
Approac hes t o Leadership 
and Managem ent  

 

Int roduc t ion 

This section is designed to provide an easily accessible overview of the 
development of management and leadership thinking in the 21st century. 
There is a great deal written on both subjects and while we cannot possibly 
cover all the theories and gurus that exist, we have drawn together in this 
chapter a number of the key thinkers and thinking about both leadership and 
management from the last century.   

 

 

Leadership vs  Manageme nt  

Leadership and management are words that are often used interchangeably 
or are seen to be mutually exclusive activities. In this programme weÕll be 
discussing some of the different theories of leadership and management. 
More practically weÕll look at how you can combine both management skills 
and leadership skills in the workplace. 

 

The word leadership comes from a Greek root meaning ÔpathÕ. A leader is a 
path finder who takes people forward along a chosen route. The word 
management comes from a Saxon root meaning ÔhandÕ and refers to the 
navigational tasks of planning the route and steering and maintaining the 
course. One writer has described the distinction in this way: ÔManagers get 
people to do things. Leaders get people to want to do things.Õ In other words, a 
leader shapes and shares a vision that gives point to the work of others. 

 

On this programme we will use the following definition:  

Leadership is that part of a managerÕs behaviour that influences individuals 
and groups to achieve a new desired result.  

 

 

Manageme nt  

Managers see themselves as conservators and regulators of the existing order 
with which they identify. Their identity is a function of their relationships in the 
organisation. Among the roles they fulfil are: 

Coping with Complexity Ð by planning and budgeting, establishing detailed 
steps and timetables for achieving results, allocating resources necessary to 
make things happen 

Organising and Staffing Ð creating structure for accomplishing plan 
requirements, delegating responsibility for carrying out the plan, providing 



policies and procedures to guide people and creating systems to monitor 
implementation 

Controlling and Problem-Solving Ð monitoring results, identifying deviations, 
planning and organising to solve problems 

Producing Predictability and Order Ð has the potential of consistently 
producing key results expected by various stakeholders 

Adopting an impersonal or passive attitude to goals Ð these are set elsewhere 

 
 

Leadership 

Leaders work in, but do not belong to, the organisation. Their sense of identity 
does not depend upon work roles or membership in a particular group. Among 
the roles they fulfil are: 

Coping with Change Ð setting a direction, developing a vision of the future and 
the strategies needed to achieve that vision, enlists the support of 
stakeholders 

Aligning People Ð communicating the direction by words and examples so that 
others understand it and are committed to its achievement, influences the 
creation of teams and coalitions and accepts their validity 

Motivating and Inspiring Ð keeps people moving in the right direction despite 
major obstacles to change, energises by satisfying basic needs for 
achievement and recognition 

Produces change Ð has the potential of producing useful change, often to a 
dramatic degree 

Adopts a personal and active attitude towards goals Ð a leader should set 
these, question regularly whether they are still appropriate and adapt them if 
necessary 

 

 

Manageme nt  and Leadership Theor ies  

Leadership theory has changed drastically over the last hundred years or so 
and we explore this in this chapter under the heading ÒThe Rise of the New 
Model Leader.Ó As well as this thinking, extensive studies have also been 
carried out during the last fifty years or so with the object of helping managers 
to choose the most effective styles to achieve the results they are seeking in 
their particular environment. The researchers have explored a number of 
theories and models to make the choices better informed and less subjective. 
Both leadership and management theory are closely intertwined. The main 
contributions are summarised in the remainder of this section.  

 

 

K ey  me ssages  

There are several key messages that come through from the overview of the 
theories that follow: 



● there is no one ÔrightÕ leadership or management theory. All theories 
offer some insight depending on the situation. 

● the theories tend to change in terms of the bigger picture of changes 
in society and work. So, for example, charismatic themes are more popular 
during the 30s when Europe is in economic crisis. 

● leadership and management theories overlap to a great extent. One 
defining characteristic is that everyone can display leadership. 

