? 

Write down one factor that helped learning and one factor that hinder it. 

 

It is important to understand your Learning Process:  whether you learned from an event 

or no? 

To the factors that influence on how we learn belong: 1. motivation to learn, 2. 

completing the ‘Learning Cycle’, 3. how preferred ‘Learning Style’ will affect the 

process. 

 

Motivation to learn belongs to key factors of learning efficiency. For the start look 

through ‘Motivation factors of learning’: 

 

 Incentives to learn 

 Relevance of event to career progression 

 Knowing it was a necessary or worthwhile job 

 Commitment to leadership or others to outcome 

 Increased status, promotion, pay 

 A challenge that was within your capability 

 An encouraging trainer, monitor or partner 

 Sufficient resources and equipment 

 A well organized event that flowed well 

 A goof mix of fellow learners 

 A positive attitude towards learning and developing 

 A strong incentive to start projects 

 

Reflection exercise:  mark ‘Motivation factor of learning’ in the list above that motivate 

you and add other factors that are not included in the list. 

 

1.3. Competence staircase, Learning cycle and Learning style 

 

Efficient learner should develop positive attitude.  Knowing that we are proficient as 

learners and having positive goals to aim for will help us. The cognitive process has 

the following stages: 

Stage one (Unconscious Incompetence): this is a stage at which we usually start.  We 

are unconsciously incompetent, unaware of what it is we don’t know; 

Stage two (Conscious Incompetence):  we start to learn at the level 2. We become 

suddenly aware for the first time of how poorly we do something and how much we have 

to learn.  That could be very frustrating period for people  and some may quit if they are not 

really motivated to continue. 

Stage three (Conscious Competence):  having practiced, we start to move up the staircase. 

With experimentation and practice we start to acquire knowledge and skills.  We know how 

to do it correctly, but we need to think hard to keep it going well. This stage involves small 

Motivation of 

learning 

Competence 

staircase 
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progressive steps during which our feeling of awkwardness give way to a sense of 

achievements as we become more skilled. 

Stage four (Unconscious Competence): at this stage a new sense has taken over – the 

kinesthetic sense of unconscious movement or muscular effort. With frequent application we 

have arrived at a level of unconscious where the whole process seems natural and easy and 

doesn’t require so much concentration 

 

Remember how you learn to drive. This comparatively simple model demonstrates 

optimistic model of your learning in the future. 

 

Reflection exercise: what step of ‘competence staircase’ in leadership are you now? How 

many steps you raise under condition of official learning? What steps are ignored by 

official system of education? Why? Did you have a professor who passed you through all 

four steps? Can you pass all four steps by learning from the life? Can you draw a plan? 

 

How do individuals progress up to staircase effectively? The answer lies in another 

model. Experience is critical factor in learning. David Kolb, a leading researcher 

(‘Experimental Learning’ David Kolb, Prentice Hall, 1984) has put forward the theory that 

learning takes place in four-stage cycle. 

1. When you engage in an activity, the cycle starts and you have ‘concrete 

experience’.  

2. You than pass on to a phase of thinking about that experience, which is called ‘reflective 

observation’.  

3. As a result of this second stage you begin to generalize from the experience, making 

statements of a structured or theoretical nature. During this section of the cycle you 

are drawing conclusions from the experience and this is referred to as ‘abstract 

conceptualization’.  

4. In the final cycle you apply your new understanding by ‘active experimentation’ 

 

Effective learning occurs when we are given the opportunity to go completely round the 

cycle. Classroom learning rarely provides the opportunity for this; so the necessary links 

between theory, practice and application are difficult to form.  

 

Reflection exercise: think back your key learning experience: Were those experiences 

complete? Did they provide opportunity to move fully around the circle, time after time 

until the stage of Unconscious Competence was reached? 

 

You will learn more effectively if you start with a relevant experience and then, using 

your own observation and thoughts, use the experience to define and develop your 

existing ideas, methods and behaviour. By finding out how to tackle each new learning 

opportunity in this way you will learn the best way to manage in time of change. 

 

According to Kolb as a result of different factors influence, (such as previous 

formative experience, environment, parents recognition and other significant factors 

of the past) most of us paid more attention to one single experience and developed one’s 

own individual style. One likes practical approach, the other prefers academic one.  To 

Learning cycle 

Leaning style 
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choose the best approach, it is necessary to define the Individual Style. We should aim at 

proficiency within complete round of the circle in order to maximize out potential for 

learning. Knowing our weakness could serve as a valuable impact for our development 

(realizing the needs for development). 

 

This approach was developed by two British psychologists Honey & Mumford’s (‘The 

Manual of Learning Styles’ Peter Honey & Alan Mumford). They identified four styles, 

each of which is connected with the stage of the Learning Circle: 

1. Activist is completely involved into new experience and he/she likes to be 

engaged in activity. They easily overcome crises and are optimistic to everything 

that is new. They do not resist changes. The very moment the first excitement 

passed the implantation and consolidation become boring for them. They like to 

work with other people but they have a tendency to do a lot themselves and ‘to 

hog the lime light’;   

2. Reflector likes to gather facts and to analyze situations from different points. 

They are careful and methodical and they do not like to jump to a conclusion 

before they think everything over thoroughly. They prefer to sit behind, observe, 

listen to others, but they are too careful and do not take risk;  

3. Theorist approaches the situation logically, they trash out the subject step by step,                                                                                                                                      

than they unite their observations into complex theories. They have a tendency for 

perfectionism and deny ideas which they consider to be subjective and intuitive. 

Their disciplined approach limits their possibilities for creative thinking and they 

do not let things to go by their own way in order to see what will happen. 

4. Pragmatists are practical and business like individuals who like to go to the matter 

at once (to come down from generalities to particulars).  They are full of ideas and 

try to realize them immediately. They feel comfortably with things they know to 

work definitely and they have tendency to refuse the ideas that have no definite 

application. They are nervous about what they call ‘waffle’. They catch the first 

expedient solution of the problem. 

 

Devotion only to one style is a weakness.  If you want to be equally efficient in all stages 

of the cycle you will intensify your potential as a learner in all kinds of activity. It is 

necessary to be efficient within all stages. 

 

Reflection & practical exercise: Did the bell ring and remind something (devotion to one 

style) when you went round the circle? Analyse what stages you passed in this session 

and tick the stages in the proposed list: 1) activity: session experience and identification 

of the past experience, 2) reflection: generalized the experience and analyzed what has 

happened, 3) theory: generalized a number of models and wrote down a summery about 

yourselves. What has left? Plan ahead combining ideas for future application: a) think 

over the project of future learning, b) draw the action plan, integrating all stages of the 

learning cycle, c) discuss with partners. 

 

1.4. Dialogue a means of learning 
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We can learn ourselves better as well as to learn our personal and world’s problems that 

influence on us and our colleagues by means of interacting with the world around. 

Efficient leader should be capable to hear people and to feel their needs in order to 

estimate the situation realistically for using actions that are needed to realize ideas and 

positive changes. The only possible way to learn this is to communicate with people 

around, to speak with them and to listen to them. The best method of doing this is the 

dialogue as a way of cognition of real world, understanding what means to be human 

being, how to make leadership an influential force in the organization. Dialog will help 

you to understand your environment and to create an atmosphere of learning within your 

group. Dialogue will energize the process of ongoing learning and transformation of 

conscious.  

 

There are 7 steps for using dialogue for the development of your group activity 

efficiency: 1) explain that it is natural to have different opinions and solve one and the 

same problem differently on the bases of its estimation; 2) it is not reasonable to hide 

these differences, it is better to understand them; 3) it is good to start with finding 

common opinions; 4) explain that it  is better not to divide people by  differences but try 

to understand their motives, feelings and  hypothesis; 5) next step is to clarify which 

motives and hypothesis are  true; 6) this clarification provides new mode to 

communication making learning mutual; 7) this new knowledge will prevent people from 

struggling for their  territory the new entrances to the  problem solving will be opened. 

 

Reflection & practical exercise: practice this approach in your real life activity. For the 

beginning you can investigate the state of the art in your organization (what is the best 

way of changing situation that is unfavorable for the development) from the point of your 

colleagues view by means of questionnaire and than communicate with people in groups 

to get feed-back.  

 

1.5. Converting knowledge into practice 

 

XXI century opens new possibilities for self-learning when we are responsible for 

our own self-development. Popular trainings turned to be not so efficient as it was 

expected. The reason is the absence of efficient tools and healthy physical and moral 

conditions for work as well as absence of feedback system and learning that became an 

integral part of corporative culture. The most efficient way is to develop your attitude 

towards life as a range of opportunities for gaining experience, thinking, learning and 

acting. The learning diary will help you to do this. 

 

For generalizing and planning you can use ‘Personal Learning Diary of Leadership 

Development’ (PDLD) that works like: 1) personal reflector of individual experience in the 

context of leadership development; 2) identification of the zone of individual, followers 

and environment development; 3) conceptualization, 4) planning activity for learning from 

the life under  existential condition.  

 

In fact PDLD is an instrument for generalization of experience gained in everyday life and for 

its transformation into learning format.  This diary may become a tool of creating 

Personal learning 

diary 
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individualized self-developing education environment. With its help you can create your own 

course for your development as a leader because you have the right to choose strategies and 

instruments of learning. The diary proposes the clear structure for providing analyses 

generalizing the information, its structuring and converting into knowledge about leadership, 

yourself, others and environment. It helps to elaborate the plan of concrete actions of 

transferring acquired knowledge to everyday life practice.  

 

Reflection & practical exercise: the format of ‘Personal Learning Diary of Leadership 

Development’ is presented below. Make 8 copies of the diary for 8 sessions of the course 

and fill them in . Make writing your diary a habit. It is advised to write learning diary at the 

end of every activity. The regularly filled  diary presents your individual curriculum.  
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Personal Learning Diary of Leadership Development  

 

Session  

Key learning points useful for leadership development: 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

What have I learnt about:  

myself  

 

 

 

 

followers 

 

 

 

 

environment 

 

 

 

 

State of the art  within everyday life in the context of the acquired knowledge: 

 

 

 

 

 

Zone of development identification:  

individual 

 

 

 

 

followers 

 

 

 

 

environment 
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Table 1.1 – Personal Learning Diary of Leadership Development 

Follow the modal of learning to become a leader that you wish to become. The learning 

process should be treated as a process of personal transformation. Make learning the 

important part of your everyday life schedule. Propose to your team to consider learning as 

one of the most important aims. Give time for reflection and writing your diary. Fill in not only 

your thoughts and actions by your feelings too. Discuss with people the issues that excite them. 

Stimulate people around you for reflection and learning. Report not only the things you have 

achieved but also the things that you have learnt and understood. Encourage people to share 

their ideas and opinions. Help people to transform their behaviour. Let courage and taking 

responsibility become an integral part of your internal transformation. Let others notice how 

you change yourself developing your personal resources as a leader. 

 

Let us convert the information you have acquired into knowledge about yourself, your 

followers and your environment. This knowledge will become the bases for your 

leadership competence.  The efficient instrument that you can use for this task 

realization is ‘Personal Learning Diary of Leadership development’ (PLDL) 

described above. 

 

The first step is to place the acquired knowledge into your personal experience by analyzing 

the real state of yourself, your potential followers (subordinates, members of your group or 

team) and environment (your organization, your start-up center) in the context of leadership. 

For doing this single out the key ideas and ask yourself (or your group) how these ideas are 

reflected in your everyday life and in your organization. The results of Reflection Exercises 

will help you. 

 

The second step is the reflection of the acquired knowledge in the context of personal, 

followers’ and organisation needs in leadership development. As a result you should 

identify zones of   individual, team and environment development. The following 

technique will help you: make a list of ideal self, followers and environment in the context 

of leadership on the bases of acquired information and evaluate every item importance by 

marking it (A – high importance, B – average importance, C – importance to some extent, D 

- low importance) and evaluate your competence by marking the same items (1 – high 

My thought 

 

 

 

 

My feelings 

 

 

 

 

My actions 

 

 

 

 

Algorithm of 

converting 

knowledge into 

practice 
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competence, 2 – good competence, 3 – average competence, 4 – low competence). Items 

with high importance and low competence will outline the Zone of Leadership Development. 

 

The third step is to conceptualize the acquired experience by generalizing acquired 

knowledge in the format of ‘Personal Learning Diary of Leadership Development’ (see 

PLDL format above); 

 

The fourth step is to convert the acquired knowledge into concrete program of your own, 

your followers and your environment leadership resources development under conditions of 

everyday life on the bases of data of ‘Personal Learning Diary of Leadership 

development’ (see PLDL above); 

 

The fifth step is mastering your leadership resources by using your everyday life 

environment as a polygon for your self-development using acquired competences in solving 

problems, leading and training others,  creating friendly environment for developing 

leadership capacity of your organization. 

 

Reflection and practical exercise: at the end of every chapter you will find the part 

aimed at converting your knowledge into practice. Use the algorithm described 

above and generalize the information in the format of ‘Personal Learning Diary for 

Leadership development’. As a result you will create individualized manual of your own 

development as an efficient leader as well as your followers (your team) and your 

organization (start-up centre) development.  

 

For developing concrete leadership skills and abilities in the context of issues described 

within the chapters you will be proposed interactive seminars of Eco-Humanistic 

Technology of Self-Development (EHTSD). Seminars, Power Point presentation and 

hand-out materials will be available within ‘Leadership self-developing training 

materials database’ (LSDD). Additional reading and practical exercises will be also 

available at LSDD. You will find reference to them in the end of every chapter. 

 

So we can conclude that leadership is a process of life-long learning. Due to learning we 

become aware of ourselves, the world around us and the problems we need to solve. 

Never stop learning. Consider every day as a possibility to learn something new about 

leadership, about yourself, about your followers, about your leadership environment. 

Make it a habit to look for a tutor among people around you who can help. Pay attention 

to the reflection and write down your summaries. Master your leadership talents in 

practice at work. Be sincere. Be yourself. Try to get enjoyment from learning. Find inside 

the beauty and the wisdom of learning and allow others to see them.  

2.  What is leadership?  

 

Chapter 2 ‘What is leadership?’ is aimed at introducing  this vast subject via analyzing 

difference between leadership and management; leadership terminology; leadership 

theories; leadership definitions; leadership purpose; modern understanding  essence of 

leadership. This chapter also refers to concrete seminars for developing leadership 

potential within issues described. 

 

Seminars and 

additional training 

materials for 

developing 

leadership 
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If you want to become a leader or improve yourself as a leader it is reasonable to begin 

with understanding what leadership is. Summery of existing approaches to leadership 

made by modern research investigators at http://www.businessballs.com site generalizes 

that leadership is presented as a vast and important subject, yet full of confusing ideas 

and terminology, open to widely different interpretations. Leadership definitions and 

descriptions vary enormously. Examples of leadership can be extremely diverse. We lead 

when we manage a football team or teach a classroom of children. We lead our own 

children when we are parents, and we lead when we organize anything. We certainly lead 

when we manage projects, or develop a new business. We lead the moment we take the 

first supervisory responsibility at work, and we may lead even before we assume official 

responsibility to do anything. A writer or visionary may lead when he or she puts pen to 

paper and creates a book, or poem, or article which inspires and moves others to new 

thoughts and actions. A monarch and a president are both leaders. So is a local councillor, 

and so can be a community fund-raiser. A ruthless dictator is a leader. So was Mother 

Theresa, and so was Mahatma Gandhi. We can find leadership in every sort of work and 

play, and in every sort of adventure and project, regardless of scale, and regardless of 

financial or official authority. 

 

Reflection exercise: identify situations when you are the leader and when you are the 

follower. 

 

2.1. Leadership theories   

 

It is no surprise that leadership is so difficult to define and describe. According to 

Warren Bennis leadership is like beauty:  it is difficult to give it definition but when 

you see it you definitely know what is in front of you. What is leadership? Is it a technical 

model? Is it behaviour? Is it a matter of style or philosophy? Leadership can be approached 

from a variety of standpoints. To understand leadership it is helpful to use three main 

conceptual viewpoints: Models, Philosophies, and Styles. Using these three categories help 

in understanding better the different ideas and teachings about leadership. Leadership 

Models as a tool presenting leadership structure, framework or process can help to learn, 

teach, apply and adopt leadership in a very practical sense and as a result to lead 

effectively and grow as  a leaders.  Leadership Philosophies show an approach to leading 

that is driven by a set of values and beliefs. These values govern the aims that a leader 

pursues and how he or she acts. Philosophies explain attitude and where power comes. 

Leadership style is a particular and relatively narrow behaviour or set of behaviours, that are 

used by real-life leaders. Typical leadership behaviours are helpful in understanding 

leadership generally. But a leadership style alone is very inadequate for teaching, applying 

and adapting leadership methods. 

 

Reflection exercise: Can you give examples of leadership modals, philosophies and 

styles?  Describe the real leader from the point of view of his/her philosophy and style. 

Try to modal his/her activity. Do you have your own leadership philosophy and 

leadership style? If your answer is ‘yes’ describe them and try to modal your activity.    

 

Leadership theories 
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2.2. Difference between leadership and management 

 

If you wish to develop your leadership potential it is useful from the very beginning to 

understand difference between leadership and management. There are lots of confusions 

and overlaps. Leadership is much more difficult to analyse, measure, and also to teach and 

develop. It is therefore more difficult to identify potentially good leaders than to identify 

potentially good managers.  

 

We shall try briefly to explain, and give examples of the differences between 

management and leadership based on rich materials from 

http://www.businessballs.com. site. Difference between leadership and management 

is that leadership involves a group of people, whereas management need only be 

concerned with responsibility for things. Big difference is that many management roles 

having people-management responsibilities, does not necessarily include responsibility 

for people, whereas leadership definitely always includes this responsibility. 

 

The most fundamental overlap between leadership and management is that good 

leadership always includes responsibility for managing. Lots of the managing duties may 

be delegated through others, but the leader is responsible for ensuring there is appropriate 

and effective management for the situation or group concerned. The opposite is not the 

case. It would be incorrect to suggest that management includes a responsibility to lead, 

in the true sense of both terms. We therefore may see management as a function or 

responsibility within leadership, but not vice-versa.  

 

To understand the differences between leadership and management it is useful to consider 

some typical responsibilities of leading and managing, and to determine whether each is 

more a function of leading, or of managing. It is possible to argue that many of these 

activities could fit into either category, but it is reasonable to categorize the responsibilities 

as being either: managing, or leading. 

 

In the table below two lists of responsibilities are arranged in pairs, showing the typical 

management 'level' of responsibility, compared to the leadership responsibility for the 

same area of work.  

