Chapter 3 - Answers to review questions in textbook, page 68

1.
Define the concept of leadership.

Answer: (Sec 3.1)

There are numerous definitions of leadership but a number of central issues are prevalent in these definitions. These include that leadership is a process not a position. Secondly there is a relationship between a leader and followers in a given situation. Thirdly people are influenced by the leader. It is important to understand that leaders gain the commitment and enthusiasm of followers who are willing to be influenced and these followers are influenced to think of the interest of the organisation and not only their own interest. Followers are also influenced to bring about change that will contribute to the desired future state of the organisation. The three key aspects in this definition are: leaders, followers and the situation. 

2.
Explain the difference between leadership and management.

Answer: (Figure 3.1 and Sec 3.1)

The two concepts complement each other. 

Typical characteristics of leadership are:

• alertness to opportunities

• imagination and vision to capitalise on them 

• creates a new paradigm

• works on the system

• is a natural unforced ability to inspire people

• requires respect and a genuine interest in people

• means attitude of serving

Typical characteristics of management are:

• creative problem solving

• works within the paradigm

• works within a system

• sets people and “things” in motion by means of methods and techniques

• uses people as means
• means an attitude of doing
Both these are vital for the success of an organisation. According to Hinterhuber & Krauthammer, the sources of leadership are alertness to opportunity and the imagination and vision to exploit or capitalise on it, thereby creating value for all the stakeholders - people, society, customers and shareholders. On the other hand, they see management as creative problem-solving that works within the system and that is easier to learn than leadership. They also believe that, in a time of uncertainty, leadership is more important than management. 

3.
Provide five examples of successful leadership and five examples of unsuccessful leadership.

Answer: (Table 3.3)

	Successful Leadership
	Unsuccessful Leadership

	Theme: Balance concern for task efficiency, human relations, and adaptive change.

	When making decisions, takes into account the needs of the organisation and needs of employees.

Gets things done without creating adversarial relationships.

Coaches employees in how to meet expectations.
	Hires people with good technical skills but poor ability to work with others.

In implementing a change, does not take the time to explain the rationale or listen to concerns.

Is unable to deal firmly with loyal but incompetent employees.

	Theme: Develop intrapersonal and interpersonal competence.

	When working with another group, gets things done by finding common ground.

Does an honest self-assessment.

Quickly gains trust and respect from customers
	Is not adaptable to many different types of people.

Is emotionally volatile and unpredictable.

Overestimates own abilities.

	Theme: engage in transformational and charismatic behaviours.

	Is a visionary able to excite other people to work hard.

Rewards hard work and dedication to excellence.

Gains commitment of others before implementing changes.
	Does not help individuals understand how their work fits into the goals of the organisation.

Orders people around rather then working to get them on board.

Fails to encourage and involve team members.

	Theme: Think and act in more complex ways.

	Once the more glaring problems in an assignment are solved, can see the underlying problems and patterns that were obscured before.

Understands higher management values and how they see things.

Recognizes that every decision has conflicting interests and constituencies.
	Is overwhelmed by complex tasks.

Cannot make the transition from technical manager to general manager.

Prefers to work on day-to-day problems rather than long-range strategies.

	Theme: Overcome deficiencies that limit success.

	Does not become hostile when things are not going his or her way.

Does not blame others or situations for own mistakes.

Does not become paralyzed or overwhelmed when facing action.
	Does not use feedback to make necessary changes in behaviour.

Selects people for a team who do not work well together.

Is self-promoting without the results to support it.

	Theme: Seek a wide variety of leadership experiences.

	Is prepared to seize opportunities when they arise.

Is willing to make a lateral move to gain valuable experience.

Accepts change as positive.


	Resists learning from bad decisions or mistakes.

Chooses an overly narrow career path.

Feels uncomfortable in situations that call for untested skills.