 

The materials collected here are ordered chronologically: 

● The rise of the new model leader - an overview of leadership theory 
over the last century  

● Henri Fayol on what managers do  

● Douglas MacGregorÕs Theory X and Theory Y  

● Tannenbaum and SchmidtÕs Managerial Continuum  

● John AdairÕs Three Circle Concept  

● Blake and MoutonÕs Managerial Grid  

● Hersey and BlanchardÕs Situational Leadership Model  

● Mintzberg on managers  

● Bennis on leaders  

● Kotter on managing in complex organisations 





The Rise of  t he New  Model  
Leader 

 

Int angib les  

Leadership is one of the great intangibles of the business world. It is a skill 
most people would love to possess, but one which defies close definition. Ask 
people which leaders they admire and you are as likely to be told Gandhi as 
Anita Roddick, Nelson Mandela as Richard Branson, Suu Yui as Tony Blair. 
Yet, most agree that leadership is a vital ingredient in not-for-profit and 
business success and that great leaders make for great organisations. 

 

ÒBroadly speaking there are two approaches to leadership. You can theorise 
about it or you can get on and do it. Theorising about it is great fun, hugely 
indulgent and largely useless. Doing it Ð or doing it better Ð is demanding, 
frequently frustrating and of immense value,Ó says Francis Macleod, former 
chief executive of the Leadership Trust. ÒThose who want to change an 
organisation must be able to change people and in that process there is only 
one starting point that makes sense. Learning to lead oneself better is the only 
way to lead others better.Ó 

 

When considering leadership in the business context most roots lead to the 
military world. Management, long used to the concept of divide and rule, has 
perennially sought its leadership role models from the military. The temptation 
to view the business world as a battle field is, even now, highly appealing. 
Indeed, the success of Sun TzuÕs The Art of War as a management text points 
to the continuing popularity of this idea. 

 

 

Mac hiavel l ian leadership 

Another key historical text, and one which is increasingly referred to, is 
MachiavelliÕs The Prince. Amid the grey-suited pantheon of management 
greats, Niccol˜ Machiavelli (1469Ð1527) holds an unlikely, but undeniable, 
place. A Florentine diplomat and writer, his career was colourful Ð punctuated 
by interludes of indulgence in Òpetty dissipations,Ó torture on the rack, and 
farming. His abiding relevance to the world of management rests on a slim 
volume, The Prince. 

 

The Prince is the sixteenth century equivalent of Dale CarnegieÕs How to 
Make Friends and Influence People. Embedded beneath details of Alexander 
VIÕs tribulations lie a ready supply of aphorisms and insights which are, 
perhaps sadly, as appropriate to many of todayÕs managers and organisations 
as they were nearly 500 years ago. 

 



ÒIt is unnecessary for a prince to have all the good qualities I have 
enumerated, but it is very necessary to appear to have them,Ó Machiavelli 
advises, adding the suggestion that it is useful Òto be a great pretender and 
dissembler.Ó But The Prince goes beyond such helpful presentational hints. 
Like all the great books, it offers something for everyone. Take Machiavelli on 
managing change: ÒThere is nothing more difficult to take in hand, more 
perilous to conduct, or more uncertain in its success, than to take the lead in 
the introduction of a new order of things.Ó Or on sustaining motivation: ÒHe 
ought above all things to keep his men well-organised and drilled, to follow 
incessantly the chase.Ó 

 

Above all, Machiavelli is the champion of leadership through cunning and 
intrigue, the triumph of force over reason. An admirer of Borgia, Machiavelli 
had a dismal view of human nature. ÒEmpowermentÓ was not in his 
vocabulary. Unfortunately, as he sagely points out, history has repeatedly 
proved that a combination of being armed to the teeth and devious is more 
likely to allow you to achieve your objectives. It is all very well being good, 
says Machiavelli, but the leader Òshould know how to enter into evil when 
necessity commands.Ó 

 

In companies addicted to internal politics, Machiavelli remains the stuff of day-
to-day reality. But, warns Robert Sharrock, Machiavellian management may 
have had its day. ÒThe gentle art of persuasion is finding fashion with 
managers. The ends no longer justify the means. The means, the subtle 
management of relationships, are the ends by which future opportunities may 
be created.Ó This is particularly true of the not for profit sector where the ethics 
of how we conduct our business are as important in many cases as the 
ÒbusinessÓ itself.  