 

Table 2.1 – Management and Leadership Responsibilities 

 

Management responsibilities Leadership responsibilities 

1. Implementing tactical actions 
2. Detailed budgeting 
3. Measuring and reporting 
performance 
4. Applying rules and policies 
5. Implementing disciplinary 
rules 
6. Organizing people and tasks 
within structures 
7. Recruiting people for jobs 
8. Checking and managing ethics 

1. Creating new visions and aims 
2. Establishing organizational 
financial targets 
3. Deciding what needs measuring 
and reporting 
4. Making new rules and policies 
5. Making disciplinary rules 
6. Deciding structures, hierarchies and 
workgroups 
7. Creating new job roles 
8. Establishing ethical and moral 

Difference between 

leadership and 

management 
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and morals 
9. Developing people 
10. Problem-solving 
11. Planning 
12. Improving productivity and 
efficiency 
13. Motivating and encouraging 
others 
14. Delegating and training 

positions 
9. Developing the organization 
10. Problem-anticipation 
11. Visualising 
12. Conceiving new opportunities 
13. Inspiring and empowering 
others 
14. Planning and organizing 
succession, and... 
All management responsibilities, 
including all listed left, (which mostly 
and typically are delegated to others, 
ideally aiding motivation and people-
development) 

 

Management may of course be a bigger responsibility than leadership where the scale of 

a management role is much bigger than the scale of a leadership role, for example the 

quality assurance manager for a global corporation compared to the leader of a small 

independent advertising agency. But the table emphasizes typical situation that: a) 

leadership is usually a bigger responsibility than management, b) leadership includes the 

responsibility for the management of the group/situation, which is typically mostly by 

delegation to others.  

 

It is important to note that many managers are also leaders, and so will be doing things 

which appear in the leadership list. Where a manager does things which appear in the 

leadership list, then actually he or she is leading, as well as managing.  

 

We consider that the essence of this leadership - management issue is expressed in the 

words of James Scouller: "Leadership is more about change, inspiration, setting the 

purpose and direction, and building the enthusiasm, unity and 'staying-power' for the 

journey ahead. Management is less about change, and more about stability and making 

the best use of resources to get things done... But here is the key point: leadership and 

management are not separate. And they are not necessarily done by different people. It's 

not a case of, 'You are either a manager or a leader'. Leadership and management 

overlap..." [From The Three Levels of Leadership, J Scouller, 2011]. 

 

Reflection exercise: Are you a manager or a leader? Is your boss a manager or a 

leader? What column of the table above presents more precisely your or your boss 

activities? Do you agree with the list describing typical manager’s and leader’s 

responsibilities? What responsibilities you consider essential for the leader? Do you fulfil 

them? Does your boss fulfil them?     

 

 

2. 3. Leadership  definition 

 

To understand more consider how many different single or two-word terms are used 

with the word 'Leadership' and with the word 'Management'. We would not normally 

refer to 'management character' or 'management traits', or to 'management behaviour' 

Leadership 
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or to a 'natural born manager', but we see these terms, such as 'character', 'traits', 

'behaviour', and 'natural born', appearing very commonly with the word 'Leadership'. 

Similarly terms like 'ethical leadership, 'inspirational leadership', 'charismatic leadership', 

'leadership philosophy', 'authentic leadership', and 'servant leadership' include describing 

words which tend not to appear in connection with management. 

 

We absolutely agree with the idea expressed at http://www.businessballs.com. site that this 

serious depth and variety of terminology reflects the serious depth and variety of leadership 

itself as a subject. The richness of leadership terminology points to the huge variety of 

interpretations of leadership as a subject, and further indicates the potency of leadership to 

operate in very many different ways and directions, and at a fundamentally important level 

for people and society - even civilisations.  

 

Three terms mentioned earlier - ‘ Leadership Models’, ‘Leadership Philosophies’, 

‘Leadership Styles - offer a useful structure for  exploring the wide range of theories within 

the subject. They represent different ways of looking at leadership or different aspects of 

leadership. Different aspects can cause confusion when we try to understand what 

leadership is - especially if we use only one aspect to consider the subject. For example 

one person may be seeing leadership from a 'style' standpoint while another may be 

thinking about leadership 'philosophy'. The two people might hold similar or overlapping 

views because the standpoints are different (and usually therefore the terminology and 

reference points are different too), it can seem that there is conflict about what leadership 

is, when actually there may be close agreement. Two people may disagree about 

something purely because they are approaching it from a different standpoint, when 

actually they may be seeing the same thing, or two things which substantially overlap. 

That is why it is always useful from the very beginning to agree the level of analyses. 

 

Reflection exercise: Make a list of words that are associated for you with the leadership. 

Did you ever occur in the situation when arguing you and your opponent suddenly 

discovered that there was no contradiction but misunderstanding because you spoke 

about the same things but using different words and on different levels of analyses? Do 

you have a habit to clarify the definitions and terminology before discussion? Do you 

develop your own glossary when trying to understand a subject? Have you ever followed 

the history of the word origin in order to understand the meaning of the notion that you 

were analysing?  Is it so important to understand the shades of meaning for efficient 

communication?  Is it important for the leader to have well developed speech skills?  

 

We can see that leadership can be interpreted to mean a very wide variety of things. 

There are many definitions of leadership. The word 'leadership' will never implicitly 

clarify the scale and dimensions and issues of the proposed subject. Many lines have 

been written attempting to capture the essence of leadership in just a few words. The 

Oxford English Dictionary (OED) definition is simply: "The action of leading a group of 

people or an organization, or the ability to do this." 

 

To appreciate the breadth and depth of the word leadership it is useful define 'lead' in this 

context. Here are the most relevant points from the dictionary: a) be in charge or 

Leadership 
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command of; b) organize and direct, c) set a process in motion, d) be a reason or motive 

for (others to act, change, etc). As authors of  http://www.businessballs.com. site note 

only the first point implies that leadership depends on a single leader, and even this may 

be interpreted to mean that leadership can be achieved by delegated responsibility. The 

last two points do not restrict leadership to the leading of a group of people such as a 

business or other provider of services/products, etc. The last two points broaden the scope 

of leadership to anyone, or any collective of people, who inspires or motivates other 

people to act in some way towards some sort of aim or to ask or outcome. To do this well 

at any level is not simple, just as defining leadership is not simple either. 

  

Below you can find are a whole range of leadership definition examples borrowed from 

http://www.businessballs.com. site. Some writers understandably make fun of poor 

leadership, because much poor leadership happens, especially at very high levels. Poetic 

quotes, some dating back hundreds of years, illustrate the fascination that leadership has 

held for academics, scholars, poets and leaders throughout history. They also help to define 

leadership in its many and various forms.   

"Leadership is a function of knowing yourself, having a vision that is well communicated, 

building trust among colleagues, and taking effective action to realize your own leadership 

potential." (Warren Bennis) 

"Leadership defines what the future should look like, aligns people with that vision 

and inspires them to make it happen despite the obstacles." (John Kotter, from Leading 

Change.) 

"The art of mobilising others to want to struggle for shared aspirations." (James 

Kouzes and Barry Posner, from The Leadership Challenge.) 

"Leadership is a process that involves: setting a purpose and direction which inspires 

people to combine and work towards willingly; paying attention to the means, pace 

and quality of progress towards the aim; and upholding group unity and individual 

effectiveness throughout." (James Scouller, from The Three Levels of Leadership, 

2011.) 

"And when we think we lead, we are most led." (Lord Byron, from The Two Foscari, 

1821.) 

"Ah well! I am their leader, I really should be following them!" (Alexandre Auguste Ledru-

Rollin, from Histoire Contemporaine by E de Mirecourt, 1857 - Ledru-Rollin was a main 

instigator of the 1848 French Revolution and apparently said these words when struggling to 

make his way through a mob.) 

"He that would govern others first should be master of himself." (Philip Massinger, from The 

Bondman, 1624.) 

"Never trust a lean meritocracy nor the leader who has been lean; only the lifelong big have 

the knack of wedding greatness with balance." (Les A Murray, from Quintets for Robert 

Morley - a meritocracy is a government of people selected according to merit - 'lean' in this 

sense means offering little substance or reward or nourishment - 'big' in this sense means 

big-hearted, strong and generous.) 

"We were not born to sue, but to command." (William Shakespeare, from Richard II, 

I.i - 'sue' here is the older French-English meaning 'follow after'.) 

"No-one would have doubted his ability to rule had he never been emperor." (Tacitus, 

from Histories, c.100AD - written of the Emperor Galba.) 
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"A committee is a group of the unwilling, picked from the unfit, to do the unnecessary." 

(Richard Harkness.) 

"The Vice-Presidency isn't worth a pitcher of warm spit." (J N Garner.) 

"Ninety-nine per cent of adults in this country are decent, hard-working, honest 

Americans. It's the other lousy one per cent that gets all the publicity and gives us a 

bad name. But then, we elected 'em." (Lily Tomlin.) 

 

Some definitions of leadership convey a particular essence of leadership very well, but that is 

all a single definition can represent - just an essence. Any single definition of leadership can 

only attempt to convey the essence or most important quality of leadership from a particular 

standpoint or point of view. A standpoint of leadership tends to dictate the definition. For 

example: 1) an ethical standpoint will produce a definition of leadership focused on ethics; 2) 

a results standpoint will produce a definition of leadership focused on results or achieving an 

end result; 3) a communications and motivational standpoint will produce a definition of 

leadership focused on communication with and motivating followers and so on.  

 

Therefore when we try to understand leadership we should not place too much reliance 

on a single definition. Definitions of leadership do not explain leadership - leadership 

definitions can at best merely convey the essence of leadership from a particular point of 

view. To understand, explain, and apply leadership, we must be able to describe 

leadership in greater depth. 

 

Reflection exercise: Mark the definitions of the leadership in the examples proposed 

above that you agree with. Give your own definition to the leadership. What is your 

standpoint? Do you agree that it is impossible to give ultimate definition to the 

leadership? 

 

An important part of describing anything is to look at its purpose. In exploring 

leadership purpose, we should first differentiate the terms leader and leadership.  

This is because we can understand leadership better when we are not distracted by 

traditional ideas about what a leader does, and how a leader behaves, etc. A leader is a 

person who leads a particular group at a particular time. Leadership is a much broader 

and 'multi-dimensional' concept. Leadership is a hugely complex system of effects which 

strongly influence how a group of people are organized and how they act. The bigger the 

group, and situation, and environment with which the group engages, then the more 

complex 'Leadership' - as a system of effects - will be. Leadership is therefore often quite 

separate to the notion of a single leader of a single group, situation, and time. 

 

James Scouller describes leadership as a process. In referring to leadership as a 'process', 

Scouller means: "...a series of choices and actions around defining and achieving a 

goal..." Scouller asserts that if you see leadership as a process you will more naturally 

appreciate that 'leadership' and 'the leader' are not one and the same. Leadership is a 

process, within which there may be different leaders acting at different times in different 

situations. Other authors, notably including John Adair, also say that leadership does not 

have to rely on one person.  

 

Leadership purpose 
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This is an essential notion - that leadership can be shared, and that a leader does not 

necessarily have to be leading all the time. A leader's responsibility is to ensure that there 

is appropriate leadership at all times, but leadership does not always or necessarily have 

to be provided by the main leader. Leadership can quite easily be provided by someone 

other than the main leader. 

 

Reflection exercise: Do you have any problem in differentiating leadership and leader? 

Do you agree with the arguments above? Is sharing essential for leadership? Justify your 

opinion. Is leadership shared by you or your boss? Is leadership sharing practiced in 

your organisation? 

 

Leadership purpose can be seen to operate on at least two levels: 1)  ...... ultimate 

responsibility which may not be a direct controlling or active role, and 2)  . active 

leadership of a group or situation at a point in time - which may be performed by the 

main leader or a different person delegated such responsibility. Note that this can be 

happening in different areas/projects/situations at the same time, where several people are 

actively engaged in direct leadership of a group, with very full 'executive' command, i.e., 

absolute responsibility for decision-making while the main leader retains responsibility and 

accountability for the entire group and wider situation. It's appropriate here to explain the 

differences between responsibility and accountability: 

 

Responsibility usually refers to performance of a duty or action in making something 

happen, or perhaps preventing something from happening. Commonly responsibility can 

be delegated, either in broad terms for an area of project, or in specific terms for a 

particular task or job element. Often responsibility requires training and support to be 

provided to the person responsible. Responsibility commonly transfers from person to 

person, or from department to department. However, often a responsibility is delegated 

without proper thought and planning, so that the person charged with the duty has little 

chance to succeed. In this case is it right that the person 'responsible' is blamed? Where 

blame happens in such circumstances it is because a leader is trying to avoid 

accountability. 

 

Accountability is different to responsibility. Accountability equates to ultimate 

responsibility. True leadership involves accepting accountability, regardless of who is 

given the responsibility. Where responsibilities are delegated, which happens frequently 

where there is good leadership the good leader retains ultimate responsibility - 

accountability - for the delegated tasks/responsibilities concerned. Poor or weak 

leadership - which we routinely see evidenced in national and corporate governance - 

tends to try to delegate accountability in addition to responsibility. Good leaders may 

delegate lots of responsibility, but they never normally delegate accountability, nor seek 

to pass accountability to others, unless effectively stepping aside for someone to take 

over the overall job within which the responsibility lies, as in job succession or the 

creation of a new job role. Even then, a good leader is unlikely to relinquish ultimate 

accountability. A good leader accepts ultimate responsibility - accountability - for 

everything within their remit or the range of their job/role. We might see this instead as a 

good leader being prepared to take the blame for any faults arising within their full range 
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of responsibilities, even though responsibilities may be delegated far and wide among 

very many people. An important point of note is that accountability should not be 

delegated unless the recipient (of the delegated accountability) has full authority and 

capability for the responsibilities concerned. Accountability is always full and absolute, 

whereas responsibility may be delegated according to varying degrees of authority. 

 

An interesting yet challenging (to many aspiring leaders) way to see this is that: a) a good 

leader will divert and give credit and praise to others when delegated responsibilities 

succeed; b) where delegated responsibilities fail, the good leader will accept the blame. 

This is accountability; c) given the deep qualities of good leadership, there is no other 

viable way. 

 

Corporations and governments habitually ignore this crucial principle of leadership when 

middle managers or departmental heads are forced to resign or are sacked after a crisis or 

scandal. Leaders in such situations often fail to take the blame, or to accept his/her ultimate 

responsibility. Watching such events play out in the national or world news offers excellent 

examples and lessons of the differences between responsibility and accountability, and how 

these concepts fit into the wider issue of proper leadership. 

 

Reflection exercise: Do you agree that ultimate responsibility is an essential duty of a 

leader? Can you give an example from your real life when the boss accepted the blame 

for his/her subordinates failure? What did you think about that person? Can you give an 

example from your real life when the boss did not accept the blame for his own failure 

and put it on his/her subordinates? What did you think about that person?  

 

 

 

 

2. 4. Leadership  essence 

 

In addition to the characteristics mentioned above modern approach to leadership 

supports the following ideas: 

 

1. Every person is more or less capable for leadership. Leadership is not 

exclusively for those who stand at the top of hierarchy staircase. Depending on 

the circumstances we all play roles of a leader or a follower during our life.  If 

we wish to become efficient leaders we should be responsible for our actions.  

 

2. It is impossible to find two people who express their leadership qualities 

absolutely similar. That is why it is impossible to match leadership with only one 

model even if it is very efficient. Every person is unique and it is very important to 

help in learning, understanding and expressing the unique leadership qualities. If we 

wish to become efficient leaders we should be responsible for ourselves and for each 

other.  
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3. Developing leadership qualities is life long activity and learning based on synergy 

of knowledge, experience, reflection and practice. It is not possible to become a 

leader after one week of training course.  If we wish to become efficient leaders we 

should be responsible for ourselves, for each other and for our learning. 

  

 4. To develop leadership within the organisation it is necessary that it possesses 

definite level of liberty and internal democratic reforms. Not depending on our 

position in the organization we can influence this process if we are brave enough to 

reform some part of organisation. If we wish to become efficient leaders we should 

be responsible for ourselves, for each other, for our learning and for our environment 

(cultural and structural). 

 

Reflection exercise: Do you agree that everybody can be a leader? Support your opinion 

with concrete examples from your life experience. Do you agree that every leader is 

unique as a personality and it is impossible to create the universal modal of leadership? 

Give examples of leaders that have very different personality qualities but were equally 

efficient in their activity. Do you agree that the true leader should learn for the whole of 

his/her life? Do you know ignorant but efficient leaders? Do you consider that for 

leadership development the friendly environment is absolutely necessary condition? Do 

you know an example when unfavourable conditions produced leaders? What kind of 

leaders they were? Does modern organization need this kind of leaders? What 

responsibilities should modern efficient leader take?   

 

2. 5. Converting knowledge into practice 

 

In order to covert knowledge into practice use the algorithm presented in Chapter 1 

and generalize the information you have learnt from present chapter in the format of 

‘Personal Learning Diary for Leadership Development’ (see format of PDLD in 

Chapter 1). Ffill in your PDLD  taking note of the following issues: 1) key moments 

that attracted your attention in terms of leadership theories; difference between 

management and leadership; definition and essence of leadership; 2) what you have 

learnt about yourself as a leader, about your followers, about your living environment 

(What is leadership for you? Are you a manager or a leader? What is the essence of 

leadership? How can you use leadership theories for developing leadership potential?);  

3) define a zone of development of yourself, your followers, your environment,  i.e. what 

could be changed on the basis of acquired competence; 4) formulate your а) thoughts, b) 

feelings, c) actions as a leader for developing leadership potential within your 

organization; in terms of system approach on the bases of expert knowledge of the field, 

understanding relations between leadership and management, clarifying what  leadership 

is for you, grasping the essence of leadership.   

 

For developing concrete leadership skills and abilities in the context of issues described 

within the chapter you are proposed interactive seminar ‘…’. Based on Eco-Humanistic 

Technology of Self-Development (EHTSD). Seminars, Power Point presentation and 

hand-out materials are available within ‘Leadership self-developing training materials 

database’ (LSDD).  
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Additional reading and practical exercises are also available at LSDD. You will find 

reference to them in the Table of training materials in Attachment 1. 

 

3. Leadership qualities  

 

Chapter 3 ‘Leadership  qualities’ is aimed at analyses of Trait-based leadership modals 

as well as Ethical and Authentic leadership philosophies dealing with the development of 

personal qualities as leadership resources. Generalizing data acquired in the process of 

analyses allows building leadership personal portfolio and personal stock-taking records 

sheet. Interactive seminar are proposed for developing concrete leadership abilities and 

skills. 

 

The development begins from ourselves, our internal motives and demands, our 

leadership qualities. The best way to develop leadership qualities is to use them in 

practice, within our real work. Every person is unique as well as his/her aims.  To be a 

leader means: to know your strong and weak points; to except all your features that 

makes you different as positive; to define the work you like and to develop skills and 

qualities that make you unique; to define your unique leadership investment in the 

development of your organisation. In order to realize all these aims let us begin with 

analyzing leadership modals, philosophies and styles developed by experts of the field in 

order to choose the best or use some ideas for ourselves. 

 

3.1. Trait-Based leadership models 
 

Trait-based modals belong to the oldest type of thinking about effective leadership. 

Logically, these models focus on identifying the traits of successful leaders based on 

the idea that great leaders have certain common character traits. We could otherwise 

regard this as a sort of personality profile of an effective leader.  

 

Trait is a distinguishing quality or characteristic, typically belonging to a person. It is a 

characteristic or quality of human behaviour and can be considered as aspects of attitude 

or personality. Human beings possess very many personality traits, in infinite 

combinations. Trait theory attempts to analyse effective combinations of human 

personality traits, thereby suggesting or identifying a set of human traits that enable a 

person to lead others effectively. 

 

Given that personality traits tend to be quite fixed and unchanging in people, trait-based 

theory has definitely helped to encourage the perception that leadership ability is innate 

in leaders - that 'good leaders are born, not made'. The extension of this notion is that 

effective leaders cannot be developed or taught and asserts that the best leaders are born 

to lead. If a person does not possess the 'right' leadership traits, then he or she will not be 

able to lead effectively, or certainly, will not lead as well as a natural-born leader. 