4.
Name some of the characteristics in organisations that communicate well.

Answer: (Sec 3.1)

· top management commitment

· open and honest

· planned and deliberate

· upwards, downwards, sideways

· supported by training

· agreed objectives

· interesting, significant content

· systematic

· two-way

· relevant

· sufficient time and money

· reliable

· regular and well timed

· right amount

· support in preparation

· flexible

· think message then medium

· supportive attitudes

· within recipients' horizon

· constantly reinforced

5.
Write a short paragraph on leadership traits.

Answer: (Sec 3.4.1)

According to the prescribed book the early studies on leadership (during the 1930’s and 1940’s) looked at the various issues concerning the individual leader in the workplace. These studies began with a focus on traits or characteristics (physical or mental), followed by a focus on skills (ability to carry out tasks), and moved on to behaviours (performing in specific ways). A very extensive literature on leadership traits (so-called traits-based leadership) exists. The figure below summarises the traits into four categories, namely physical, social, personality and intellectual. However, the trait theory was not very successful, as it was found that no particular set of personality characteristics had recurred in leaders. As Hunt correctly states, 'the reverse is more likely to be true - leaders are noted for being different from each other in personality traits'.

Figure: 
Leadership traits
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6.
List ten leadership managerial roles.

Answer: (Table 3.2)

(A)
Interpersonal roles


* Figurehead role:
Leaders perform the figurehead role when they represent the organisation/department in legal, social, ceremonial and symbolic activities



* Leader role:
The leader role is that of performing the management functions to effectively operate the managers' organisation unit



* Liaison role:
Leaders perform the liaison role when they interact with people outside their organisational unit, e.g. networking

(B)
Informational roles

* Monitor role:
Leaders perform the monitor role when they gather information.


* Disseminator role:
Leaders perform the disseminator role when they send information to others in the organisational unit.


* Spokesperson role:
Leaders perform the spokesperson role when they provide information to people outside the organisational unit


(C)
Decision roles

* Entrepreneur role:
Leaders perform the entrepreneur role when they innovate and initiate improvements



* Disturbance-handler role:
Leaders perform the disturbance-handler role when they take corrective action during a crisis or conflict situation.



* Resource-allocator role:
Leaders perform the resource allocator role when they schedule, request authorisation and perform budgeting activities


* Negotiator role:
Leaders perform the negotiator role when they represent their organisational unit during routine and non-routine transactions that do not include set boundaries such as the pay of an employee

7.
Briefly discuss the advantages and disadvantages of cross-functional teams.

Answer: (Sec 3.5.1)

Organisations are increasingly using cross-functional teams with a view to improving coordination of the independent activities among specialised sub-units. This type of team usually includes employees from each of the functional sub-units. These teams allow flexible, efficient deployment of personnel and resources to solve problems as they occur. As a result of the different backgrounds of the team members, they are normally creative in generating different ideas and also in providing interesting solutions to various problems. Although cross-functional teams are beneficial to organisations, they do have a number of negative aspects. For example, it is not always possible to get the members to participate sufficiently, and time-consuming meetings may result. A further problem is the possibility of role conflicts as a result of the competing demands of team members.

8.
Critically discuss the following individual models of leadership: transactional and transformational leadership.

Answer: (Secs 3.6.1 and 3.6.2)

Transactional leadership:

Here, leaders are characterised by contingent-reward and management-by-exception styles of leadership. Exchanges or agreements with followers are developed which point out what the followers will receive if they do something right (or wrong). The transactional leadership approach thus lasts only as long as the needs of both leader and follower are satisfied by the continuing exchange process. It is consequently not a relationship that binds the leader and follower together in a mutual and continuing pursuit of higher purpose. Thus, in a sense one can say that a purely transactional style of leadership may be counter-productive.