 

 

Mi l i t ary  mo dels  

Leadership re-emerged on the management agenda in the 1980s after a 
period of relative neglect. A great many books were produced purporting to 
offer essential guidance on how to become a leader. These tended to follow 
military inspirations with the business leader portrayed as a general, inspiring 
the corporate troops to one more effort. (And such metaphors entered the 
charity and public sector too.) 

 

Even so, there are some useful inspirations in the military world for todayÕs 
corporate leaders. One of the most persuasive, and under estimated, is Field 
Marshal William Slim. Slim believed that the leadership lessons he had 
learned in the army could readily be applied to the business world. In his book, 
Defeat Into Victory, Slim described his thoughts on raising morale: 

Morale is a state of mind. It is that intangible force which will move a whole 
group of men to give their last ounce to achieve something, without counting 
the cost to themselves; that makes them feel they are part of something 
greater than themselves. If they are to feel that, their morale must, if it is to 
endure Ð and the essence of morale is that it should endure Ð have certain 
foundations. These foundations are spiritual, intellectual, and material, and 



that is the order of their importance. Spiritual first, because only spiritual 
foundations can stand real strain. Next intellectual, because men are swayed 
by reason as well as feeling. Material last Ð important, but last Ð because the 
highest kinds of morale are often met when material conditions are lowest.  

(ItÕs interesting to read this and reflect on MaslowÕs hierarchy as a practical 
outcome of this.) 

 

The doyen of the military-inspired approach is the UK leadership writer and 
practitioner, John Adair, who was himself in the army (as well as spending 
time on an Arctic trawler and various other adventures). Adair has identified a 
list of the basic functions of leadership: planning, initiating, controlling, 
supporting, informing, and evaluating. Central to AdairÕs thinking is the belief 
that leadership is a skill which can be learned like any other. This is one of the 
fundamentals of the military approach to leadership Ð leaders are formed in 
the crucible of action rather than through chance genetics. We explore John 
AdairÕs ÒThree Circle ConceptÓ later in this chapter.  

 

In the management world there is a tendency to fluctuate between the two 
extremes. On the one hand, managers are sent on leadership development 
courses to nurture and discover leadership skills. On the other hand, there is 
still a substantial belief that leaders have innate skills which cannot be 
learned. 

 

Modern leadership writers tend to suggest that leadership as a skill or 
characteristic is distributed generously among the population. ÒSuccessful 
leadership is not dependent on the possession of a single universal pattern of 
inborn traits and abilities. It seems likely that leadership potential (considering 
the tremendous variety of situations for which leadership is required) is 
broadly rather than narrowly distributed in the population,Ó wrote Douglas 
Macgregor in The Human Side of Enterprise. The American Warren Bennis, 
inspired by Macgregor, has studied leadership throughout his career. Bennis 
also concludes that each of us contains the capacity for leadership and has 
leadership experience. He does not suggest that actually translating this into 
becoming an effective leader is straightforward, but that it can be done, given 
time and application. 

 

While such arguments are impressively optimistic about human potential, they 
are disappointed by reality. The dearth of great leaders is increasingly 
apparent. This suggests that either innate skills are not being effectively 
developed or that the business world simply does not encourage managers to 
fulfil their potential as leaders. 

 

 

The evolut ion o f  leadership 

Leadership thinking has moved rapidly from one theory to another. The main 
schools of thought can be divided into nine theories. 

 

Great Man Theory 



Great Man theories were the stuff of the late nineteenth and early twentieth 
centuries, though their residue remains in much popular thinking on the 
subject. The Great Man theory is based round the idea that the leader is born 
with innate, unexplainable and, for mere mortals, incomprehensible leadership 
skills. They are, therefore, elevated as heroes. 

 

Trait Theory 

This theory continues to fill numerous volumes. If you know who the Great 
Men are, you can then examine their personalities and behaviour to develop 
traits of leaders. This is plausible, but deeply flawed. For all the books 
attempting to identify common traits among leaders there is little correlation. 

 

Power and Influence Theory 

This approach chooses to concentrate on the networks of power and influence 
generated by the leaders. It is, however, based on the assumption that all 
roads lead to the leader and negates the role of followers and the strength of 
organisational culture. 