Training and development can foster leadership ability to a degree, but what really 

matters is possessing the appropriate traits, or personality profile. The idea that effective 

Trait-based 
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leadership and potential leaders are determined by a largely pre-destined and unchanging 

set of character traits dominated leadership thinking until the mid-20th century. 

 

Reflection exercise.  Can you make a list of traits of a successful leader? How do you 

think what common traits the great leaders have? Do you agree that leadership ability is 

innate and that good leaders are born to lead but not made? Comment your answer. If 

you are a leader are you a born leader or a made leader? What set of traits you have as a 

leader? Build your profile. Build profile of an effective leader. Compare profiles and 

identify zone of your development.  

 

Carlyle and Galton theory - a theory developed by Thomas Carlyle and Francis 

Galton in the mid-1800s, establishing  and reinforcing popular support for trait-based 

leadership thinking then, and for many years afterwards. In fact the general acceptance of 

trait-based leadership theory remained virtually unchallenged for around a hundred years, 

when in the mid 20th century more modern ways of researching leadership started to 

uncover some inconsistencies in the trait-based ideas. 

 

Leadership thinking is connected with societal development. Trait-based leadership 

theory reflected the patterns and practices of leadership of the times. It is a reflective of 

how leaders were actually selected, trained, appointed, and regarded. Leaders rarely 'rose 

through the ranks' as they generally can do now in modern times. Organizations and 

groups which needed leading were extremely slow to change, by today's standards. 

Tradition and convention were extremely powerful features of all organized work and 

governing systems. The economy, society, industry, work and life itself, were all far less 

dynamic and fluid than nowadays, or even the mid-1900s. Social mobility and the class 

system were far more rigid than they were to become a century later. Very many leaders 

were born and to a great extent in industry too. In the 1800s leaders most leaders were 

actually born into the role. If potentially brilliant leaders existed elsewhere, they had little 

chance to emerge and lead, compared with opportunities that grew later and which exist 

today. Women, notably, were effectively barred from any sort of leadership, by virtue of 

their suppression practically everywhere until the early/mid 1900s. It is no wonder 

therefore, that the validity of trait-based theory was not scrutinised until much later. 

 

Reflection exercise.  Can you find inconsistencies in the trait-based ideas? How are 

modern leaders selected, appointed and regarded? Do potential leaders have chance to 

lead in modern organizations? Did the situation change as comparing with the Carlyle 

and Galton time?  

 

Ralph Stogdill was among the first to challenge traditional trait-based theory 

conducting important research into leadership traits. He wrote a paper in 1948 

(Personal Factors Associated with Leadership: a Survey of the Literature, Journal of 

Psychology) that cast doubt on trait theory. Stogdill analysed data and findings from over a 

hundred leadership-related studies, across the following 27 groups of factors: 1) age 2) 

dominance, 3) height, 4) initiative, persistence, ambition, desire to excel, 5) weight, 6) 

physique, energy, health, 7) responsibility, 8) appearance, 9) integrity and conviction, 10) 

fluency of speech, 11) self-confidence, 12) intelligence, 13) happiness, sense of humour, 
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14) academic results, 15) emotional stability and control, 16) knowledge, 17) social and 

economic status, 18) judgment and decision, 19) social activity and mobility, 20) insight 

(self, others, wider environment), 21) energy, daring and adventurousness, 22) originality, 

23) social skills (sociability, tact), 24) adaptability, 25) popularity, prestige, 26) 

introversion-extraversion, 27) cooperation. 

 

Stogdill found there wasn't much agreement on the key traits. Indeed, it was clear that if 

all the findings were combined, the list became too long to be useful as a guide for 

selecting future leaders. Stogdill's conclusions actually still hold firm today, and show no 

sign of being undermined in the future. Stogdill was one of the first to point out that a 

person doesn't become an effective leader just because he or she has certain traits. He 

argued that a successful leader's characteristics must be relevant to the demands of the 

leadership situation - that is, the specific challenges faced and the abilities, hopes, values 

and concerns of the followers. 

 

Reflection exercise.  With what Stogdill factors do you agree? Can you build your 

personal profile or a profile of your boss as a leader based on Stogdill factors?  How do 

you think: the effective leader should have certain set of constant traits or leader’s traits 

should be relevant to the demands of the situation? What these demands could be?  

  

Kouzes and Posner Trait Theory - James Kouzes and Barry Posner initially 

developed Kouzes leadership Trait Theory surveying 630 managers about their 

positive leadership experiences, augmented by 42 in-depth interviews. From this, 

they identified a number of key leadership traits and suggested ten primary or key 

leadership traits: 1) honest, 2) forward-looking, 3) inspirational, 4) competent, 5) fair-

minded, 6) supportive, 7) broad-minded, 8) intelligent, 9) straightforward, 10) 

dependable. Unlike classical leadership traits theory Kouzes and Posner's work is that 

they were not analysing the actual traits of effective leaders but asked people what they 

wanted in their leaders. In other words, they were compiling a profile of the ideal leader.  

 

Kouzes and Posner went on to build more data and sophistication to support their ideas, 

establishing their 'Leadership Challenge Model' and a leadership development 

program/product, The Five Practices of Exemplary Leadership®. In doing so, their ideas 

shifted away from pure trait-theory into the 'functional leadership' category of leadership 

models. 

 

Reflection exercise.  Indicate the traits from Kouzer & Posner list that you consider 

important for the modern leader. Indicate the traits from Kouzer & Posner list that you 

posses. Do the same with the traits of your boss. Compare the lists and identify the zones 

of your development. Compile the profile of the ideal leader.  

 

Distinctive traits certainly arise in the profiles of effective leaders, and in the ways 

that followers believe they should be led. However, crucially a reliable and 

definitive list of leadership 'traits' has yet to be established and agreed by researchers 

and thinkers on leadership, and there are no signs that this will happen. Traits can 

perhaps define effective leadership for a given situation, but traits alone do not 
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adequately explain what effective leadership is, nor how it can be developed. Traits are 

just a part of the profile and behaviour of an effective leader. To understand and measure 

leadership more fully we must broaden leadership criteria to include other factors beyond 

traits. 

 

Besides although distinctive character traits are in the 'make-up' of the best leaders, there is 

no single set of winning traits. It seems the best leaders have a definite but unpredictable 

uniqueness about them.  

Reflection exercise.  Do traits adequately explain what effective leadership is? What 

other factors beyond traits you consider relevant to the leader? Can you produce a set of 

winning traits? Compile your own profile as a leader. Compile the profile of the ideal 

leader Compare two profiles.  

 

3.2. Ethical leadership 

 

It goes without saying that the efficient leader should be moral. Ethical Leadership is 

a relatively loosely defined philosophy of leadership. It is a flexible but very real and 

vital concept referring to the moral code applicable for a given situation. Within this 

notion there are many generally accepted universal rights and wrongs, for example not 

causing suffering to people; not stealing; not lying or cheating; but other less clear 

rights/wrongs.  

 

To many Ethical Leadership is seen to equate to moral leadership, or leading with a sense 

of great fairness. To others it provides a basis for more detailed explanation and 

application, frequently connected to principles of: social responsibility; corporate social 

responsibility (CSR); sustainability; equality; 'Fair-trade'; environmental care; 

humanitarianism. Or it may be extended more structurally, as in the 'Triple-Bottom-Line' 

or 3P (Profit People Planet) concept of business management, or another view of this sort 

of ethical business approach, P4 (Purpose, People, Planet, Probity). These are all vast 

concepts, which make it very difficult and perhaps impossible to define ethical leadership 

precisely and absolutely. Two other challenges arise: 1. the shifting and variable 

meanings of ethical, 2.the cultural and religious nature of ethical interpretation. 

 

'Ethical' means different things to different people, and to a great degree is a changing 

and fluid notion. What was ethical a generation ago may not be today. What is ethical 

today may be considered unethical in a few years time. For example a generation ago it 

was not generally considered unethical to smoke tobacco in a workplace, or to eat 

produce battery hen's eggs. Today these practices are generally considered unethical. 

Today it is not considered unethical to refer to a red-haired person as 'ginger'. Or to 

advertise certain financial or sex services on television. These practices might perhaps 

become considered unethical in the future. 

 

Is Facebook ethical in the way it uses its hundreds of millions of users personal details to 

target advertising at them? Is the drinks industry ethical in producing alcoholic drinks 

which will appeal to under-age drinkers? Are governments ethical when they are almost 

entirely staffed by men? All these are subject to debate and personal opinion. How then 
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can it be possible to form a firm definition of ethical leadership when we don't know 

exactly what ethical means? 

 

Similarly, modern leaders in this now very globalized world must attempt to reconcile the 

conflicting interpretations of 'ethical' in all cultures represented by and affected by the 

leader's activities and responsibilities. Is a product or service or communication 

developed in Washington DC ethical in Tehran? Probably not, and probably vice-versa 

too. Is a proposition or decision in Barcelona ethical in Beijing? Probably not, and vice-

versa. Ethical disparities exist widely between different cultures, and this adds to the 

obstacles in defining and applying a single workable ethical leadership philosophy. So we 

have to consider ethical leadership on a more pragmatic and local level. 

 

Ethical leadership may necessarily be limited to, and more easily understood and applied 

by, considering the leader's own and society's ideas of 'right and wrong', and encouraging 

followers to adopt the same values. It becomes tricky where a small group of followers 

on reasonable grounds (perhaps religious or cultural) say, "Sorry, but that's actually not 

ethical to me, and I can't do it." The ethical leader must respect the rights and dignity of 

others, and the rule of law, but what if different versions of this exist within the same 

group of followers? Not surprisingly, as if these caveats were not enough, like other 

leadership philosophies, the distinctiveness of Ethical Leadership as a philosophy has 

begun to blur in recent years. 

 

As educators and commentators extend its meaning, there is a growing overlap with both 

servant leadership and authentic leadership. An example is the Centre for Ethical 

Leadership's definition: 

"Ethical leadership is knowing your core values and having the courage to live them in all 

parts of your life in service of the common good." Knowing and living from your core 

values is central to authentic leadership. Acting in service of the common good features 

strongly in servant leadership. 

 

We have a philosophy that is not only very open to variation and interpretation, but also has 

substantial overlaps with other leadership philosophies. So the philosophy is a guide, and it's 

flexible, but it's not a strict code, and it's certainly not a reliably transferable or teachable 

process for effective leadership.  

The demand for leaders to be moral seems to have increased markedly during the 21st 

century. This has been driven greatly by global financial crisis, corporate frauds, 

environmental disasters, etc., which have been judged failures of ethical standards - not 

failures of skills, or resources, or technology, or strategy, or business acumen. Leaders 

have been judged to lack ethical consideration, which suggests the need for more ethical 

bias in the ways leaders are selected and developed. So there is a gap in leadership for 

ethics, and ethical leadership philosophy is part of the answer, but for the reasons 

explained, it is not the whole answer. 

 

Reflection exercise:  Does leadership have to follow the moral code? Do the universal 

rights and wrongs exist in modern world? Should the criteria of fairness be used in 

leadership? What modern principles deal with ethical leadership? What are 3P and 4P? 
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What means ‘ethical’ for you? Does ethical interpretation have cultural and religious 

nature? Do ethics change with the time? Is it possible to give definition of ethical 

leadership? Why? Are there ideas of ‘right and wrong’ in your organisation? What will 

you do if your followers have different ethical rules? How ethical leadership is connected 

with servant and authentic leadership? Is philosophy a reliably transferable process for 

effective leadership? Is ethical leadership actual for the 21st century? Is it actual for your 

organisation?  

 

3.3. Authentic leadership 
 

One of the key qualities of efficient leader is his/her authenticity. The development of 

this quality is closely connected with Authentic Leadership - a generally commendable 

and positive leadership philosophy, with emphasis on openness and honesty, being true-

to oneself, and similarly ethical and high-integrity behaviours. 

 

The notion of 'authenticity' has been around for decades in the counselling, 

psychotherapy and coaching professions. Authenticity means being true to character, true 

to oneself; not living through a false image or false emotions that hide the real you. The 

OED definition of authentic in this context is simply: "Genuine." The OED's more 

general definition is: "Of undisputed origin, and not a copy." Both definitions resonate 

strongly with the commonly understood meanings of authenticity in human personality 

and relationships. 

 

The term 'Authentic Leadership' was first used as a term by Bill George in his book, Authentic 

Leadership. He wrote it in 2003, around the time of the Enron and WorldCom scandals. These 

big corporate crimes provoked a backlash, prompting a strong wish (certainly presented and 

reflected in the media and by politicians) for leaders of substance; leaders that people could 

trust. Authentic leaders, in other words.   

 

Authentic leaders know and live their values and they win people's trust by being who 

they are, not pretending to be someone else or living up to others' expectations. The 

notion of being genuine equates to being honest and truthful. Being strait and direct. 

Avoiding the use of 'spin' and PR and meaningless or hiding behind vague words and 

hollow promises. 

 

The key to becoming an authentic leader, according to Bill George, is "...to learn how to 

lead yourself... it's not about competencies and skills." So, paying attention to one's 

character development, inner leadership or self-mastery - whatever you want to call it - is 

crucial to becoming an authentic leader. Other authors have built on Bill George's ideas. 

Nick Craig, co-author with Bill George of the book, Defining Your True North, lists four 

elements of authentic leadership: 1. Being true to yourself in the way you work - no façade; 

2. Being motivated by a larger purpose (not by your ego); 3. Being prepared to make 

decisions that feel right, that fit your values - not decisions that are merely politically astute 

or designed to make you popular; 4. Concentrating on achieving long-term sustainable 

results. A difficulty in this philosophy is that as the popularity and writings around 
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authentic leadership grow, so its definition is beginning to blur, and to overlap with other 

philosophies. 

 

Given the nature of a philosophy this is inevitable For example, an overlap exists with 

servant leadership in point 2 of Craig's list, which strongly implies a sense of service. 

Authentic leadership is also beginning to gain a spiritual connotation, which you can see 

in this quote by the author Sarah Ban Breathnach: "The authentic self is the soul made 

visible." Nonetheless, despite the expansion of interpretations, the philosophy of 

authentic leadership has gained ground in the 21st-century and the trend is likely to 

persist. 

 

Reflection exercise.  What qualities and behaviour are characteristic for authentic 

leadership? What ‘being authentic’ means for you?  What qualities do you posses that 

can support your authentic leadership? Can you lead yourself? What is crucial to 

becoming an authentic leader? What elements of authentic leadership from the Craig’s 

list do you have? What elements does your boss have? What elements do you consider 

important? What elements do you need to develop? What leadership philosophies are 

close to authentic leadership? Is authentic leadership actual for the 21 century? Is it 

actual for your organisation? 

 

3.4. Personal portfolio 

 

To summarize your qualities in order to build foundation for developing your leadership 

potential you need to build a personal portfolio. The word portfolio simply means to refer 

to  a collection of items, something you can hold on to as a reminder of all that you are, 

know and can do. 

 

It is not easy to make a revision of all your leadership resources at once. A special 

technique ‘Graphic of the life’ or ‘Life map’ can help you:   

 Draw the line in the middle of the list and write down the current year at its end. 

Mark the years when the significant events took place (leave more place between 

years because the recollection may follow the events) 

  Mark the events that influenced the life, the place you are now (the bad and the 

good, the achievements and the failures, peak moments and less active time, 

feelings, relations – everything that influenced on our life now. 

 Divide into positive experience (points above) and negative experience. 

 Uniting the points you will see the Graphics of your life that reflects the relative 

intensity of experience. 

 

Now look back to your life map and think about the events on it. What skills did you use 

to manage those events? What have you learnt? Consider all that you are in terms of the 

qualities, skills and achievements you have developed over the years. To help your 

thinking you may like to consider the following as definitions.  

 

Qualities are natural gifts you have, and you may have developed them even more over 

the years but they come fairly naturally to you. For example: Courage, Empathy, 

Life map 
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Calmness, Energy, Dynamism, Happiness, Adventurous spirit, Patience, Tolerance, 

Social nature, Compassion,  ................ Openness, Honesty, Ambition, Integrity. 

Skills are something you have had to learn. For example: Analyzing, Communicating, 

Decision making, Delegation, Encouraging others, Influencing,  Selling, Negotiating, 

Organizing, Planning, Initiating, Innovating, Staying calm, Joke telling,  Making 

speeches, Learning, DIY, Typing, House keeping, Managing money, Dealing with 

problem, Driving, Supporting others,  Solving problems, Time management, Cooking, 

Educating , Listening, Managing projects, Report writing, Completing things, Learning 

languages, Motivation, Requesting support, Leading a team, Facilitating skill, Sewing, 

Risk management, Teaching, Managing your environment, Dealing with conflict, 

Foreseeing possible consequences.  

Skills can be divided into: People skills (supervising, resolving conflict, listening, 

motivating, leading others), Practical skills (using machinery, tools, etc; handling 

equipment with precision and speed, assembling, estimating, fault finding), Thinking 

skills (using information and data in diagnosing and problem solving; developing ideas, 

planning and organizing), Creative skills (drawing, painting, music, designing, innovative 

ideas to old problems, writing) 

Achievements are events that you have planned for, worked towards and succeeded at. 

For example: Walking, Talking, Reading, First day at school, Relationships, Passing 

examination, Graduation, Driving test, Your first love, Going to university, Your first 

job, Promotion, Marriage, Children, Giving your first good speech, Standing up for 

yourself, Balancing needs of children, partner, job, Learning to fly, Facing your fears, 

Admitting your humanity. 

 

Now you have rich resources for building your portfolio. Take your time to tick all 

leadership resources mentioned in this chapter that you posses and to write at least 

ten items in each box of Personal Portfolio that you can find below. Based on your 

thoughts so far then, what do you have to bring to the party in your work related 

and/or personal life? Your personal life refers to all the qualities, skills and 

achievements you have, or use, outside the work environment. What has your past given 

you as a foundation for your present and your future? You may find that there is a lot of 

similarity between the work and personal sides of the table, that is fine because they will 

naturally influence each other. Many skills you use in your private lives you also use at 

work and  vice versa. You might see these parts of you life as separate entities. They 

aren’t. They are all part and parcel of you and your life. There really is no need to be 

totally different person at work or home! 
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Fig. 

3.1 – 

Personal Resources Portfolio 

 

Reflection exercise: now looking at your lists of skills and achievements, imagine that 

someone else had given it to you and said these are my skills and achievements. What 

would you think about that person? Would you like to get to know that person better? Are 

they interesting, could you learn something from them, do they have anything to offer to 

you?  In all honesty your answer is probably ‘yes’. Well, that’s you, you’re looking at, so 

give yourself some credit! Let us clear up what blocks you: lack of professional 

competence or modesty (humbleness). For this purpose you are  proposed to concretize 

your Skills: People skills, Practical skills, Thinking skills, Creative skills. Now using your 

Personal portfolio as a help  you will reflect your internal leadership resources and give 

you concrete clear orientation in self-development  needs. 