Transformational leadership:

As discussed in your prescribed book this is in direct contrast to the transactional approach (where the status quo within the organisation is maintained), the transformational-based approach raises both leaders and followers to higher levels of motivation and morality with a view to changing the present situation by focusing primarily on the external environment. Transformational leadership consists of four behavioural components, namely charisma, inspiration, intellectual stimulation, and individual consideration. Charisma is viewed as the process through which leaders arouse strong emotions in followers, while inspiration refers to leader behaviours such as articulating an appealing vision. Intellectual stimulation, on the other hand, encourages followers to be creative in solving problems, while individual consideration includes leader behaviours that provide special support to followers, such as expressing appreciation for a job well done.

9.
Discuss the past and future strategic leadership practices according to Ireland & Hitt.
Answer: (Sec 3.6.5 and Table 3.5)
According to Ireland and Hitt, strategic leadership can be defined as 'a person's ability to anticipate, envision, maintain flexibility, think strategically, and work with others to initiate changes that will create a viable future for the organisation'. From this definition it is clear that this approach will enable an organisation to achieve superior performance when competing in turbulent and unpredictable environments. CEOs who apply practices associated with 21st-century strategic leadership can create sources of competitive advantage for their organisations (refer to the table below). However, they (the CEOs) will have to cease viewing their leadership position as one with rank and title, but rather as a position of significant responsibility to a range of stakeholders.

In this process, the CEOs will also have to satisfy the requirements associated with six key leadership practices, namely: 

· determining the company's purpose or vision;
· exploiting and maintaining core competencies;
· developing human intellectual capital;
· sustaining an effective organisational culture;
· emphasising ethical practices; and
· establishing balanced organisational controls.
Table: 
Strategic leadership practices for the 21st century
	20th century practices (past)
	21st century practices (future)

	Outcomes focused

Stoic and confident

Sought to acquire knowledge

Guided people's creativity

Work flows determined by hierarchy

Articulated the importance of integrity

Demanded respect

Tolerated diversity

Reacted to environmental change

Served as the great leader

Views employees as a resource

Operated primarily through a domestic mindset

Invested in employees' development
	Outcome and process focused

Confident, but without hubris

Seeks to acquire the leverage knowledge

Seeks to release and nurture people's creativity

Work flows influenced by relationships

Demonstrates the importance of integrity by actions

Willing to earn respect

Seeks diversity

Acts to anticipate environmental change

Serves as the leader and as a great group member

Views organisational citizens as a critical resource

Operates primarily through a global mindset

Invests significantly in citizens' continuous development


10.
Nadler identifies four different types of change that can occur within organisations: tuning, adaptation, reorientation and recreation. Discuss these changes briefly.

Answer: (Sec 3.6.6)
The four different types of change as identified by Nadler are:

■
Tuning. Here organisations initiate incremental change in anticipation of environmental events. There is thus no immediate need for change. According to Nadler, this type of change maintains or enhances the fit between strategy and organisation.

■
Adaptation. While tuning is initiated internally and is proactive in nature, adaptation takes place as a result of external conditions and is reactive in nature.

■
Reorientation. Here the company initiates change as a result of an emerging environmental shift that is perceived. This will involve redefining the company's identity, vision and mission.

■
Recreation. As companies do not always have visionary leaders, they are sometimes caught unaware regarding certain changes that are taking place. In this situation they must move quickly and change all the basic elements of the organisational system if they want to survive.

Focusing on the reorientation type of organisation change, Nadler et al. suggest that for success under these circumstances, two types of leadership are required, one 'heroic' and the other 'instrumental'. The heroic leader will excite the employees, shape their aspirations and direct their energy, while the instrumental leader will make sure that the individuals throughout the organisation do indeed behave in ways needed for the change to occur. It thus appears that effective organisational change (reorientation change) will require both heroic and instrumental leadership.

Although individuals may exist who can fulfil both roles, it may be wise also to involve other employees in the leadership roles. According to Nadler the best option is to extend the leadership role beyond the individual leader and create institutionalised leadership. They consequently suggest extending the leadership to at least three groups - namely the senior team, the broader senior management group and, lastly, throughout the entire organisation. This makes the challenge of leadership in the organisation even more exciting.

The end!!
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