 

Behaviourist Theory 

In some ways the behaviourist school continues to hold sway. It emphasises 
what leaders actually do rather than their characteristics. Its advocates include 
Blake and Mouton (creators of the Managerial Grid) and Rensis Likert. 

 

Situational Theory 

Situational Theory views leadership as specific to a situation rather than a 
particular sort of personality. It is based round the plausible notion that 
different circumstances required different forms of leadership. Its champions 
include Kenneth Blanchard and Paul Hersey whose influential book, 
Situational Leadership Theory, remains a situationalist manifesto. 

 

Contingency Theory 

Developing from Situational Theory, contingency approaches attempt to select 
situational variables which best indicate the most appropriate leadership style 
to suit the circumstances. 

 

Transactional Theory 

Increasingly fashionable, Transactional Theory places emphasis on the 
relationship between leaders and followers. It examines the mutual benefit 
from an exchange-based relationship with the leader offering certain things, 
such as resources or rewards, in return for others, such as the followersÕ 
commitment or acceptance of the leaderÕs authority. 

 

Attribution Theory 

This elevates followership to new importance, concentrating on the factors 
which lie behind the followersÕ attribution of leadership to a particular leader. 



 

Transformational Theory 

While transactional leadership models are based on the extrinsic motivation of 
an exchange relationship, transformational leadership is based on intrinsic 
motivation. As such, the emphasis is on commitment rather than compliance 
from the followers. The transformational leader is, therefore, a proactive, 
innovative visionary.  Kouzes and Posner have identified and written about 
five exemplary practices that transformational leaders utilize. These are 
Òencouraging the heart,Ó Òchallenging the process,Ó Òinspiring a shared vision,Ó 
Òmodelling the wayÓ and Òenabling others.Ó 

 

 

The new  leader 

ÒTodayÕs leaders understand that you have to give up control to get results Ð 
they act as coaches not as Ôthe bossÕ,Ó observes Robert Waterman in The 
Frontiers of Excellence. 

 

The increasing emphasis in the 1990s focused on leaders as real people 
managing in a consensus-seeking manner. Instead of seeing leadership as 
being synonymous with dictatorship, this view sees leadership as a more 
subtle and humane art. It also breaks down the barrier between leadership 
and management. Traditionally, in theory at least, the two have been 
separated. ÒMen are ripe for intelligent, understanding, personal leadership, 
they would rather be led than managed,Ó observed Field Marshal Slim. 

 

From the 90s onwards, management and leadership have been increasingly 
seen as inextricably linked. It is one thing for a leader to propound a grand 
vision, but this is redundant unless the vision is managed into real 
achievement. While traditional views of leadership tend eventually to 
concentrate on vision and charisma, the message now seems to be that 
charisma is no longer enough to carry leaders through. Indeed, leaders with 
strong personalities are just as likely to bite the corporate dust (as Bob Horton 
found to his cost at BP). The new model business leaders we have seen over 
the last few decades have included people like Percy Barnevik at Asea Brown 
Boveri, VirginÕs Richard Branson, Anita Roddick at Body Shop and Jack Welch 
at GE in the United States. Non-commercial examples might include Nelson 
Mandela, Al Gore and Mo Mowlem. 

 

The magic which marks such executives has been analysed by INSEAD 
management expert Manfred Kets de Vries. ÒThey go beyond narrow 
definitions. They have an ability to excite people in their organisations,Ó he 
says. ÒThey also work extremely hard Ð leading by example is not dead Ð and 
are highly resistant to stress. Also, leaders like Branson or Barnevik are very 
aware of what their failings are. They make sure that they find good people 
who can fill these areas.Ó 

 

 



Leadership at  a l l  levels   

Leonard Sayles, author of Leadership: Management in Real Organisations 
and The Working Leader is representative of a great deal of the new thinking. 
Sayles suggests that leadership affects managers at all levels, not simply 
those in the higher echelons of management. ÒIt is leadership based on work 
issues, not just people issues, and is very different from the method and style 
of managing that has evolved from our traditional management principles.Ó 

 