 

3.5. Converting knowledge into practice 

 

In order to covert knowledge into practice use the algorithm presented in Chapter 1 

and generalize the information you have learnt from present chapter in the format of 

‘Personal Learning Diary for Leadership Development’ (see format of PDLD in 

Chapter 1). Fill in your PDLD  taking note of the following issues: 1) key moments 

that attracted your attention in terms of leadership qualities, ethical leadership, 

authentic leadership, your personal portfolio; 2) what you have learnt about 

yourself as a leader, about your followers, about your living environment;  3) define a 

zone of development of yourself, your followers, your environment,  i.e. what could be 

changed on the basis of acquired competence; 4) formulate your а) thoughts, b) feelings, 

c) actions as a leader for developing leadership potential within your organization; in 

Personal Learning 

Diary for 

Leadership 

Development 

(PDLD) 

1_______
2_______
3_______
4_______
5_______

6_______
7_______
8_______
9_______
10______

1_______
2_______
3_______
4_______
5_______

6_______
7_______
8_______
9_______
10______

1_______
2_______
3_______
4_______
5_______

1_______
2_______
3_______
4_______
5_______

6_______
7_______
8_______
9_______
10______

6_______
7_______
8_______
9_______
10______

1_______
2_______
3_______
4_______
5_______

1_______
2_______
3_______
4_______
5_______

6_______
7_______
8_______
9_______
10______

6_______
7_______
8_______
9_______
10______
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terms of leadership qualities, ethical leadership, authentic leadership and monitoring 

dynamics of your development .   

 

For developing concrete leadership skills and abilities in the context of issues described 

within the chapter you are proposed interactive seminars ‘Analyzing individual 

experience’ and ‘Developing abilities for adequate self-esteem and goal setting’ based 

on Eco-Humanistic Technology of Self-Development (EHTSD). Seminars, Power Point 

presentation and hand-out materials are available within ‘Leadership self-developing 

training materials database’ (LSDD).  

 

Additional reading and practical exercises are also available at LSDD. You will find 

reference to them in the Table of training materials in Attachment 1. 

4.  Leadership and behaviour 

 

Chapter 4 ‘Leadership and behaviour’ is aimed at analyzing different approaches to 

leadership behaviour developed within Behavioural Ideals, Situational/Contingency and 

Functional leadership modals. Integration of leadership behaviour orientated to people 

and task, situational behaviour, behaviour under situation of making decision, inspiring 

and supportive behaviour are proposed as a synergetic approach to the development of 

effective leadership behaviour. Interactive seminars are proposed for developing 

concrete efficient leadership behaviours. 

 

Leadership is characterized not only by what you are but also by what skills and abilities 

you have as well as what you do and how you do this. Good leader is serving not only to 

his interest but to the common purpose. To be a leader means to know your life goal, to 

be assertive for challenging changes of status quo, to be capable for constructive criticism 

as well for adaptation, to be initiative, to inspire people for providing positive changes in 

their life. Taking responsibility for all these demands harmonizing internal motives with 

external actions. In order to understand your own behaviour as a leader it is necessary to 

clarify the existing leadership behavioural modals. 

 

4.1. People or task orientated behaviour 

 

Behavioural Ideals leadership model concentrates on what researchers believe are 

the most effective behaviours as a leader and argues that if a leader is to be effective, 

he or she should practise a certain ideal behavioural style. 

 

Reflection exercise.  Does ideal leadership behaviour exist? If your answer is ‘Yes’ 

describe it. Can you describe an effective behaviour of a leader from your life 

experience? Describe the behaviour of your boss. Is it ideal? Ask your friends to describe 

your behaviour in the situations where leading is needed. What behaviour you consider 

ideal if you were a leader? 

 

Blake and Mouton's Managerial Grid -  the notable leadership model that was 

created by Robert Blake and Jane Mouton's Grid in Behavioural Ideals leadership 

category in 1964. The model proposes a matrix of four main styles resulting from 
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combining the relative emphasis given to 'concern for people' and 'concern for 

production' that might be replaced with 'concern for task'. Managerial Grid identified five 

kinds of leadership behaviour: 

 

1) Country Club Style - High People: Low Task - Here the leader has a high concern for 

and usually involvement with people, but a low concern for the task. There is usually an 

overly friendly relationship between the leader and the led group. So although leaders 

like this appear to care about their people and want to create a comfortable and friendly 

environment, this style is often not good for creating producing results. People feel good 

and happy, but the task lacks priority. Ironically the group suffers ultimately because they 

fail to achieve. The style is common among leaders who are afraid of upsetting people, 

and/or who fear rejection and being disliked. 

 

2) Impoverished Style - Low People: Low Task - Here the leader has both a low concern 

for people and a low concern for the task. You may ask who would adopt this approach 

because it is obviously doomed to fail. The answer typically is 'leaders' who care mainly 

about themselves and are afraid of making mistakes. This is the least effective approach 

to leadership. 

 

3) Middle-of-the-Road Style - Mid People: Mid Task. This is essentially ineffectual 

compromise. There is some concern for the task and, equally, some concern for people, 

but we might also say there is not enough of either. Leaders adopting this behavioural 

approach try to address the needs of the task and their followers to some extent, but do so 

without conviction, skill or insight and therefore reduce their effectiveness. Leadership 

generally requires a good degree of natural authority and decisiveness, so a style which 

lacks these aspects has much room for improvement. 

 

4) Produce or Perish Style - Low People: High Task. Here we see a high focus on the 

task with little or no concern for people. This style is often referred to as autocratic. 

Leaders using this style seek to control and dominate others. A leader will commonly 

take the view that staff should be grateful to be employed and paid a salary. Motivation is 

often attempted through a threat of punishment, such as being sacked. This is a dictatorial 

style. In extreme cases it would be rightly regarded as ruthless. Sadly it can be effective 

in the short term, and interestingly, where a group is failing to react suitably to a serious 

crisis then it may actually be a viable style for a short period, but the approach is not 

sustainable, especially where followers have the option to walk away. 

 

5) Team Style - High People: High Task. This style combines a high concern for and 

involvement in the group with a strong well-organized and communicated focus on 

achieving the task. Blake and Mouton saw this as the ideal behavioural approach. Leaders 

who behave like this manage to blend concern for both people and organizational aims by 

using a collaborative teamwork approach, and plenty of consultation enabling the 

development of a shared (not imposed) motivation to achieving the organization's goals. 

This style normally requires that followers/the group are suitably mature and skilled for a 

high level of involvement. The style is difficult to use, and may be inadvisable, when 
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leading inexperienced people to produce challenging and vital results in a new or strange 

area. 

 

Suggested Team Style of leadership is very reasonable in an 'ideal world' but it does not 

naturally or fully address two particularly important dimensions of leadership: the need to 

adapt behaviour/style/methods according to different situations, and the psychological 

make-up of the leader. Adopting the Team Style of leadership will not always be 

appropriate - for example at times of major crisis when the task is necessarily more 

important than people's/worker's interests, or when leading very inexperienced people 

towards a tough aim and tight deadline, who under such circumstances normally require 

very direct and firm instruction. Also, not every leader can or will adopt the ideal Team 

Style, even after training, because of inner psychological blocks or basic personality. 

Some leaders are simply much more skilful in 'non-people' areas, such as strategy, 

visioning, building systems and structures, innovating, etc., than they are when relating to 

others. It is not sensible to imply that such leaders, many of whom can very effectively 

delegate the people/team aspects of leading, are not good leaders.  

 

All that said, Blake and Mouton's work is highly significant. Their thinking warrants a section in 

its own right within this leadership models sub-group - and it remains a very important advance 

in leadership theory. 

 

Reflection exercise.  Think of bosses you know and identify their leadership style using 

Managerial grid. Can you give examples of concrete people who follow ‘Country club 

style’, ‘Impoverished Style’, ‘Middle-of-the-Road Style’, ‘Produce or Perish Style’, 

‘Team Style’?  If you are/were a boss to what leadership style you belong? Do you 

concern for people or for task? Range the styles in accordance with their efficiency for 

your own organization. Do you agree that the behaviour of the leader should be adopted 

according to psychological make up of the leader or to different situations? Can you 

behave differently in different situations? Will you develop your behavioural skills if you 

discover that your leadership resources are not sufficient or you will choose strategy 

from your habitual behaviour? What leadership behaviour is characteristic for your 

organization? Make a table of efficient leadership behaviours in accordance with 

different situations that frequently occur in your organization. 

 

Fiedler's Contingency model - a leadership theory (1976), which focuses on the 

correlation between the leader's style (emphasis either on task or relationship) and the 

'favourableness' of the situation in which the leader is leading that influences on 

leader's effectiveness. Fiedler described two basic leadership styles - task-orientated and 

relationship-orientated: 1) task-orientated leaders have a strong bias towards getting the job 

done without worrying about their rapport or bond with their followers. They can of course 

run the risk of failing to deliver if they do not engage enough with the people around them; 

2) relationship-orientated leaders care much more about emotional engagement with the 

people they work with, but sometimes to the detriment of the task and results. Fiedler said 

neither style is inherently superior. However, certain leadership challenges suit one style or 

the other better.  

 

Fiedler’s 

Contingency model 
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Fiedler defined three factors determining the favourableness of the situation: 1) how much 

trust, respect and confidence exists between leader and followers, 2) how precisely the task 

is defined and how much creative freedom the leader gives to the followers, 3) how much 

the followers accept the leader's power. Fiedler believed the situation is favourable when: 

1) there is high mutual trust, respect and confidence between leader and followers, 2) the 

task is clear and controllable, 3) the followers accept the leader's power. The situation is 

unfavourable if the opposite is true on all three points. 

 

Fiedler said that task-orientated leaders are most effective when facing a situation that is 

either extremely favourable or extremely unfavourable. In other words: when there is 

enormous trust, respect and confidence, when the task is very clear, when followers 

accept the leader's power without question, when the opposite is true, i.e. - when trust and 

respect do not exist, when the challenge people face is vague and undefined, when the 

atmosphere is anarchic or even rebellious (for example, an emergency or crisis). Fiedler 

concluded that relationship-orientated leaders are most effective in less extreme 

circumstances. That is, in situations that are neither favourable or unfavourable, or 

situations that are only moderately favourable or moderately unfavourable. 

 

Fiedler's theory took a significant and firm view about personality: He said that a leader's 

style reflected his or her personality. Fiedler's view about personality - and indeed the 

common notion of the times - was that individual personality is fixed and does not 

change during a leader's life/career. Consequently Fiedler's theory placed great emphasis 

on 'matching' leaders to situations, according to the perceived style of the leader and the 

situation faced (by the organization). Fiedler's model is therefore a somewhat limited for 

effective leadership. Notably it's not a useful guide for helping people become better 

leaders; nor is it an efficient or necessarily flexible model for modern leadership in 

organizations, given the dynamic variety of situations which nowadays arise.  

A further implication of Fiedler's theory is potentially to require the replacement of 

leaders whose styles do not match situations, which from several viewpoints (legal, 

practical, ethical, etc) would be simply unworkable in modern organizations.  

 

Nevertheless, despite its limitations, Fiedler's theory was an important contribution to 

leadership thinking, especially in reinforcing the now generally accepted views that: there 

is no single ideal way of behaving as a leader, and matching leadership behaviour (or 

style) to circumstances (or situations) - or vice-versa - is significant in effective 

leadership. And as already suggested, Fiedler's theory also encourages us to consider the 

leader's personality and the leader's behaviour from these angles: the extent to which (a 

leader's) personality is fixed, and the extent to which (a leader's) personality controls (a 

leader's) behaviour. Clearly, if a model such as this is to be of great value, then these 

questions need to be clarified rather more than they have been to date, which is not easy 

given the complexity of human nature. 

 

We are left to conclude somewhat conditionally, that if personality is fixed (which 

generally it is) and personality controls behaviour, (which generally it seems to) then. 

The notion of: 'matching behaviour to the circumstances' probably equates unavoidably 

to: 'matching the person to the circumstances', which is usually not a viable approach to 
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leadership and leadership development within modern organizations. We live in an 

increasingly virtual world which allows lots of inter-changeability (like 'matrix 

management' for example - where followers may have two different bosses for two 

different sets of responsibilities, such as local markets vs international markets), but most 

indications are that frequently changing leaders in order to match fixed leadership 

behaviours to corresponding and suitable situations is less efficient and effective than 

organizations having leaders who can adapt freely outside of, and despite, individual 

personality constraints. 

 

Reflection exercise.  If you are/were a leader what style you would prefer: task 

orientated or relationship orientated. Explain your reason. Try to analyse strong and 

weak points of every style for yourself. What style is preferred by bosses from your real 

life experience? Is situation in your organization favourable or not in the context of 

Fiedler's classification? What orientation is the most effective within your organization? 

Do you agree with this orientation? If you were making decision what mode would you 

prefer: to match the leader to the situation or to choose a flexible leader? What mode is 

used in your organization? Do you agree that leader’s personality is fixed? Is your 

personality fixed? Is your boss personality fixed? What is the extent to which you can 

change? Is matching leader to the situation acceptable in your organization? 

 

4.2. Situational leadership behaviour 

  

Situational/Contingency leadership models - a range of leadership models in 

which the leadership behaviour and positioning is determined and influenced by the 

situation, especially including the nature of the followers. These models are based on 

the idea that the leader's actions should vary according to the circumstances he or 

she is facing - in other words leadership methods change according to the 'situation' in 

which the leader is leading. There is not one single ideal approach to leading because 

circumstances vary. These particular 'situational' or 'contingency' models offer a 

framework or guide for being flexible and adaptable when leading. 

 

Reflection exercise.  Do you consider that leadership behaviour is determined by the 

situation? If your answer is ‘yes’ what situational factors influence the leadership 

behaviour? Give examples from your life experience. Can the leader’s methods change 

according to leading situation? Can your or your boss behaviour change according to 

the situation? What are the cases from your own experience? Do you agree that the 

leader should be flexible and adoptable when leading? Are you or your boss flexible and 

adoptable? Is this flexibility and adoptability important for efficiency of your 

organization? Do you need to develop these characteristics?  

 

Kurt Lewin's Three Styles model is the oldest of the situational models (1939) 

where Lewin's ideas essentially propose three styles or leadership positions in 

relation to the corresponding needs/demands of followers. Lewin’s theory offers 

flexibility so that it can be adapted and applied, like using a toolkit. Lewin's three styles 

are:   

 

Situational/Conting
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1) Authoritarian - sometimes called the Autocratic style. It is where leaders spell out the 

goals, deadlines and methods while making decisions on their own without any or much 

consultation with others. Here, the leader doesn't usually get involved in the group's 

work. Not surprisingly, researchers have found that you are less likely to see creative 

decisions under this style of leadership. However, it is a decisive way of leading and can 

suit high-risk, short-timescale decisions; the kind that surgical teams and fire crews have 

to take. Leaders who adopt this style can go too far and be seen by others as over-

controlling and dictatorial. They often find it hard to move to a Participative style - in 

other words, they get stuck in one mode of behaviour. 

 

2) Participative - sometimes called the Democratic style. It is where the leader expresses 

his or her priorities and values in setting goals and making decisions, but also takes part 

in the group's work and accepts advice and suggestions from colleagues. However, the 

leader makes the final decision. This style can produce more creative problem solving 

and innovation than the Authoritarian approach so it makes sense to adopt it in 

competitive, non-emergency situations. 

 

3) Delegative - sometimes called the Laissez-Faire style. It means the leader hands over 

responsibility for results to the group. He or she lets them set goals, decide on work 

methods, define individuals' roles and set their own pace of work. It is very much a 

hands-off approach. It can work well provided the group shares the same overall intent 

and direction as the leader and if he or she trusts all members of the group. However, 

there is always a risk that individuals may become dissatisfied with their roles or the 

group's goals and lose motivation. 

 

In summary, Lewin outlined three distinct modes of behaviour for leaders. If they were 

merely descriptive, they wouldn't help leaders wanting to become better at what they do. 

But if you bear in mind the strengths and weaknesses of each approach, you can match 

them to your circumstances - provided, of course, you can flex your behaviour. This is 

when the Three Styles model becomes a guide to more effective leadership. 

 

Reflection exercise.  Considering Lewin’s three leadership styles what style do you 

prefer? What style is characteristic for your boss? What styles do you consider the best 

and the worst? Range the styles according to their efficiency. Provide your arguments. 

When Authoritarian style is appropriate or efficient? Give your examples. When 

Participative style is appropriate or efficient? Give your examples.  When Delegative 

style is appropriate or efficient? Give your examples.  What is the strength and weakness 

of each style? Is your behaviour flexible? Can you use different styles and match them to 

the circumstance? 

 

4.3. Behaviour under situation of making decision   

  

Tannenbaum & Schmidt's Leadership Continuum - a novel and highly 

applicable theory (1958), which focuses on the particular dimension of a leader's 

control emphasis according to group or followers' maturity/capability. The theory 

offers a sliding scale or continuum enabling selection of appropriate levels of 

Tannenboum & 
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leadership control, especially concerning delegated responsibility and group freedom. 

The model is especially helpful for delegation and succession management.  

 

Tannenbaum and Schmidt explained the choices that leaders have in decision-making, 

and the pressures arising from these options. Leading a group from boss-centred  

leadership to group-centred leadership a leader has seven decision-making options: 1) 

makes decision and announces it, 2) decides and 'sells' benefits of decision, 3) decides but 

presents thinking, inviting exploration, 4) presents tentative decision, prepared to change, 

5) presents problem, gets suggestions, makes decision, 6) defines problem, asks group to 

make the decision, 7) allows group to define problem and make decision. Moving from 

left to right along the continuum from 'Use of authority by manager = area of power 

retained by the leader'  to  'Area of freedom for subordinates = amount of power held by 

the whole group (including the leader)'  the leader gives up his or her power in making 

solo decisions so that he/she progressively involves the group, until the group effectively 

becomes self-managing. At the far left, the leader sets goals, makes decisions and then 

tells the others what they are going to do. At the opposite end of the continuum, the 

leader permits (perhaps encourages) the group to define the issues they are facing and 

share the decision-making.  

 

Tannenbaum and Schmidt's model is oriented notably towards decision-making, and 

ignores other aspects of leadership. Nevertheless the model is powerful and insightful. It's 

a wonderfully concise and easily applicable tool, showing leaders the many choices they 

have. It also reminds us that all (seven) options are available to leaders depending on the 

situation. The 'situation' is most commonly a combination of: the capability of the group 

(in various respects - skills, experience, workload, etc), and the nature of the task or 

project (again in various respects - complexity, difficulty, risk, value, timescale, 

relevance to group capability, etc). 

 

Tannenbaum and Schmidt further explained that when leaders choose decision-making 

options they should consider especially three sets of pressures: situational, inner 

psychological, coming from subordinates. Situational pressures is caused by the complexity 

of the problem, the importance of the decision, the time pressure. The leader's inner 

pressures is caused by the leader's preferences around decision-making (his values, beliefs, 

behavioural habits), confidence in his or her team colleagues' knowledge and experience, 

how important or risky the decision is to him/her or her personally. Pressures coming from 

subordinates is caused by the leader's colleagues' (the group-members') desire to 'have a 

say' in the decision and the group's willingness to take responsibility for the outcomes,  

ability to reach decisions together, readiness and ability to accept and follow orders. 

 

The underlying teaching is that the leader must have necessary self-awareness, presence 

of mind, and wisdom, to consider the three sets of pressures and the ten component forces 

before choosing the most effective behaviour. 