Sayles argues that the leaderÕs role lies in Òfacilitating co-ordination and 
integration in order to get work done.Ó Sayles is dismissive of the perennial 
concept of the great corporate leader. Instead his emphasis is on the leader 
as the integrator of corporate systems. The leader is a kind of fulcrum 
Òadapting, modifying, adjusting and rearranging the complex task and function 
interfaces that keep slipping out of alignment.Ó Instead of being centred 
around vision and inspiration, Sayles regards the leaderÕs key role as 
integrating the outputs of his or her work unit with those of the rest of the 
organisation. To Sayles, Òmanagers who are not leaders can only be failures.Ó 

 

Interestingly, and unhelpfully for the practising manager, leadership attracts 
such aphorisms rather than hard and fast definitions. Indeed, there are a 
plethora of definitions on what constitutes a leader and the characteristics of 
leadership. In practice, none have come to be universally, or even widely, 
accepted. 

 

The individualism that has been associated with leadership in the past is now 
a bone of contention. The people we tend to think of as leaders Ð from 
Napoleon to Winston Churchill Ð are not exactly renowned for their team 
working skills. But, these are exactly the skills management theorists insist are 
all-important for the 1990s and beyond. 

 

ÒIn some cases, the needs of a situation bring to the fore individuals with 
unique qualities or values, however, most leaders have to fit their skills, 
experience and vision to a particular time and place,Ó says psychologist 
Robert Sharrock. ÒTodayÕs leaders have to be pragmatic and flexible to 
survive. Increasingly, this means being people- rather than task-oriented. The 
Ôgreat manÕ theory about leadership rarely applies Ð if teams are what make 
businesses run, then we have to look beyond individual leaders to groups of 
people with a variety of leadership skills.Ó 

 

 

Leadership and Em pow erme nt   

Warren Bennis advocates that empowerment is a crucial part of leadership. 
ÒLeadership can be felt throughout an organisation. It gives pace and energy 
to the work and empowers the work force. Empowerment is the collective 
effect of leadership.Ó 

 

Leadership thinker James McGregor Burns coined the phrases transactional 



leadership and transformational leadership to describe two leadership styles 
which aim to empower others to act and therefore achieve more for the 
organisation overall. Transactional leadership involves leaders who are very 
efficient at giving people something in return for their support or work. 
Followers are valued, appreciated and rewarded. Transformational leadership 
is concerned with leaders who create clear visions and are able to excite 
others about the vision to the point where they are committed to achieving that 
vision.  

 

Peter Drucker has observed that great leaders habitually talk of ÒweÓ rather 
than ÒI.Ó These leaders appear to be natural teamworkers, a fact overlooked 
by the past heroic models of leadership. In The Tao of Leadership, John 
Heider produces another aphorism Ð but one which cuts to the heart of 
modern leadership: ÒEnlightened leadership is service, not selfishness.Ó 

 





Fayol  on Wh at  Managers Do  
 

General  de f in i t ion 

A manager can be defined as someone who in any organisation has the 
authority and accountability for directing and supervising the work of others. 
The definition applies throughout the management structure from the most 
junior supervisor to the chief executive. The overall duty of every manager can 
be expressed as Ôto help achieve the short-term and long-term aims of the 
organisation by the most effective use of the resources at his or her disposalÕ. 

 

The ma nagem ent  proc ess  

One of the earliest writers on management thinking was Henri Fayol. In 1916 
he came up with a list of tasks or roles carried out by a manager. These fall 
under eight main headings:  

● Set objectives 

● Perceive the situation 

● Plan 

● Organise 

● Direct 

● Motivate 

● Control 

● Develop 

 

FayolÕs work was enormously influential in early management thinking, and 
the categories he developed occur again in much later writing. We outline 
below how these roles have been expanded. 

 

1. Set Objectives  
The manager and her/his staff must know where they are going. At its highest 
level the leader or manager must have a vision of the ultimate goals of the 
organisation or group. There must be a clear statement of the basic 
philosophy and the broad aims being pursued. Every manager must be able to 
restate these in terms of the work of her/his own department.  

 

2.   Perceive the Situation 
The effective manager must have a clear perspective of the situation in which 
he/she is working. The problems of many a second-rate manager stem from a 
basic lack of understanding or a muddled view of her/his environment. 
Aspects which he/she must understand include:  

● opportunities, problems and tasks 

● strengths and weaknesses 



● outside influences and threats 

● key factors, needs and priorities 

● mechanisms and procedures of the organisation  

● an understanding of the field in which the organisation operates.  