 

Reflection exercise.  Is in your organization practiced group-centred or boss-centred 

leadership? If you are/were a leader what strategy would you prefer? Explain 

advantages and disadvantages of every approach. When solving problem what position of 
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the continuum described above you/ your boss took most frequently? Why? Is your group 

self-managing? What power is retained by the leader and what power is retained by the 

group? Analyse the situation in your organization from the point of view of the capability 

of your group/human resources and from the point of view of the nature of typical tasks. 

What kind of pressure do you feel most frequently in your organisation? How do you 

make decision? Compare your strategy with the factors mentioned above.  

 

4.4. Inspiring  and supportive behaviour 

 

Functional leadership model  - a sub-category of leadership models which focus on 

flexible leadership behaviour or on what the leader has to do to be successful. Unlike 

the Behavioural Ideals approach, it does not suggest ideal ways of behaving, nor 

does it match behaviours to circumstances like Situational/Contingency theory. Instead, 

Functional leadership models focus on the action areas, the functions or 'doing' 

responsibilities that a leader must address to be effective. 

 

Reflection exercise.  What responsibilities must leader have? What are the 

responsibilities of your boss? Does he fulfil them? Are these responsibilities of a 

manager or a leader? 

 

Kouzes and Posner's Five Leadership Practices model – a modal based on 

development of James Kouzes and Barry Posner's trait-based research into a five-part 

functional leadership approach (1987), containing the following elements: Model the 

Way, Inspire a Shared Vision, Challenge the Process, Enabling Others to Act, and 

Encourage the Heart. It is more prescriptive than Adair's model and aimed more at high-

level leaders like CEOs, but it's a significant contribution to the thinking on effective 

leadership. This model is also known as Kouzes and Posner's Leadership Challenge Model. 

 

Kouzes and Posner created their Five Leadership Practices model after researching people's 

personal experiences of excellent leadership. From this, they claimed that "...good 

leadership is an understandable and universal process..." involving five practices within 

two key behaviours. They  summarise their program as follows, which is interesting as a 

concise distillation of their thinking - about what leadership is, and what they believe 

leadership means to people: 1. Model the Way, 2.Inspire a Shared Vision, 3. Challenge the 

Process, 4. Enabling Others to Act, 5. Encourage the Heart. 

 

Kouzes and Posner's model is well researched, and much work by the pair continued to 

build data and evidence, to support and extend the theory, and also its suggested means of 

adoption and implementation across large organizations. Kouzes and Posner's theory is in 

the 'leader-as-hero' tradition. It therefore largely ignores more recent ideas about sharing 

leadership. It is also fair to say that a more naturally low-profile, contemplative leader 

would probably find it harder to adopt these behavioural practices than a gregarious 

visionary leader, so the model may not work for everyone. 

 

Here is an outline of the Kouzes and Posner model: 
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Table 4.1 – Practices and Key Behaviours 

 

# Practices Key 
behaviours 

Details 

1  Model 
the Way 

Set the example 
by behaving in 
ways that 
reflect the 
shared values. 

The leader sets an example. Define the 
shared behavioural standards and then 
exemplify them. Kouzes and Posner also 
believe it is essential to achieve some small 
wins to build momentum. 

2  
Inspiring  
a Shared 
Vision 

Achieve small 
wins that build 
confidence, 
commitment and 
consistent 
progress. 

Leaders should begin work on their vision 
before enlisting others to refine it and make 
it theirs. Emphasis on visualisation and the 
use of powerful evocative language to 
capture the vision to inspire others. 

3  Challenge 
the Process 

Envision an 
uplifting, 
exciting, 
meaningful 
future. 

The leader is an agent for change - 
questioning, challenging and seeking new 
ideas. Taking risks, experimenting, learning 
from and allowing for mistakes. Importantly, 
encouraging new ideas to flourish. 

4  
Enabling 
Others to 
Act 

Enlist others in 
a common 
vision by 
appealing to 
their values, 
interests, hopes 
and dreams. 

Building a spirit of trust and collaboration. 
Encouraging people to share information. 
Kouzes and Posner believe that leaders 
must disclose what they believe and care 
about and, when necessary, show some 
vulnerability. This also entails delegating 
power, believing in others, and investing in 
followers' training and education. 

5  Encourage  
the Heart 

Search out 
challenging 
opportunities to 
change, grow, 
innovate and 
improve. 

Praise and celebration. 

 

Reflection exercise.  What approaches from Leadership Challenge modal are used in 

your organisation? Do you support ‘leader-as-hero’ tradition or ‘sharing leadership’ 

approach? Explain your choice. What type of leaders matches with the proposed 

approach? Select from the Kouzes and Posner modal the practices and key behaviours 

that can be useful in your activity as a leader. 

   

4.5. Converting knowledge into practice 

 

In order to covert knowledge into practice use the algorithm presented in Chapter 1 

and generalize the information you have learnt from present chapter in the format of 

‘Personal Learning Diary for Leadership Development’ (see format of PDLD in 

Chapter 1). Fill in your PDLD  taking note of the following issues: 1) key moments 

that attracted your attention in terms of leadership behaviour orientated to 

people/relations or orientated to task/production, situational behaviour, behaviour 

under situation of making decision, inspiring and supportive behaviour; 2) what you have 

learnt about yourself as a leader, about your followers, about your living environment;  

3) define a zone of development of yourself, your followers, your environment,  i.e. what 

could be changed on the basis of acquired competence; 4) formulate your а) thoughts, b) 

Personal Learning 
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feelings, c) actions as a leader for developing leadership potential in terms of efficient 

leadership behaviour performance  integrating   the advantages of different styles of 

behaviour.   

 

For developing concrete leadership behaviour in the context of issues described within 

the chapter you are proposed interactive seminars ‘Developing ability for constructive 

behaviour’ and ’ ‘Developing ability for assertive behaviour’ based on Eco-Humanistic 

Technology of Self-Development (EHTSD). Seminars, Power Point presentation and 

hand-out materials are available within ‘Leadership self-developing training materials 

database’ (LSDD).  

 

Additional reading and practical exercises are also available at LSDD. You will find 

reference to them in the Table of training materials in Attachment 1. 

 

5.  Leadership and Followers 

 

Chapter 5 ‘Leadership and followers’ is aimed at analyzing leader-follower synergetic 

interaction, dependence of leadership strategy on the maturity of the followers, 

determination of  leadership style and power by  followers perception, as well as 

philosophy of Servant leaderships. Interactive seminars for developing  abilities of 

synergetic leadership interaction with followers are proposed    

There are no leaders without followers. We all are sometimes leaders and sometimes 

followers. Leadership begins with us and ends with the achievements of other people. 

The expectations we have towards people can come true. According to ‘Pygmalion 

syndrome’ even very difficult challenging tasks can be fulfilled if you believe. It is 

important to inspire your followers for development and give them possibility to 

influence the situation.  Creating friendly, supportive, educative environment at work is 

leader’s responsibility. The leader should be capable to listen in order to understand. The 

inspiring leadership is reflected in well organized speech. It is very important for the 

leader to develop his/her communicative skills, ability to watch to listen and to give 

feedback. For the leader it is also important to be an example for following. But in fact 

followers choose their leader and very often they produce their leader too. Leader–

follower interaction is synergetic. 

  

5.1. Leadership and maturity of followers 

 

Let us begin with Hersey and Blanchard's Situational Leadership model - a 

popular, sophisticated, and highly regarded proprietary leadership model theory (1982) 

developed by Paul Hersey and Ken Blanchard, that essentially proposes a four-square 

matrix according to task and relationship relative priority, which also offers a 

progressive development of leadership positions according to maturity/capability of 

followers.  Modal notable features are briefly that the model: 1) focuses on followers, 

rather than wider workplace circumstances; 2) asserts that leaders should change their 

behaviour according to the type of followers; 3) proposes a 'continuum' or progression of 

leadership adaptation in response to the development of followers. 
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Situational Leadership® theory is commonly shown as classifying followers according to 

a 2x2 matrix, using the highs and lows of two criteria, thereby giving four types of 

follower groups. The criteria of the followers are: 1. Competence (ability), 2. Confidence 

and commitment (willingness) 

Logically the four group types are: 1. Low Competence/Low Confidence and 

commitment (Unable and Unwilling), 2. Low Competence/High Confidence and 

commitment (Unable but Willing), 3.High Competence/Low Confidence and 

commitment (Able but Unwilling), 4. High Competence/High Confidence and 

commitment (Able and Willing) 

These four follower 'situations' requires relatively high or low leadership emphasis on the 

Task and the Relationship. For example a high Task emphasis equates to giving very 

clear guidance to followers as to aims and methods. A low task emphasis equates to 

giving followers freedom in deciding methods and perhaps even aims. A high 

Relationship emphasis equates to working closely and sensitively with followers. A low 

Relationship emphasis equates to detachment or remoteness, and either a trust in people's 

emotional robustness, or a disregard for emotional reactions. High Task means followers 

have Low Ability. Low Task means followers have High Ability. High Relationship 

means followers are Willing. Low Relationship means followers are Unwilling.  

The logic can be represented helpfully as a simple practical concise 'leadership styles guide', 

including the continuum, by which the leader changes styles in response to the 

growing/different maturity of followers. 

 

Table 5.1 ‒ Interpretation of Hersey and Blanchard basic structure 

 

Follower 
 'situation' 

Leadership 
style 

emphasis 

H & B  
terminology 

Quick  
description Continuum 

Unable  
and  

Unwilling 

high task  
 -  

low 
relationship 

Telling 
instruction, 
direction,  
autocratic 

M1 

Unable  
but  

Willing 

high task 
 –  

high 
relationship 

Selling 
persuasion, 

encouragement, 
incentive 

M2 

Able  
but  

Unwilling 

low task 
 -  

high 
relationship 

Participating 
involvement, 
consultation, 

teamwork 
M3 

Able  
and  

Willing 

low task 
 -  

low 
relationship 

Delegating 
trust,  

empowerment,  
responsibility 

M4 

 

Hersey and Blanchard used the word 'situational' chiefly to suggest adaptability, more 

than the situation in which people operate. In fact modal focuses firmly on the 

follower(s), rather than the wider situation and workplace circumstances, and the model 

particularly asserts that a group's performance depends mostly on how followers respond 

to the leader.  
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The model also proposes a 'continuum' or progression of leadership adaptation in 

response to the typical development of followers. Hersey and Blanchard used the word 

'maturity' in referring to the continuum of follower development, requiring and enabling a 

leader to change leadership style through the stages outlined above. Here 'maturity' 

entails experience, skills, confidence, commitment, etc - a combination of the two main 

'follower' criteria, namely Ability and Willingness, which we can also interpret to be the 

follower's ability to self-manage or self-lead. 

 

This aspect aligns somewhat with the Tannenbaum and Schmidt Continuum model, 

specifically limited to where both models can apply to group maturity/capability 

development. That is, under certain circumstances, a leader adapts his/her behaviour 

progressively, in response to followers' growing maturity/capability, usually over many 

months, potentially from the inception or inheritance of a new team, ultimately to when 

the team can self-manage, perhaps even (and some would say ideally) to be led by a new 

leader who has emerged from the team to succeed the departing leader. At the same time 

both models offer quite different frameworks for adapting leadership behaviour, based on 

more complex factors than simply the development of group maturity.  

 

Hersey and Blanchard's 2x2 matrix, or four-square grid, has become a much referenced 

tool, and proprietary training method, for teaching and applying the Situational 

Leadership® model, notably matching the four leadership behaviours/styles to 

corresponding follower situations (or to 'entire group' situations, subject to the provisions 

already explained, that followers must possess similar levels of ability and experience as 

each other): 

 

Hersey and Blanchard's matched sets of four follower types with four corresponding 

leadership styles, in order of the suggested continuum or progression coinciding with 

increasing follower maturity: 

 

Table 5.2 ‒ Follower Type and Leadership Style or Behaviour 

 

 Follower type Leadership Style or Behaviour 

1 

Follower lacks experience or skill, 

and confidence to do the task, and 

may also lack willingness. 

Telling - Leader gives precise firm 
instructions and deadlines and 
closely monitors progress. 

2 

Follower lacks the ability, perhaps 

due to lack of experience, but is 

enthusiastic for the work. 

Selling - Leader explains goals, 
tasks, methods and reasons, and 
remains available to give support. 

3 

Follower is capable and 

experienced, but lacks confidence 

or commitment and may question 

the goal or task. 

Participating - Leader works with 
follower(s), involved with group, 
seeks input and encourages efforts. 

4 Follower is capable, experienced, Delegating - Leader gives 
responsibility to followers for 



60 

 

confident and committed to the 

goals. 

setting goals, planning and 
execution. 

 

The model can also be seen as a simple leadership process: 1. Identify category of 

follower(s). 2.  .................................... Adapt leadership style/behaviour to match. 3. Continue 

to gauge follower status (notably ability and willingness) and adapt leadership behaviour 

accordingly. 

 

The Situational Leadership® model is widely taught and highly regarded. It is easier to apply 

for individual followers than for a group, notably where a group has mixed levels of abilities 

and willingness. The model also requires a leader to be capable of adapting or changing 

leadership behaviour, which not all leaders find easy, and some find impossible if the leader's 

own underlying beliefs cannot be modified. 

 

Reflection exercise.  Do you consider that the leader should change his/her behaviour 

according to the type of the followers? Should the leader adopt in response to the 

development of the followers? Investigate your group on the bases of criteria proposed 

by Hersey & Blanchard.  What leadership style should you choose according to Hersey 

& Blanchard system? Do you agree that this style will be efficient with your group? 

Explain your answer. Can you use the proposed modal as a guide for your leadership 

activity? Identify the maturity of your group on the bases of  Hersey & Blanchard 

criteria. Choose leadership style that corresponds to your group maturity on the bases of 

Hersey & Blanchard theory. Do you agree that the chosen style will be efficient with your 

group? What are strong and weak points of this approach? 

 

5.2. Follower projection as a crucial feature of charismatic leadership 

 

Charismatic Leadership is based on the followers’ perception. In the context of 

leadership equates to a/the feature(s) or quality (ies) of a leader, more broadly then 

'leadership character’, and certainly extending to skills, attitudes and behaviours far 

beyond matters of trust and integrity. Characteristics may also refer to the features of other 

things, such as ('the characteristics of') an organization, or a model. 

 

The word 'charisma' comes from the Greek language. It meant basically 'gift', from the 

Greek kharisma and kharis, meaning 'grace' or 'favour' - a favour or grace or gift given by 

God. The modern meaning of charisma has altered greatly, but the original meaning 

resonates appealingly today, because charismatic leaders rely on their personality 'gifts' to 

influence people and shape their future. These gifts can include great wisdom or insight, 

heroism, extraordinary certainty about the future, and perhaps even the claim of a direct 

link to God, by which a leader may refer to 'God' (or a similar sense of righteousness) as 

a guide/justification/judge for a difficult and controversial decision. The 'God factor' is by 

no means central to charismatic leadership, but it very relevantly illustrates the 'follower 

projection', which is a crucial feature of charismatic leadership: 

 

Charismatic 

Leadership 
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Charismatic leadership demands more than just a remarkable personality. The followers 

must also project an image of specialness and authority onto the leader and give the 

leader power over them. 

Charismatic leadership therefore relies on the twin effect of a leader's personality and a 

strong belief by followers that this special person is the one to lead them in their hour of 

need. 

 

German sociologist and political economist Max Weber (1864-1920) too saw charismatic 

leadership distinctly as a relationship between leader and followers. In Weber's view, 

charismatic leadership has no moral dimension; it can be a force for good or evil. Using 

Weber's definition, there is a single indicator of charismatic leadership, which is: do the 

followers grant authority to the leader based on their view of his or her special gifts? If 

the answer is yes, this is charismatic leadership. In Weber's eyes therefore, Adolf Hitler 

was as much a charismatic leader as Jesus Christ. 

 

Without separate support (such as a loyal army or secret police) charismatic leaders can 

only hold power while followers continue to believe in the leader's specialness. If the 

leader disappoints the followers in some way, perhaps because previously hidden flaws 

are exposed, or the leader fails to deliver promises, the followers' belief tends to fade, 

draining charismatic leaders of their authority. For this reason, charismatic leadership 

runs the risk of being unstable and short-lived. 

 

Charismatic leadership is greatly dependent on credibility. The leader's power remains 

unless credibility is lost. When a charismatic leader loses credibility, the followers seek 

new leadership or ways to oust the damaged leader. To guard against this risk, 

charismatic leadership may involve a 'cult of personality' to prevent followers realising 

that their leader is less impressive than they think. Accordingly propaganda and 

manipulation of media is often used to create and uphold an idealised public image of the 

leader, often backed up by extreme flattery and praise. We see this in political 'spin' and 

the work of 'spin doctors'. We also see it in certain organizations, such as Richard 

Branson's Virgin empire, by which the leader's image is very strongly managed through 

intensive PR (Public Relations) activities. All large corporations employ PR agencies to 

help present the corporation in a positive light in the media. For many high profile 

organizations the protection and enhancement of the leader's image is a big priority in 

these publicity methods. 

 

Although charismatic leadership can be short-lived, it can also leave a lasting legacy if the 

leader's policies and teachings are preserved in laws, rules and norms and there is a 

bureaucracy to uphold them. You will see this long ago happening, for example, in the 

major religions of the world. We are perhaps seeing the establishment of substantial 

legacies in modern times too in the charisma and reputation of recent charismatic leaders 

such as Nelson Mandela, the Dalai Lama, and Fidel Castro. 

 

Charismatic leadership can be effective in the sense that it can cause swift change. Followers 

become highly mobilised and enthused. We see the potential for action by followers on a vast 

scale when a particularly charismatic figure dies. Princess Diana is a notable example. 
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Millions of people are moved to action, motivated by the charismatic effect of a human 

presence who for extraordinary reasons can captivate a vast audience. The same sort of huge 

effect by a charismatic person on a big group of followers is also demonstrated by the 

influence of major figures in music and sport. Some charismatic people achieve so much 

success that they are able to transfer their reputations and followings to entirely different 

arenas, for example Victoria Beckham, wife of footballer David Beckham, has successfully 

migrated and developed huge following from the world of pop music to fashion and business. 

Arnold Schwarzenegger, the former body-builder and film-star became a very long-serving 

Governor of California. And in December 2011 the Russian Duma lower house of parliament 

welcomed three newly elected members: 'Playboy Russia' covergirl Maria Kozhevnikova, 

boxer Nikolai Valuyev, and tennis player Marat Safin. Many of these examples are not 

leaders in a traditional sense, but they have commanded a significant following. They 

influence other people's behaviour and thinking. They do so largely because of their 

relationship with their followers, within which the vital element and source of the leader's 

'power' is the special quality that the followers project onto the 'leader'. 

 

What all this tells us is that charismatic leadership is very much dependent on the 

perceptions and needs of followers, and especially followers who are impressed or seduced 

by powerful human images of success, capability, achievement, etc. There is a need in 

many people to follow this sort of ideal image. The decision to follow leaders like this has 

relatively lower dependence on reasoned analysis of what the leader will do - it is far more 

driven by how the leader makes the followers feel. It is not surprising given the subjective 

and emotional drivers involved, that charismatic leadership offers potentially big risks for 

followers, and also to other people who may be affected by such a vast, energised, and 

emotionally-charged following. 

 

Here are examples of the risks associated with charismatic leadership: 

 Charismatic leadership - probably more than any other sort of leadership 

style, philosophy, model, or any other leadership method - can be used for evil or 

unethical purposes. Examples throughout history up to modern times are sadly 

plentiful. 

 Charismatic leadership can create dependency among followers. This may cause 

followers to assume that the leader and supporting team have all the answers, and 

so followers take less responsibility for themselves and for (perhaps vital) 

initiatives. This effect ironically threatens charismatic leaders, when, lacking 

innovation and responsibility in the ranks of the followers, organizational aims 

are increasing missed, group effectiveness and results reduce, and so the leader's 

credibility suffers, together with the wellbeing of the dependent followers. 

 Charismatic leadership can encourage a belief among followers that the leader is 

infallible. No one questions the leader's authority or judgement or decisions, even 

when seen to be wrong. And so the group effort fails. 

 Charismatic leadership is more likely to produce early group/organizational 

failures - because the charismatic leader is actually incapable or out of his/her 

depth. 

 

Danger and risks of 

charismatic 

leadership 
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Other examples can be seen wherever a leader's power based chiefly on a specialness 

projected onto the leader by followers. These situations perhaps teach us more about the 

inadequacies of followers, than the inadequacies of charismatic leaders. The world is full 

of needy easily impressed people, and so charismatic leaders will probably continue to 

rise to power for a very long while, if only for relatively short periods and often with 

unhappy consequences. 

 

Charisma does however have a part to play in effective leadership when we view it as a 

genuinely positive quality of the leader, rather than a superficially 'special' quality 

projected by a group of followers. To understand this it is useful to redefine charisma.  

 

 James Scouller says in The Three Levels of Leadership that charisma is not the same 

as 'presence'. He defines charisma as: "A combination of outer charm, power and 

persuasiveness." Scouller points out that a leader may appear charismatic largely 

through skilful acting, and describes such charisma as an outer image lacking a deeper 

core. He contrasts this with 'presence', which he defines as: "An inner sense of wholeness 

with an outer reflection... Leaders with presence may be charismatic in style, but equally, 

they may be quiet or contemplative... Leaders who rely on charisma alone - that is, 

charisma without presence - lack the depth, resilience and capacity for wisdom, which we 

see in leaders whose charisma flows from their underlying presence."  

 

There is obviously an overlap between the transformational leadership and charismatic 

leadership styles where the transforming leader is also charismatic. The two styles 

however are quite different. The transforming leader's focus is, by definition, on positive, 

moral change. Charismatic leaders may not want to change anything - they may want to 

preserve the status quo - and, as we've seen, they may also use their power for immoral 

aims. Somewhat obviously, where a charismatic leader behaves also with narcissistic 

tendencies (very selfish, self-admiring and craving admiration of others) then 

Charismatic leadership overlaps or may equate to narcissistic leadership. 

 

Reflection exercise.  What charismatic leaders do you know? Is there anything 

mysterious for you in charismatic leaders? Do you have charisma? Do you agree that 

charismatic leadership relies on twin effect of a leader’s personality and a strong belief 

of followers? Has charismatic leadership moral dimension? Is charismatic leadership 

stable and long-lived? Who can drain the charismatic leaders of their authority? What 

role plays credibility in charismatic leadership? How is ‘cult of personality’ connected 

with charismatic leadership? What is the role of PR? When charismatic leadership can 

become long-lived? When charismatic leadership can be effective? Is it necessary for a 

charismatic leader to be a leader in a traditional sense? Is charismatic leader a sort of 

ideal image to follow? What is more important: what the charismatic leader does or how 

he/she makes the followers feel? Is there is risqué in following charismatic leader? What 

are the main dangers? Is there a charismatic leader in your organisation? How he/she 

influences your efficiency? Is he/she a leader due to a genuinely positive quality or 

‘special’ quality projected by the followers? What is difference between leadership 

charisma and leadership presence? Does charismatic leader want changes? Are there 

narcissistic tendencies in charismatic leadership?  

Charismatic 

leadership and 

‘presence’. 
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5.3. Followers’ perception and leader’s power   

 

Sources of Power - a specific philosophy of leadership developed by John French 

and Bertram Raven; the theory is arguably also a 'mini-model', being structured and 

containing flexible correlations, of a particular dimension of leadership, notably the 

relationship between leader and followers and especially followers' perceptions of the 

leader, which determine the leader's power. 

 

French and Raven's concept does not offer a view on the sort of leadership one should 

offer. Instead, it investigates the basis of a leader's power. French and Raven's theory: a) 

classifies the leader's main sources of power; b) analyses the followers' perceptions of a 

leader's position and qualities; c) shows how these perceptions affect the leader's power, 

and thereby the leader's freedom to lead. 

 

It is said that you cannot be a leader if you don't have followers. Followers have to accept the 

leader's power or, instead, give power to the leader. This thought led academics during the last 

century to want to understand why people will let themselves be led by certain leaders and not 

by others. So particular investigation was aimed at the 'sources of a leader's power' and the 

relationship between leaders and followers. 

 

Social psychologists John French and Bertram Raven (1958/59) identified five types of 

leadership power, which they grouped under two headings: 1) Positional Power - three power 

sources; 2) Personal Power - two power sources. These five power sources in two groups are 

summarised in the table below: 

 

Note crucially, that all five sources of power either rely on, or are strengthened by, belief 

of the followers. The actual power that leaders possess in granting rewards, punishing, or 

issuing orders (Positional Power) is significant, but not as significant as the beliefs that 

followers have about them. Even if leaders do not truly have the power to reward, punish 

or control others, they can exert influence if their followers believe they have such power. 

The same is true of the two forms of Personal Power - Expert Power and Referent Power. 

The leader may not have superior expertise, but if his followers believe he has, they will 

grant the leader power over them - at least for a while. Similarly, if the leader is not 

someone to be trusted, followers will let him lead if they've been fooled by a positive 

image - until they discover he cannot be trusted. The point is that: power does not depend 

only on the leader; power depends also on the perceptions that the followers have of the 

leader. The taking and giving of power stems from a relationship between leader and 

follower, and how the followers perceive the leader.  

 

Table 5.3 ‒ Sources of Power 

 

Positional 

Power 

Reward Power - Power based on the idea that the leader can 
and will grant valuable rewards if followers carry out his or her 
instructions 
Coercive Power - Power coming from the idea that the leader 
can and will penalise those who don't carry out his or her 

Sources of Power 
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instructions. 
Legitimate Power - Power flowing from a person's job title or 
position in the hierarchy; a position that gives them the right to 
issue orders. 

Personal 

Power 

Expert Power - Power that comes from having superior 
knowledge, expertise or experience relevant to the task or 
challenge facing the group. 
Referent Power - Power stemming from the leader's character 
traits, background, image, executive presence or charisma. 

It is reasonable to suggest that decades ago most organizational leaders relied on 

Positional Power. However, there is more questioning of authority by followers in the 

21st century and an impressive job title doesn't guarantee leadership power. This is why 

the two variants of Personal Power - Expert Power and Referent Power - are now so 

important. 

 

Reflection exercise. Does followers’ perception of the leader determine the leader’s 

power?  What is the basis of leaders’ power? Can you be a leader if you have not 

followers? Who gives power to the leader and accepts it? What are the sources of 

leaders’ power? What power from five types proposed by French & Raven does your 

boss have? If you are/were a leader what power would you prefer? Range the powers 

and explain the principle of ranging. What is the role of followers in granting powers to 

the leader? Does power depend on how followers perceive the leader? What powers are 

important in 21 century? What powers are important in your organisation?  

 

5.4. Servant leadership 

 

Servant Leadership - a leadership philosophy, in which the leader's priorities are 

the followers interests, and the interests of the wider situation, rather than the 

leader's own interests.  

 

The terminology 'Servant Leadership' became popular in a leadership context after Robert 

Greenleaf's book, Servant Leadership (1977). The concept of 'a leader who serves' has 

been expressed in many different ways for very much longer. Often cited, and perhaps 

the earliest notable reference to servant leadership, is recorded in the Biblical teachings 

attributed to Jesus Christ, when he said to his twelve disciples, "And whosoever will be 

chief among you, let him be your servant." (from the Bible, King James version, Matthew 

20:27) The same pronouncement is reported in the book of Mark, chapter 9:35: "If any 

man desire to be first, the same shall be last of all, and servant of all." The precise 

interpretation of the words is open to debate, but the fundamental Biblical portrayal and 

advocation of self-sacrificing leadership for the service and wellbeing of followers is 

obvious. This broad leadership concept of prioritising the interests of followers is of 

course seen in other religious codes, and the writings which support and promote them. 

 

Elsewhere in history, folklore, popular fiction and other creative works - and in modern 

news stories too - we see many and various examples of 'servant leaders'. These are 

leaders, for the purposes of this explanation, whose service towards others and/or a 

worthy cause - typically to the leader's own cost or personal disadvantage - is arguably 

the leader's driving force. These examples all offer characterisations of the 'servant leader' 

Servant leadership 
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leadership philosophy. There are arguments against many these examples if we delve 

more deeply, usually concerning wider issues of 'the greater good', but subject to the note 

above, the examples are valid in illustrating the basic idea about a leader who serves 

others: Mother Theresa, Florence Nightingale, Mohandas (Mahatma) Gandhi, Nelson 

Mandela, Dalai Lama, Martin Luther King, Leo Tolstoy, Aslan (the lion leader of Narnia 

in the book The Lion, the Witch and the Wardrobe). The list could continue considerably. 

There would be arguments against many of these suggestions at a more deeply 

philosophical level, so please see them as simple icons, rather than absolutes.  

 

All that said, the idea of servant leadership is basically simple: that the leader serves the 

followers (or a cause, which benefits the followers in some way). A leader who embodies 

servant leadership is not leading for reasons of status, wealth, popularity or lust for 

power. Instead, a servant-leader wants to make a positive difference to the benefit of all - 

or at least the majority - of followers. Crucially a servant leader also tends to do this 

knowingly and willingly at his or her own cost. 

 

Returning to Robert Greenleaf's popularisation of the concept, Greenleaf asserts that 

leaders are not servant leaders where their actions cause suffering or disadvantage to others. 

Some writers have attempted to extend the servant leadership philosophy by describing 

the characteristics and practices of servant leaders. For example, Larry Spears, a former 

president of the Robert K Greenleaf Centre for Servant Leadership has listed ten 

characteristics of a servant leader: Listening, Motivation, Empathy, Awareness (including 

self-awareness), Healing, Persuasion, Conceptualization, Foresight, Stewardship, 

Commitment to other people's growth and a community spirit. Kent Keith (author of The 

Case for Servant Leadership), James Sipe and Don Frick (Seven Pillars of Servant 

Leadership) have listed different characteristics. There are others. The concept of Servant 

Leadership has become a very popular area to develop and exploit one way or another. 

The main point here however is that attempting to develop a character/behavioural set 

from servant-leadership philosophy inevitably shifts the ideas to being Trait-based 

leadership theory, with the seemingly insurmountable challenge (discussed under Trait-

based theories) of establishing a list of traits which can be widely agreed. They cannot. 

 

This limitation does not undermine the value of the servant-leader philosophy, or of 

leadership philosophies generally. All leadership philosophies show us important aspects 

of leadership, while reminding us that a leadership philosophy is not in itself adequate 

(structurally, definitively, process-wise) for understanding, teaching and applying 

leadership methods in the fullest sense. 

 

Reflection exercise.  What priorities does leader following servant leadership philosophy 

have? What are your boss priorities? What are your priorities as a leader? How old is 

servant leadership? Give examples of ‘servant leaders’ from the religions, history, 

folklore, popular fiction, creative works, real life, politics etc. Does a ‘servant leader’ 

make positive changes to the benefit of all at his/her own cost knowingly and willingly? 

Can you become a servant leader? If your answer is ‘yes’ whom will you serve and what 

you will propose as a leading idea? What characteristic of servant leader from Greenleaf 

list do you posses? What characteristics do you consider important for your organization 
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efficiency? What characteristics need development? Is leadership philosophy adequate 

for understanding and applying leadership methods? 

   

5.5. Converting knowledge into practice 

 

In order to covert knowledge into practice use the algorithm presented in Chapter 1 

and generalize the information you have learnt from present chapter in the format of 

‘Personal Learning Diary for Leadership Development’ (see format of PDLD in 

Chapter 1). Fill in your PDLD  taking note of the following issues: 1) key moments 

that attracted your attention in terms of followers’ maturity, leadership style  and 

power dependence on followers’ perception, servant leadership; 2) what you have 

learnt about yourself as a leader, about your followers, about your living environment;  

3) define a zone of development of yourself, your followers, your environment,  i.e. what 

could be changed on the basis of acquired competence; 4) formulate your а) thoughts, b) 

feelings, c) actions as a leader for developing leadership potential, considering followers 

maturity, the factor of followers perception as well as constructive ideas of servant 

leadership philosophy, .   

 

For developing synergetic leadership interaction with followers in the context of issues 

described within the chapter you are proposed interactive seminars ‘Developing social 

support network’ and ’ ‘Developing ability for self-exposure and getting feedback’ 

based on Eco-Humanistic Technology of Self-Development (EHTSD). Seminars, Power 

Point presentation and hand-out materials are available within ‘Leadership self-developing 

training materials database’ (LSDD).  

 

Additional reading and practical exercises are also available at LSDD. You will find 

reference to them in the Table of training materials in Attachment 1. 

 

6. Leadership and Team 

 

Chapter  6 ‘Leadership and  team’ is aimed at developing leadership potential, considering 

efficient performance of balanced team based on considering difference between leader 

and manager of the team as well as characteristics of  people, environment and task. 

Interactive seminars for developing abilities of synergetic leadership interaction with 

followers in the context of teamwork are proposed.    

 

We spend much of our life in groups that exist for a purpose. We are born into groups 

(families), we are educated in groups (classes), we play in groups (sports clubs), we 

worship in groups (congregations) and we work in groups (companies). Many of these 

groups overlap or are divided into further sub-groups such as the first rugby fifteen or the 

marketing department. Some groups, like school classes, will meet daily while others, 

like the quarterly Health and Safety committee, will convene less frequently. Some will 

be formal groups established by company structure, such as departments, committees and 

project groups while others will be informal social groups. Man is a social animal, who 

seeks out and works well in the company of others. 

 

Personal Learning 

Diary for 

Leadership 

Development 
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materials  



68 

 

6.1. The leader or the manager of the team  

 

What is the difference between the groups and the teams? The team is characterized 

by a range of the following key features: 

 

The aim.  The team has the aim or mission that is shared and forms the target of all 

members of the team. There is a leader who defines the direction  and coordinates actions 

while achieving the aim. The leader provides the energy and the mobilization of the team 

irrespective of the changes.  

 

The involvement. The members of the team wish to be its inseparable constituent part, 

they wish to be involved  in the achievement of the aims, participate actively and do their 

best  making their contribution to work and supporting others.  

 

The actions.  All team activity is aimed at common purpose achievement. People are 

interdependent in their work that makes their activity harmonious and coordinated. They 

concentrate their forces and time for movement in one derection to the common goal. 

 

Support and care. All teams need care for their existence and development. The 

members of the team should be careful for each other  and  support each other.  It is also 

important for the team support the acknowledgement, the high estimation of each 

member investment and stimulation of the success.  

 

Synergy.  The team shows much greater results of collaborative activity than sum of the 

results of its separate members activities.  The people in the team always strive for 

development that creates synergy that allows achieving more than it was planned. All 

members of the team participate in this synergetic action that makes them feel the results 

and is adding to the motivation. 

 

Essence of the team-people united by a common purpose: interest, have a degree of 

dependence of each other, have clearly defined roles, make contribution towards 

their common objective, recognize that they are members of the team.  

 

The benefits are: a wider range of skills, knowledge and experience; more 

productive; creative suggestions in difficult situations; united a common purpose; 

commitment to colleagues. 

 

English acronym TEAM means ‘Together Everyone Achieves More’. 

 

There is difference between the leader and the manager of the team: 

 

The leader sets goal, asks questions and defines issues, co-ordinates efforts to meet 

targets, defines roles and delegates the powers,  supports innovations, takes risqué, 

supports people to feel safe,  accredits people to make decision, provides changes, helps 

to clear the situation.  

 

Difference between 

the group and the 

team 

Essence and 

benefits of the team-

people united by a 

common purpose 

Difference between 

the leader and the 
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The manager supports the movement to the settled goal, accepts the situation and 

proposes the variants of decision, controls, supports status-quo, escapes risqué, criticises 

and accuses, mobilizes people for the task fulfilment, resists to the changes, controls the 

processes. 

 

Different situations demands different qualities. The leaders and the managers should be 

more partners than competitors.  The manager approach “The task is fulfilled” is 

satisfactory or at least good. The leadership gives dynamic highly efficient result capable 

for further self-development.  The leader plays key role in developing team spirit and 

creating the atmosphere of collaborative work.  

 

Reflection exercise: Are your colleagues united as a group or as a team? Why are you 

uniting?  What are benefits of uniting in a team for you personally? Are you or your boss 

the leader or the manager of the team? What is the essence of the team leadership? 

 

6.2. Team leadership based on followers and workplace characteristics 

 

Let us consider leadership theories concerning teamwork. House's Path-Goal Theory - 

a leadership theory (1971) developed by Robert House, in which the personal needs and 

benefits accruing to the group in achieving a task (goal) are correlated to a 

correspondingly suitable approach (path) of leading the group to achieve the goal. This 

theory is interesting in the context of team and group leadership. 

 

House said that the main role of a leader is to motivate his followers by: 1) increasing or 

clarifying the (group's/followers') personal benefits of striving for and reaching the 

group's goal: 2) clarifying and clearing a path to achieving the group's goals. 

 

House's theory matched four ways of behaving to four sets of circumstances, or 

'situations'. The circumstances are driven by 'follower characteristics' and 'workplace 

characteristics'.  

 

Follower characteristics include: 1) what they believe about their ability; 2) do they feel 

they are capable of fulfilling the task well? 3) where control resides - do team members 

believe they have control over the way they approach the task and the chances of 

achieving the goal? Or do they see themselves as being controlled by other people and 

outside events? 4) attitude to power and those in power - Do members want to be told 

what to do and how to do it... or not? What do they think of those in the organization who 

have more official power than they do, especially the leader?  

 

Workplace characteristics include: 1) the kind of task - Is it repetitive? Is it interesting? Is 

it predictable or structured? Is it unpredictable, creative or unstructured? 2)  the leader's 

formal authority - Is it well-defined? 3) group cohesion - Do those working in the group 

feel a sense of unity? 

 

House took these two external dimensions and matched them with four leadership 

behavioural styles: 

House’s Path-Goal 

Theory 
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Table 6.1 – Followers and Workplace Characteristics 

 

Leadership 

Style 
Workplace Characteristics Follower Characteristics 

Directive 
Unstructured interesting tasks 
Clear, formal authority 
Good group cohesion 

Inexperienced followers 
They believe they lack power 
They want leader to direct them 

Supportive 

Simpler, more predictable tasks 
Unclear or weak formal 
authority 
Poor group cohesion   

Experienced, confident 
followers 
They believe they have power 
They reject close control 

Participative 

Unstructured, complex tasks 
Formal authority could be either 
clear or unclear 
Group cohesion could either be 
good or poor 

Experienced, confident 
followers 
They believe they have power 
They reject close control, 
preferring to exercise power 
over their work 

Achievement- 
orientated 

Unstructured, complex or 
unpredictable tasks 
Clear, formal authority 
Group cohesion could either be 
good or poor 

Experienced, confident 
followers 
They think they lack some 
power 
They accept the idea of the 
leader setting their goals and 
have a lot of respect for the 
leader 

 

Directive leadership style   -   the leader clarifies the path to the goal by giving clear 

direction and guidance on goals, tasks, and performance standards. The work will 

normally be complex and unstructured, and followers will usually lack experience and 

accept a high degree of outside control. In essence, the leader is telling the followers 

exactly the required methods and outcomes. There is little or no emphasis on personal 

needs (for example emotional or financial) in striving for and achieving the goal, because 

the work is considered (by the leader and organization) to be sufficiently satisfying and 

rewarding in its own right. 