 

3. Plan 
Clearly a key part of the managerÕs role is to decide what should be done. 
Stages include: 

● getting the facts and analysing them 

● anticipating or forecasting future events 

● problem solving and creative thinking 

● assessing the options available 

● evaluating costs and benefits 

● deciding on the course of action 

● establishing detailed targets. 

 

4. Organise 
The next stage is to arrange the means to carry out the plan. This involves: 

● deciding who, how, when and where 

● defining roles, responsibilities, authority and accountability 

● allocating the necessary resources 

● setting up procedures 

● organising the use of her/his own time. 

 

5. Direct 
Getting the show on the road requires: 

● communicating the plans 

● giving instructions 

● providing leadership and guidance. 

 

6. Motivate 
Getting people to carry out the plan in an efficient manner depends on: 

● gaining the commitment of individuals to make their best efforts  

● harmonising relations between the organisation and the separate 
groups and individuals 

● encouraging, praising, cajoling and reprimanding. 

 

7. Control 



Once the plan is under way it needs to be steered like a car so that it stays on 
course at the right speed. This requires: 

● measuring results and monitoring progress 

● comparing results with targets 

● identifying problems, deviations and conflicts 

● responding to outside influences or changes 

● initiating corrective action 

● revising the plan 

 

8. Develop 
Finally the manager must always be looking for ways to improve operations 
and get better results by: 

● improving performance 

● improving products 

● developing staff 

● improving the organisationÕs assets. 

 

 

The indiv idual  ma nagerÕs ro le 

In practice any one manager is likely to spend her/his time predominantly in a 
few of these activities but not all of them. For instance the Chief Executive is 
likely to concentrate on setting objectives, perceiving the situation and  
planning. He or she is likely to delegate much of the responsibility for other 
areas. A junior manager may feel that most of her/his work is in the areas of 
directing, motivating and controlling. The Corporate Planner may focus on 
perceiving the situation and planning while the Learning and Development 
Manager will largely focus on developing. Overall such specialisation is 
inevitable, but in smaller matters even the junior manager must follow the 
whole process. 

 

 

Developing ma nagem ent  sk i l l s  

Each aspect of the managerÕs role which has been listed here can form the 
basis for assessment and development both by the individual and by the 
organisation. This is because the list is based on behaviour and not personal 
traits or characteristics. It is therefore possible to observe this behaviour in 
action.  

 

When developing managerial skills, it is often more profitable to concentrate 
self-development or organisational learning programmes on what the manager 
does rather than on personal traits. For instance, it is possible to assess how 
well a manager understands her or his environment. From this assessment, a 
decision can be made as to whether they can improve their knowledge best by 



individual efforts or by a centrally organised programme of training or by other 
means such as coaching or mentoring for example. The same approach can 
be applied to skills in planning, organising and so on through the list. 

 
 

The dis t inguishing c harac t er is t i c s  of  ma nager ia l  w ork  

The nature of every managerÕs job will be influenced by its function, its level of 
responsibility and the circumstances of the organisation. Individual managers 
will adapt to these circumstances in different ways and will operate in 
accordance with their own perceptions of the behaviour expected of them, 
their experience of what has or has not worked for them in the past and their 
personal characteristics. 

 

The classical concept that all managerial jobs are basically the same because 
all managers plan, organise, motivate and control, grossly overemphasises 
the similarities of the managerÕs job at the expense of the differences, which 
are many and important. Our experience of management is that understanding 
the context in which you manage is just as important as understanding some 
of the key skills that managers need to develop and utilise. 



Douglas Mac GregorÕs Theory 
X and Theory Y 

 

Tw o assump t ions  Ð X and Y 

The way in which leaders operate will depend on the assumptions they make 
about people and their attitudes to work. Douglas McGregor, an early 
industrial psychologist posed two extreme sets of assumptions as Theory X 
and Theory Y. 

 

The Theory X Manager Believes That: 

● the average human being has an inherent dislike of work and will 
avoid it if she/he can. 

● because of this dislike of work, most people must be coerced, 
controlled, directed, threatened or bribed to work adequately for the 
organisational objectives. 

● the average human being prefers to be directed, wishes to avoid 
responsibility, has relatively little ambition and wants security above all. 

 

The Theory Y Manager Believes That: 

● to the average human being, work is as natural as play or rest. 

● control by threats or bribes is not the only means of getting people to 
work for organisational objectives. People will direct themselves in whatever 
activity they have committed themselves. 

● commitment to objectives is a function of the rewards offered for their 
achievement. 

● the average human being learns, under proper conditions, not only to 
accept but to seek responsibility. 

● the capacity to exercise imagination, ingenuity and creativity in solving 
organisational problems is widely, not narrowly, distributed in the population. 

● under modern conditions of industrial and commercial life the 
intellectual potentialities of the average human being are only partially used. 

 

From assump t ions  t o behav iour   

Theory X assumptions underlie the behaviour of autocratic managers who 
make all the decisions, tell people exactly what to do and how to do it. Theory 
Y assumptions underlie the behaviour of democratic managers who share 
leadership responsibilities with subordinates and involve them in the planning 
and execution of tasks. 

 

Managers recognise these two extremes readily, Theory X is sometimes 



associated with Ôtough-minded managementÕ and Theory Y with Ôsoft 
managementÕ. In practice Theory Y is better described as open and honest 
management which treats people as adults and deals with them according to 
their contributions and achievements. To allow individuals freedom demands a 
high-degree of self-control and willingness to take risks. The fear of losing 
control and, in effect, having to trust people is common amongst many 
managers. 

 

McGregor carried out a number of experiments to test the relative 
effectiveness of Theory X and Theory Y and found that in certain 
circumstances both could work! But perhaps the most important conclusion 
from McGregorÕs work is the need for consistency. McGregor found that staff 
were confused by managers who talked ÔYÕ but behaved ÔXÕ. (But they could 
live with managers who were consistently ÔXÕ) 

 

A great deal of management and leadership theory has drawn on 
MacGregorÕs work.  



Tannenbaum and Sc hmi dt Õs 
Manager ia l  Cont inuum  

 

The range o f  s t y les  Ð aut oc ra t ic  and demo c rat ic  

In 1958 Robert Tannenbaum and Warren Schmidt published a model of 
leadership behaviour focusing on how managers interact with others. They 
called this the Managerial Continuum. The diagram below outlines this. 
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A CONTINUUM OF LEADERSHIP BEHAVIOUR

 
 

 

The model explored different styles of management based on the amount of 
freedom for decision making available to the boss and the team. At one end of 
the continuum the boss retains all decision making freedom. This can be 
referred to an autocratic management style. At the other end of the continuum, 
the team have the freedom when it comes to decision making. This can be 
referred to as a democratic management style.  

 

Tannenbaum and Schmidt actually suggested that we need to use the whole 
continuum to be effective. However, many of us will know managers who opt 
from one style of behaviour and stick to it. It is often easy to identify what style 
a manager is adopting by the way that he or she speaks to others.  

 

How  t hey  t a lk  



In each section of the continuum managers/leaders use different kinds of 
language. 

 

Tells The problem I face is ... 

 I want you to ... 

 

Sells The problem I face is ... 

 I want you to ... because ... 

 

Tests The problem I face is ... 

 I want you to ... 

 What do you think of this idea? 

 

Consults The problem we face ... 

 What ideas do you have for solving it? 

 

Joins What is the problem we face? 

 How can we solve it? Any ideas? 

 

Delegates I want you to sort out any problems we may have in this 
area. 

I shall keep my eye on the general progress, without 
involving myself in the details. 

 Let me know if you get into difficulties. 

 

 

 



 B lak e and Mout onÕs 
Manager ia l  Gr id  

 

Many management theorists have based their work on McGregorÕs writing on 
Theory X and Theory Y managers, explored earlier in this chapter. Several 
different groups of researchers had devised their own labels to describe the 
two dimensions of leadership behaviour and had explored how these two 
dimensions operated together.  

 

This research began to cast doubt on the either/or implications of autocratic or 
democratic styles of management. As more theorists researched the role of 
managers and the way in which they approached their jobs, it became clearer 
and clearer that effective management relied on a mixture of the two styles.  