Supportive leadership style puts more emphasis on improving the working atmosphere 

(notably making it more friendly and helpful) and safeguarding followers' welfare. This 

leadership approach is appropriate where followers can perform their tasks skilfully, and 

believe they have a high degree of control over the outcome. Followers don't want close 

supervision, but they do need protection and care in handling stresses and frustrations 

arising from repetitive, uninteresting tasks. The leader removes or reduces the effects of 

emotional obstacles on the path to the goal.  

 

Participative leadership style followers are similar to followers of the Supportive style: 

confident and experienced, they believe they largely control the outcome, and they reject 

close control. However, unlike typical Supportive workplace characteristics, here work is 

much less structured, repetitive and predictable. The leader consults followers (perhaps 

more likely here to be called 'colleagues') on decisions concerning goals and methods, 

and genuinely takes account of followers' opinions and ideas. Here the Participative 

leader strengthens the path-goal connection in three ways: First, aligning followers' 
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values and concerns with the goals. Second, ensuring followers are happy with how they 

are to achieve the goals. Third, giving followers a strong sense of autonomy and 

satisfaction, so improving motivation to achieve the goal.  

 

Achievement-orientated leadership style - is based on encouraging followers to achieve 

personally outstanding results. Followers are competent and confident, and crucially also 

accept the principle of the leader setting ambitious goals. Followers trust and respect the 

leader, and draw personal motivation and increased confidence from the leader's belief 

that the individual follower can achieve demanding aims and targets.  

 

Unlike Fiedler's Contingency model, House's Path-Goal theory asserts that leaders can 

and should vary their behaviour according to the situation and the problems or 

opportunities that each situation presents. A leader can vary his or her mindset and 

behaviour as needed. In this way, Path-Goal theory is similar to Tannenbaum and 

Schmidt's Continuum and to Kurt Lewin's Three Styles model. It is a situational or 

contingency theory that in addition to matching leadership styles to given situations, also 

advocates switching leadership styles according to changing situations. 

 

Reflection exercise.  Does your boss clarify the personal benefit of reaching the group’s 

goal? Does your boss clarify a way of achieving the group goal? Are these clarifications 

important?  Investigate your group using criteria of ‘follower characteristics’. 

Investigate your unit using criteria of ‘workplace characteristics’. Identify the leadership 

style that corresponds to the House’s classification. Do you agree with this approach? 

What style corresponds to your nature? What style you consider the most efficient? Can 

you match your style to concrete situation or switch your styles according to changing 

situations? 

 

6.3. Leadership focused on task, team and individual 

 

Adair's Action-Centred Leadership model - a leadership model (1970, 1983) 

developed by English leadership expert, writer and theorist John Adair, based on 

three elements: Task, Team, Individual. Adair’s approach emerged from group 

dynamics - the study of how groups form, evolve and work - and he adapted it to 

form his fundamental leadership model. 

 

The most common and simple representation of Adair's diagram is three overlapping 

circles symbolizing three main overlapping and integrated functional responsibilities of a 

leader: Task, Team and Individual. The model states that the leader must pay attention 

simultaneously to three areas of need: 1. Completing the task or challenge face by the 

group; 2. Creating and maintaining a sense of team or group unity, a sense of 'we' and 

'us', and collective responsibility; 3. Ensuring that each individual in the group is able to 

meet his or her own individual needs - psychological, and if appropriate physical too. 

(We might refer to Maslow to understand these better). 

 

Task. The first need is the most obvious. This is essentially why the group exists: to 

achieve a task or aim. It's also naturally obvious to most leaders because 'achieving the 

John Adair’s 

Action-Centred 

Leadership model 
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task' - or 'getting the results' - tends to be the biggest responsibility for which leaders are 

held accountable by the organization (or executive, or board, or shareholders). This 

causes many leaders to focus very heavily on 'achieving the task', and in do doing, to 

neglect the other two needs. However a group's ability to achieve the task, and more 

significantly, to continue to achieve more tasks, is usually seriously undermined if leaders 

fail to attend to the 'team' and 'individual' needs of the group, and to the related functional 

leadership responsibilities. 

 

Team. The second need - that of the team - is to create an atmosphere of togetherness; 

one in which group members: a) share responsibility for reaching the goal or aim, b) 

hold shared expectations on the performance level each has to contribute, c) support each 

other as they progress. In so doing, they put the group's goal ahead of their own 

individual personal priorities. This last point is important. Without it the group's aims 

become a collection of individually different goals and methods, which obviously prevent 

the development of an effective cohesive team. 

 

Individual. The third need centres on each individual team member. Although each 

individual is a member of a group with a shared goal and shared standards of 

performance, he or she remains individual. In other words, each person has individual 

needs, for example: financial recognition, safety, status, respect, praise, intimacy and 

fulfilment, etc. So while leaders must ensure that a group has a collective identity and 

shared methods and purpose, etc., the leader must also help members satisfy individual 

personal needs. 

 

Put simply, the Action-Centred Leadership model says the overall function of the leader 

is to focus on the three primary areas of need - task, team and individual. Beyond this, the 

leader has more specific functions within each need, summarised as follows: 

 

Table 6.2 – Task, Team, Individual Needs 

 

Task Team Individual 

Clarifying the nature and 

purpose of the task. 

Agreeing the group's 

targets and plan. 

Agreeing personal 

targets with each 

individual. 

Assigning tasks, powers 

and responsibilities to 

individuals or 

subgroups. 

Getting the resources to 

complete the task. 

Assessing and following 

Ensuring the team as a 

whole accepts its 

purpose/targets. 

Agreeing shared 

performance and 

behavioural standards. 

Ensuring the right 

number of people and 

mix of 'know-how', skills 

and contacts.  

Creating an atmosphere 

of mutual trust and 

respect. 

Consulting members for 

Getting to know each 

member. 

Ensuring that each 

person's responsibilities 

fits their aims, skills and 

'know-how'. 

Reviewing personal 

performance. 

Making sure each 

member knows how 

their contribution helps 

the team's results. 

Praising, criticising and 

addressing poor 
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up on progress. 

Setting performance 

standards through 

personal example. 

Adjusting the plan to 

meet unexpected 

obstacles. 

ideas and feedback. 

Briefings. 

Resolving group 

conflicts. 

Changing members if 

they don't perform or 

collaborate. 

Adjusting the team's 

composition according to 

current or likely future 

issues. 

performance. 

Ensuring that each 

individual has the right 

training and 

development support. 

Agreeing financial 

rewards. 

Listening and acting on 

individuals' concerns. 

Promoting top 

performers and high 

potential members. 

 

Reflection exercise.  What are the functional responsibilities of a leader? What are three 

needs that the leader should satisfy? Range the needs according to their importance? Are 

these needs satisfied in your organisation? Make analyses of the ‘task – team – 

individual’ responsibilities of the leader marking their importance and presence in your 

organisation. Create the program of your own, your group and your organization 

development on the bases of the obtained results.  

 

6.4. Selecting the balanced team 

 

If you think about the teams and groups to which you belong the results will show 

that you do indeed belong to a wide variety of teams. When defining our position 

with a team we use the descriptions dealing with our job status within the 

organization, or a more formal role such as Chairman of the Accounts Committee, 

Secretary to the Social Club or may give a social role like Mother in the family or 

goalkeeper in the football team. Studies have shown that, if a team is to be successful, 

besides doing the functional tasks, its members must fill another type of role. 

 

Meredith Beblin investigated the problem of selecting ideal team by identifying the 

team roles during his work in Henley Management College. He made a detailed 

observation of teams as they took part in a complex business simulation. He wanted 

to find out the best mix of people to make up an effective team. His work differs from 

previous studies in that it looks at the personality and disposition of the team members 

rather than their functional roles. Dr. Beblin carried out a serious of world-wide 

psychometric tests over 7 years period. The results of these tests led to the identification 

of the team roles described below. Of all those managers tested, only 30% failed to fall 

into single clear role categories. (“Management Teams” published by Butterworth-

Heinemann) 

Using a PERSONALITY Inventory (Cattel 16PF) Beblin began to manipulate team 

membership according to personality profiles. He found that poor results are obtained when 

the teams are made up of people with similar personalities. Beblin created ‘Apollo’ teams 

made up from people of very high intellect. The ‘Apollo’ teams performed badly because the 

group members tended to cancel out rather than complement each other. These people may 

have been brilliant as individuals in intellectual debate but when they come together as a 

‘What team do you 

belong to’ 

Meredith Beblin 

theory 
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team; their discussions did not lead to effective task performance. He suggests therefore that 

the ideal team needs a mixture of personality types and abilities. 

 

Beblin establishes that when people are put into a team situation, they take on 

attitudes which reflect the way they prefer to behave and interact over and above the 

roles required by their work function. He calls this their Preferred Team Roles.  

 

Out of his work comes the notion of team balance. A mixture of roles within a team allows 

individual weaknesses to be overcome by the natural strengths of the other team members. 

These teams produce a holistic synergy where the total of the team’s efforts is greater than 

the sum of the individual parts. 

 

Any individual’s potential contribution to a team could be assessed according to the 

following traits: Intelligence, Dominance, Extroversion/Introversion, Stability/Anxiety. 

Based on these traits we may identify eight distinct team roles: 

 

1. Chairman (stable, dominant, extrovert) - sets goals, defines roles, co-ordinates efforts, 

and elicits respect. Chairman presides over team and coordinates efforts to meet targets, 

intelligent rather than brilliant; not really an “ideas” person. Establishes roles/work 

boundaries according to individual abilities, and focuses people on what they do best. A 

good two-way communicator, and self-disciplined in approach. If a decision is necessary, it 

is taken firmly after everyone has had a say.  

 

2. Shaper (anxious, dominant, extrovert) - task leader, competitive, makes things happen, 

abrasive. The task leader, where the Chairman is sociable leader. If no Chairman is 

present, the Shaper will lead, gives shape to the application of the team’s effort. Seeks to 

convert ideas into decisions and action. Impulsive and impatient, people outside the team 

regard him/her as arrogant. Can even make the team feel uncomfortable, but makes 

things happen. 

 

3. Plant (dominant, high IQ, introvert) - imaginative, intelligent, sources original ideas, 

disregards details. The ‘ideas’ person. Most imaginative and intelligent member of the team 

and the one most likely to look for a new approach to a problem if the team gets bogged 

down. Can cause offence when criticizing other people’s ideas, usually counter-proposing 

own ideas. Can sulk if own ideas are dissected or rejected. Needs careful handling by the 

Chairman to ensure that vital spark is provided. 

 

4. Monitor/Evaluator (high IQ, stable introvert) - measured, dispassionate, critical, 

analytical, lacks inspiration. Cold fish. Measured dispassionate, analyses is his/her force. 

Critic rather than creator – but only if he/she can see a flow in an argument. The most 

objective mind in the team, likes time to mull things over. Most likely to stop the team 

from committing itself to a misguided project. One quality makes him/her indispensable 

– judgment is hardly ever wrong. 

 

5. Resource investigator (as for Chairman) - sells, diplomatic, good improviser, many contacts, 

liable to loose interest.  Sociable, gregarious, positive enthusiastic, Goes outside the group and 

Preferred team roles 
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brings back information, ideas, etc. The diplomat, the liaison officer, always looking for new 

possibilities in the wider world outside. Needs the stimulus of others; gets bored in solitary work. 

Within the team, though, a good improviser, active under pressure. Prevents team from losing 

touch with reality. 

 

6. Finisher/Completer (anxious, introvert) - sees projects through, checks details, 

perfectionist, and worries about small things. Worries about of what might go wrong. 

Checks every detail, this obsession being an expression of anxiety. Preoccupied with 

order, a compulsive meeter of deadlines who maintains a permanent sense of urgency. 

Although an  assert to the team, can be a morale-lowering worrier, and be side-tracked by 

trivia. 

 

7. Team Worker (stable, extrovert, low in dominance) - promotes team harmony, good 

listener, builds on ideas, unassertive, indecisive. Most aware of individual needs and emotional 

undercurrents within the team. Most active internal communicator. Likeable, popular, 

unassertive: the cement of the team. Loyal to the team unit, builds on ideas rather than 

demolishes them. Dislikes confrontation, avoids it, and helps cool it down in others. Exemplary 

team member, particularly in times of stress. 

8. Company Worker (stable, controlled) - organizing ability, practical, common sense, 

logical, hardworking, lacks flexibility, unresponsive, unproven. The practical organizer 

concerned with what is feasible. Turns decisions into defined and manageable tasks that 

people can actually get on with. Not easily discouraged, though will not do so well in 

unstable, quickly changing situations. Efficient, systematic, methodical, but can be 

inflexible. If you need to know what was decided, or what needs to be done the Company 

worker is the one to see. 

 

Ideally we should look for a well-balanced team. Absence of any role(s) obviously has a 

weakening effect but equally the presence of too many of one type can cause teams to fall. 

For example, with too many Plants many good ideas are generated but never translated into 

action. A team composed entirely of plants and shapers may look brilliant, but will be 

beaten by a full and balanced team.   

 

The roles are divided into: Outward-looking: preoccupation and orientation of these 

members is to the world outside the team. Generally these are the dominant members of a 

team: Chairman; Plant; Resource investigator; Shaper. Inward-looking: These members 

are principally concerned with the world inside the team. Generally whilst not being 

submissive, these members are not especially characterized by dominance: Company 

Worker; Monitor/Evaluator; Team Worker; Finisher. Outward and inward roles can be 

paired as follows: Chairman - Company Worker; Plant Monitor/Evaluator; Resource 

investigator - Team Worker; Shaper –Finisher.  

 

The key point review of the Belbin’s approach is: Members of the team can contribute in 

two distinct ways: through their functional role (marketing, personnel, finance) and their 

Team Role (Shaper, Plant, etc). Effective teams depend on the extent to which members 

use their relative strength in both functional and Team Roles. Every team needs a balance 

of team Roles. The best balance will vary depending on the particular task or project 
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being undertaking and the environment in which it is taking place. The research does not 

conclude that all teams should be of eight people and that there should only be one of 

each type of the Team Roles. Personal characteristics and disposition will predispose 

individual members to behave in some roles and limit their ability to succeed in others. 

When team has a balance, represented by suitable people in their preferred roles they are 

more likely to manage their resources effectively and achieve a successful outcome. 

 

Reflection & practical exercise. Let us select one of your real teams and examine it in 

the light of the knowledge you have gained to see whether it is made up of the correct mix 

of personalities and abilities. Are there any significant gaps in the composition of your 

team? Do you have any ideas and suggestions for filling these gaps? You may take 

inventory from the materials of interactive seminar proposed below and try it out on your 

own teams at work. Although it measures self-perception it is always interesting to check 

out how others see us. Ask a fellow team member, preferably a colleague who knows you 

quite well, to complete the Inventory on your performance in a team situation. It will be 

interesting to compare that colleague’s perception with your own. 

  

6.5. Converting knowledge into practice 

 

In order to covert knowledge into practice use the algorithm presented in Chapter 1 

and generalize the information you have learnt from present chapter in the format of 

‘Personal Learning Diary for Leadership Development’ (see format of PDLD in 

Chapter 1). Fill in your PDLD  taking note of the following issues: 1) key moments 

that attracted your attention in terms of difference between leader or manager of the 

team; team leadership based on follower, workplace, task, team, individual 

characteristics as well as selection of balanced team; 2) what you have learnt about 

yourself as a leader, about your followers, about your living environment;  3) define a 

zone of development of yourself, your followers, your environment,  i.e. what could be 

changed on the basis of acquired competence; 4) formulate your а) thoughts, b) feelings, 

c) actions as a leader for developing leadership potential, considering efficient 

performance of balanced team based on considering characteristics of  people, 

environment and task.   

 

For developing synergetic leadership interaction with followers in the context of 

teamwork you are proposed interactive seminars ‘Developing ability for teamwork’ and 

’ ‘Developing ability for using typology’ based on Eco-Humanistic Technology of Self-

Development (EHTSD). Seminars, Power Point presentation and hand-out materials 

are available within ‘Leadership self-developing training materials database’ (LSDD).  

 

Additional reading and practical exercises are also available at LSDD. You will find 

reference to them in the Table of training materials in Attachment 1. 

7. Leadership Developmental Environment 

 

This chapter is devoted to creating leadership developmental environment by overcoming 

organizational obstacles for leadership formation. Corporate culture, organization 

structure and human resources are analyzed as obstacles for leadership development. 

Personal Learning 

Diary for 

Leadership 

Development 

(PDLD) 

Seminars and 

additional training 

materials  
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Leadership style is considered in accordance to organizational perspective (Bolman & 

Deal's Four Frame model).  

 

As we have found out leadership is a state. Leadership development is an existential 

process that is conducted immediately in the process of life activity. No two leaders are 

the same, since each person carries their own leadership potential. Leadership can be 

taught with the use of adequate knowledge and tools. Besides, there are no leaders 

without followers. Leadership is realized within a certain environment. In its essence 

leadership is aimed at self-transformation, as wells the transformation of the followers 

and the environment. 

 

Leadership is a complex process involving self-development that leads to changing the 

leader’s own behavior, development of synergetic interaction with the followers, 

developing the structure and culture of self-organization. The process of leadership 

qualities formation starts with the awareness of one’s mission and resources available for 

its realization. This awareness is possible by means of self-cognition, analysis of the way 

one is perceived by the surrounding people and the environment that conditions one’s 

development as a leader. As a result one becomes capable of assuming responsibility for 

one’s own actions.  

 

7.1. Organizational obstacles for leadership formation 
 

Unfortunately, leadership qualities formation is impeded by modern organizations. 

Among these obstacles one can name the organizational structure, corporate culture, 

values, and priorities, economic climate and competition environment, as well as legal 

norms adopted by the organization. These obstacles can be overcome by means of 

realizing the way how people perceive the activity of their organization.  

 

No matter how urgent and inevitable these changes might be, the process of 

transformations is rather painful. Modern organizations make resistance to changes 

because they consider them to be a threat for their habitual routine and their own 

cognitive schemes. However, as Jack Welch noted, when the pace of external changes 

exceeds that of internal changes, the end is looming on the horizon. It is also known that 

the one who stands still in the time of changes is actually moving backward. So, what are 

these external changes like? 

 

New tasks to be dealt with by modern companies are provoked by the following factors: 

1. constant changes that maintain the state of uncertainty; 

2. high level of education of employees who strive for the realization of personal 

purports, self-realization, creative freedom and recognition; 

3. global communication technologies that open up new opportunities for education 

and employment; 

4. necessity to replace narrow specialization with interdisciplinary connections; 

5. higher expectations of people for production rate and quality of produced goods 

and services, due to mass media and personal experience. 
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Reflection & practical exercise: in general, changes within the organization can be 

started with overcoming existing obstacles in one’s immediate zone of influence. To this 

end, it is necessary to understand the nature of these obstacles in order not to do harm to 

yourself and other people. A simple questionnaire can be used for assessing your 

organization, not only by you but also by your colleagues. To this effect you should 

evaluate the points stated in the questionnaire, which in your opinion reflect the real 

situation, grading them from 1 to 7: 

1. Physical environment: temperature, ventilation, noise level, comfort, amount of 

free space and its quality; 

2. Resources for education: number and quality of educational materials and other 

resources; 

3. Stimulus for development: employees’ level of knowledge expected by the 

company, involving innovative approaches, risk-taking, experimenting, and new 

ways of solving old tasks; 

4. Relationships: freedom of incoming information, free expression of opinions and 

feelings; 

5. Recognition: degree of recognizing and encouraging efforts (especially, creative 

ones), as well as the absence of accusations and punishment for mistakes;  

6. Correspondence to norms: readiness to take responsibility for one’s work and 

methods of its realization in contrast to formalistic compliance to established 

rules and procedures; 

7. Value of ideas: encouraging employees to put forward new ideas, opinions and suggestions; 

8. Possibility to receive practical assistance: degree of employees’ readiness to help 

and support each other in a practical way, share knowledge and skills; 

9. Cordiality and trust: level of friendliness and trust among employees; 

10. Standards: quality assessment of each other’s work; awareness of quality and 

standards. 

 

If the total score is more than 50 points, it shows that the conditions are very positive for 

the development of the organization. If the score is between 40 and 50 points, it means 

that this is room for improvement. If the score is less than 40 points, it means that the 

whole team needs to work hard to improve the situation within the company. 

 

7.2. Corporate culture as an obstacle for leadership development 

 

Research shows that corporate culture poses the most serious obstacle for leadership 

development. Corporate culture determines what kind of behavior is acceptable and gives 

possibility to identify oneself with others. This is a crucial issue for development as it 

influences the structure, type of functioning and model of behavior within the 

organization. Understanding corporate culture expands the leader’s zone of influence. 

Corporate culture can be understood on the basis of the whole culture of the society, 

tracing the history of its origin. 

 

The culture of Soviet organizations was purely collectivist, though built upon the 

strict principles of the so called “democratic centralism” when the minority was 

submissive to the majority. In fact, it was centralized tough management that 

The origin of 

corporate culture 
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required submission and discipline on the level of survival. Individual personality was 

disregarded. Everybody performed a role of a mere cog in the enormous machine. Since 

the 50s of the last century, the Western world has also been interested in collectivist 

culture, but that of Japan, which had certain advantages. Japanese companies existed not 

as a collection of working places, but rather as a commune that included all the 

employees. Those companies were governed by the atmosphere of mutual care and 

support. There was a strong connection between a person, organization and the whole 

country, while employees were loyal to their company till the end of life. Historically, 

Japanese corporate culture is rooted in the period of collective toiling on rice fields. No 

wonder, American organizations with their independent and adventurous pioneer spirit 

were totally different from Japanese ones. The USA was influenced by the ideas of 

British philosopher Herbert Spenser who claimed that individual personalities had more 

chances to survive that groups according to the principle “the strongest survive”. This 

explains why children were brought up so differently in these countries: in the USSR all 

individual differences were neglected, in the USA ambitious and showy behavior was 

greatly encouraged, while in Great Britain they fostered modesty and obedience, so that 

children “could be seen but not heard”. Anthropologist Gregory Bateson suggested that 

this kind of approach in the 1940s resulted in the emergence of confident, ambitious and 

competitive people in the American economy. 

  

In the contemporary world everything changes very quickly. According to political 

scientist Robert Prethus, we are living in the “organizational society” where organization 

itself is a cultural phenomenon that changes depending on the development stage of the 

society. We are building our life around two concepts: work and leisure. It means that 5 

days a week we follow a certain order and procedures, live and work in various places, 

wear a uniform or some other similar clothes, perform a number of similar actions, obey 

to our superiors and teach our children in order to prepare them for living in this society. 

However, in those societies where the main economical and manufacturing unit is family 

rather than organization, work acquires a totally different meaning. Nowadays an 

increasing number of people strive for freedom and a different way of life, leaving 

formalized organizational structures. According to French sociologist Émile Durkheim, 

as commonly established ideas, norms and values give way to a new organizational 

society, its development leads to the destruction of traditional models of social 

organization. No matter where we might work – in Paris, London, Rome, Tokyo or New-

York, we all belong to one culture of organizational society. It is based on organization 

which itself is a cultural phenomenon. There are no longer many differences left between 

British, American and Japanese employees. In post-Soviet countries working 

environment is acquiring the same features. 

 

Thus, culture is a complicated and living phenomenon, self-organizing and evolving 

process of environment creation. It is necessary to learn to understand it as life 

experience and exert influence, rather than measuring and controlling it the way 

managers do. Therefore, there is a need for leaders with their developed ability to see the 

essence of things. 
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It is believed that culture consists of three levels: 1) level of commonly established 

practices, habits and repeated processes; 2) level of rules, methods of control, budget, 

system of assessment, and training programs; 3) level of conceptual schemes that 

includes creative work, risk-taking, research, initiative and changes. As a rule, when 

some changes are implemented within the organization, only one of these levels is taken 

into consideration. 

 

Reflection & practical exercise: using leadership qualities, let us go through all these three 

levels, preferably with a team. In order to do this, divide a sheet of paper into two parts with 

a line. Write down “Where we are” at the top, and “Where we would like to be” in the 

bottom. Then, divide the line into three sectors and describe three levels of corporate culture 

of your organization at the top and in the bottom. Analyze the results and determine the way 

your corporate culture should look like, how it could be achieved and how to motivate the 

employees. Afterwards make analysis on the level of behavior and define what it corresponds 

more: to “the top” or to “the bottom”? 

 

Values make one of the most important element of culture. They should become part of 

work, and all team members must be ready to advocate them. In order to achieve it, 

corporate values should be in harmony with personal values. Creating lists of values that 

are practiced by the organization is only effective when words do not differ from actions. 

These lists should not boil down to achieving short-term results and profit. Moreover, one 

should not forget that cultural values are not universal. Under the existing conditions of 

globalization and expansion of major companies, tolerance should become one of the 

crucial requirements to employees. 

 

Reflection & Practical exercise: it is a good idea to involve your team in the creation of 

a “moral code” that would encompass a whole range of beliefs and values that all of you 

would be ready to uphold no matter what happens so that your company becomes the one 

you would be happy to work for. 

 

7.3. Structure of organization as an obstacle for leadership development 

 

Now it is time to analyze the structure of organization as an obstacle for leadership 

development. Over the XX century it was quite common for organizations to become 

bigger, being based on the hierarchical structure where the whole power is concentrated 

on the upper level. The end of the last century saw mass mergers, takeovers of companies 

in private sector, active sale of public property, enticing managers to transfer to other 

companies. The aim was to increase productivity and efficiency, as well as to decrease 

expenses sustained by consumers. The question arises whether those measures have 

proven to be effective. 

 

As the structure is closely connected with power, communication and effectiveness, it 

influences people’s behavior. In hierarchical structures people at the top have more 

power, which stimulated climbing the career ladder. Managers base their decisions on 

either/or system. Information is an attribute of power, which impedes communication and 

gives rise to slander, shifting responsibility and emergence of incompetent managers who 
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are concerned solely by their own promotion. When all the tasks have narrow 

specialization, communication is formalized, and the whole work is divided among 

various departments, this also impedes free flow of information and knowledge. The 

structure of organization determines its ability for learning and development, while 

hierarchies cannot transfer knowledge and information. 

 

A lot of modern organizations which position themselves as horizontal are in fact 

hierarchical. Even more advanced organizations with matrix structure and transversal 

connections that have teams and leaders have not yet disposed of hierarchical 

superstructure. Being under the pressure of the culture of high objectives and parameters 

without being able to deal with it, employees start to manipulate with their aims in order 

to satisfy those who have set them, since the final assessment is ultimately based on 

presentation rather than real results. Here we can see the worst features of both systems 

together with the aspiration to save funds. This desire to cut down expenses at all costs 

affects customers, whereas the increased cost of assets in the 1980s stifled such values as 

initiative and creativity that have become mere words. 

 

John Kotter (Harvard Business School) discovered that the increased number of managers 

and bulkiness of structures make organizations even more bureaucratized and slow down all 

processes. According to Jim Collins, the aim of bureaucracy is to compensate its 

incompetence. Bureaucratic rules can work with a small number of incompetent people while 

putting off competent specialists – those who are greatly needed by the company in order to 

achieve its goals. Consequently, it increases the number of unnecessary employees and 

enhances the need for bureaucracy which makes up for the lack in necessary skills, 

knowledge and discipline, which in its turn frightens off qualified people even more. Collins 

recommends moving from hierarchical structure to the culture of entrepreneurial spirit and 

discipline which he considers to be the culture of personal responsibility. In his opinion, it 

guarantees greater efficiency in future. 

 

What can replace a hierarchical structure? Organizational structure which is more 

adaptable to the XXI century is a round one. In order to overcome uncertainty and 

instability of the contemporary world there emerged a new flat network 

organization. Circular network structure is considered to be more effective as the 

organization and its clients are perceived as parts of one single system. Its advantage is 

that the Board of Directors is located in the centre, where is can be seen and accessed by 

everybody, instead of being at the top, as it is the case in a hierarchical structure. It 

enables working teams to access the Board directly and contact each other when it is 

necessary. It is a flexible structure that is capable of changing. Interconnections and 

network communications are governed by teams of employees rather than technologies. 

When authority and power are distributed within the organization in such a way, it is 

easier to create a culture of trust. The appearance of self-organizing employees leads to 

control shift. There is no longer need in a big number of managers. Active involvement 

becomes a reality. Quality service becomes a norm. Less competent workers become 

more noticeable, but they are not reproached. On the opposite, their colleagues try to help 

them to learn. Career ladders disappear, and people move freely around the flat surface. 

Access to information is free, and knowledge sharing becomes advantageous.  

XXI century 

organization 

structure 
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Sally Helgesen claims that hierarchy gives way to “the web of inclusion” in enterprises 

that were mainly established by women. It is quite understandable since employees that 

are located “in the centre of everything”, rather than on the vertical power line, are more 

likely to create a community based on equal distribution, trust, support, encouragement 

and mutual respect. Activity based upon a system of values is as important as final result. 

 

Network organization relies on two key principles: the structure is based on distributed, 

specialized activity, whereas relationships are established on the basis of interdependence 

(rather than independence or dependence) Leadership is an essential element in the 

formation of such organizations. 

 

Reflection & practical exercise: How can you describe the structure of your 

organization: hierarchical, horizontal, matrix or circular? What kind of changes should 

be implemented in the existing structure if it poses an obstacle for leadership 

development? Discuss with your group how you could start gradual structural changes in 

your organization, considering it an organism integrally connected with the whole world, 

rather them focusing on separate parts. 

 

 7.4. Human factor as an obstacle for leadership formation 
 

It is difficult to separate structure and culture as they are inseparable. Culture governs 

virtually everything which makes the organization and even the way how the structure is 

perceived. Together they exert influence on people who work for this organization. 

However, let us start with personnel recruitment. In fact, it can be quite difficult to find 

appropriate staff. It might seem that this problem can be easily solved by way of selecting 

the best university graduates. However, the paradox is that people with highly developed 

intelligence are likely to resist training at work. Moreover, as highly-qualified employees 

climb the career ladder this problem becomes even more acute resulting in their inability 

to cope with the ever changing world. 

 

How to deal with this problem? First of all, it is necessary to change one’s attitude to 

education. A lot of managers and professionals limit education to trouble-shooting and as 

a result they want to expand their zone of control. However, education is something more 

than that. It involves reflection over one’s behavior and the way it affects solution of 

problems, including the problem of changing one’s own behavior when it appears 

necessary. It is also important to realize the fact that the very choice of defining and 

solving a problem can become a source of these problems in itself. Talented and gifted 

managers must be aware of that. 

 

What kind of behavior impedes leadership formation within the organization? In 

hierarchical structures where promotion plays a key part the most important thing is to 

promote an image of a hard-working and skillful employee (even if you are not like that). 

This formalistic approach fosters tough and domineering behavior which makes itself 

hardly approachable in order to prevent others from questioning their competence. 
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The most difficult thing is to change behavior that is based on beliefs that limit people’s 

activity but allow then to stay in the organization. One can define the following types of 

such employees: 

1. apathetic employees who consider their work to be somewhere on the periphery 

of their lives being necessary only for making a living. As a rule, these are low- 

and medium-paid employees, whose main stimulus is survival. Sometimes this 

behavior is characteristic of people before their retirement. They perform their 

duties diligently but it is no use trying to ask them to do something more. They 

often have a rich life outside work and find satisfaction there. In order to change 

the situation, it is necessary to treat these employees as valuable irreplaceable 

workers. Since the organization benefits from transferring employees who want to 

try their hand in different positions, it possible to find out the employee’s 

priorities and transfer them to a position which would bring them more 

satisfaction. 

2. alienated employees who reject the organization because the organization has 

rejected them. There is no more trust, and cynicism serves as a protective 

mechanism. The root of the problem lies in ignoring this person, which is quite 

dangerous as it can cause severe damage to the organization. In order to change 

the situation it is possible to help this employee to understand their feelings and 

grudges. After one becomes aware of the roots of one’s own resentment, this 

employee can be transferred to a different position so that they can solve more 

difficult tasks with due assistance; 

3. anomic employees («anomia» - demoralization and degradation of a personality) 

who feel helpless and useless and perceive their work to be something pointless. 

As a rule, such workers have no friends and if they leave their job hardly anybody 

would notice that. Such employees need psychological help. In order to change 

the situation it is necessary to involve them in work and provide them with an 

assistant who they get on well with and who might be able to help them overcome 

their shyness. 

 

Reflection and practical exercise: as a leader do you know well your colleagues and 

your team? What they feel and think about their work? This knowledge is necessary in 

order to overcome behavior that blocks positive changes in the organization. Are you 

able to make changes in a certain part of work you are responsible for? In all these three 

cases you, as a leader, will have to do the following actions: 

1. to help people realize their behavior without criticizing them; 

2. to learn more about the reasons of this behavior and about the person in general; 

3. to help these people find a task they would be satisfied with; 

4. to transfer these people within the organization so that they get used to changes 

and new assignments; 

5. to support, to listen to people and facilitate their training.  

 

7.5. Leadership style in organizational perspective 

 

A leadership theory developed by Lee Bolman and Terry Deal (1991) advocates 

switching of leadership styles/positions according to four organizational perspectives 
Bolman & Deal’s 

Four Frame model 
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(‘Four-Frame’), namely Structural, Human Resource, Political and Symbolic. 

 

Bolman and Deal stated that leaders should look at and approach organizational issues 

from four perspectives, which they called ‘Frames’. In their view, if a leader works with 

only one habitual Frame (frame of reference), the leader risks being ineffective. A leader 

should see the organization’s challenges through these four Frames or ‘lenses’, to gain an 

overall view, and to decide which Frame or Frames to use. The leader may use one Frame 

(implying a behavioural approach) for a time, and then switch to another. Or instead the 

leader might combine and use a number of Frames, or all four, at the same time. A crucial 

aspect of Bolman and Deal’s model seeks to avoid the temptation for leaders to becoming 

stuck, viewing and acting on conditions through one lens or Frame alone. Bolman and 

Deal assert that because no Frame works well in every circumstance, then a leader who 

sticks with one Frame is bound eventually to act inappropriately and ineffectively. 

Instead, it is the leader’s responsibility to use the appropriate Frame of reference, and 

thereby behaviour, for each challenge 

 

Here are descriptions of and differences between the Four Frames: 

Table 7.1 – Four Frames of Leadership Style 

 

Structural 

This Frame focuses on the obvious 'how' of change. It's mainly 
a task-orientated Frame. It concentrates on strategy; setting 
measurable goals; clarifying tasks, responsibilities and 
reporting lines; agreeing metrics and deadlines; and creating 
systems and procedures. 

Human 
Resource 

The HR Frame places more emphasis on people's needs. It 
chiefly focuses on giving employees the power and opportunity 
to perform their jobs well, while at the same time, addressing 
their needs for human contact, personal growth, and job 
satisfaction. 

Political 

The Political Frame addresses the problem of individuals and 
interest groups having sometimes conflicting (often hidden) 
agendas, especially at times when budgets are limited and the 
organization has to make difficult choices. In this Frame you 
will see coalition-building, conflict resolution work, and 
power-base building to support the leader's initiatives. 

Symbolic 

The Symbolic Frame addresses people's needs for a sense of 
purpose and meaning in their work. It focuses on inspiring 
people by making the organization's direction feel significant 
and distinctive. It includes creating a motivating vision, and 
recognizing superb performance through company celebrations. 

 

 

Central to this methodology is asking the right questions and diagnosing the vital issues. 

Examples: 

 

1.Where a leader ascertains that the biggest problem in a group is lack of motivation and 

commitment, the leader should probably adopt a Symbolic and/or Human Resource 

(Frame) approach. 
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2.If the main group challenge is instead confusion around priorities and responsibilities, 

then the leader will probably be more successful adopting Structural and Political 

(Frames) orientation. 

3.If the group is experiencing uncertainty and anxiety about direction, then Symbolic and 

Political (Frames) leadership behaviours are more likely to produce effective results. 

 

Essentially, the leader should adopt a multi-Frame perspective before choosing how to 

act. Organizations tend naturally to use the Structural Frame but pay less attention to the 

other three Frames. According to Four-Frame theory, this is due either to: a) lack of 

awareness of the need for multi-Frame thinking and behaviour or b) behavioural rigidity 

due to unconscious limiting beliefs (controlling the leader's perceived priorities or 

capabilities) 

 

Reflection exercise:  Make a research of your organisation in the context of Bolman and 

Deal’s Four Frame Modal. Are all four frames considered in your organisation? If any 

frame is neglected try to explain why? Using proposed methodology diagnose the vital 

issues of your organization and develop program of development. Do not forget to 

include in the program the development of leadership multi-frame thinking and 

behaviour. 

 

The purpose and essence of leadership lies in the transformation of the present and 

creating the future. A leader should start this transformation with one’s own behavior. 

First you should imagine the desired future, culture, structure and behavior models 

you want to develop and then you can start doing concrete things for the transformation of 

your organization. 

 

Fill in your Individual diary of leadership development, taking note of the following 

issues: 1) key moments that attracted your attention in terms of organization structure; 

corporate culture; behavior connected with leadership formation, leadership styles in 

accordance with organizational perspectives; 2) what you have learnt а) about yourself 

as a leader, b) about your followers, c) about your  environment; 3) define a zone of 

development in the structure of your organization; in the culture development for 

yourself, your team and environment; in your behavior and in the behavior of your 

employees, in the leadership development considering organizational perspectives i.e. 

what could be changed on the basis of acquired competence; 4) formulate your а) 

thoughts, b) feelings, c) actions as a leader for the structural development of your 

organization; for the development of corporate culture within your organization; in terms 

of replacing behavior that impedes leadership into the behavior that promotes the 

development of leadership qualities. 

 

 

Attachment 1 

 

Leadership self-developing training materials database (LSDD) 

 

 It is in the process development. 

Generalization and 

action plan  
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