 

Two people whose work in this area became very well known were Robert 
Blake and Jane Mouton. They labelled the two dimensions of leadership 
behaviour concern for people and concern for results. They asked managers 
to complete questionnaires exploring when and how they used these two 
dimensions.  

 

Their research showed that leaders in a variety of situations showed a wide 
range of leadership styles. Some were basically task-oriented in nature, others 
people-oriented and yet others were characterised by both types of behaviour. 
There were even some people whose behaviour seemed to show little 
concern for either production or relationships! 

 

Blake and Mouton use a grid rather than a continuum to plot the relation 
between these two aspects of leadership behaviour. The implication of this is 
that an individual manager could display any combination of the two basic 
ingredients of leadership behaviour. Blake and Mouton published their 
research in the Harvard Business Review in 1964.  

 

The grid is shown below and identifies five management styles: 

1.1 Management Ð The Impoverished Leader 

1.9 Management Ð The County Club Leader 

9.1 Management Ð Produce or Perish (Autocratic) Leader 

5.5 Management Ð Middle of the Road Leader 

9.9 Management Ð Team Leader 

 

The numbers on the grid refer to scores assessed by questionnaires 
developed by Blake and Mouton. 



1.9 MANAGEMENT

Thoughtful attention to needs
of people for satisfying 

relationships leads to a com-
fortable friendly organisation
atmosphere and work tempo.

9.9 MANAGEMENT

Work accomplishment is from
comitted people; interdepend-

dence through a ‘common
stake’ in organisation

purpose leads to relationships
of trust and respect.

5.5 MANAGEMENT

Adequate organisation per-
formance is possible through

balancing the necessity to
get out work while maintaining

morale of people at a
satisfactory level.

1.1 MANAGEMENT

Exertion of minimum effort
to get required work done is

appropriate to sustain
organisation membership.

9.1 MANAGEMENT

Efficiency in operations
results from arranging con-

ditions of work in such a way 
that human elements interfere

to a minimum degree.
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Some of the value of the grid has been lost by the tendency to assume that 
9.9 management is the most effective for all occasions without paying 
sufficient attention to differences in the situation. 

 



Blanc hard and Hersey - 
Si t ua t ional  Leadership 

 

The search for the one best style was soon abandoned in favour of matching 
the managerÕs style to the situation and the environment. The effect of this 
complex interaction was explored and written up by Kenneth and Paul Hersey 
in a model they call Situational Leadership, first published in 1968. They 
describe style as the pattern of behaviour a manager exhibits when attempting 
to influence the activities of subordinates. The pattern is made up of a 
combination of directive (task) behaviour and supportive (process) behaviour. 

 

Managers seem to have a preference for one or more styles. And by using a 
series of questions a managerÕs style can be plotted on the table below. This 
is similar in concept to BlakeÕs grid but is simpler and emphasises the 
importance of behaviour. 

 

High Supportive
Low Directive

Behaviour

High Directive
High Supportive

Behaviour

Low Supportive
Low Directive

Behaviour

High Directive
Low Supportive

Behaviour
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Blanchard and Hersey define directive and supportive behaviour as follows: 

 

Directive behaviour: The extent to which a leader organises the roles of 
individuals and members of his or her group by explaining what activities each 
is to do as well as when, where and how tasks are to be accomplished. It is 
further characterised by the extent to which a leader defines patterns of 
organisation and formalises channels of communication. 

Supportive behaviour: The extent to which a leader engages in personal 



relationships with individuals or members of the group; the amount of socio-
emotional support and psychological strokes provided by the leader; the 
extent to which the leader communicates and helps the internal working of the 
group. 

 

The managerÕs dominant style is the one which has been chosen most often 
and the supporting styles those which have also attracted at least two 
responses. The Hersey and BlanchardsÕ emphasis is on the need for flexibility 
except where conditions are fairly predictable and consistent. Successful 
managers are those who are able to adapt their behaviour to meet the 
demands of their environment. They use their range of styles in the most 
appropriate way. 

 



J ohn Adai rÕs  
Three Ci rc le Conc ept   

 

John Adair sees leadership as the result of the balance achieved between the 
three main elements of the leaders job. These are embodied in his three circle 
concept (the three circles are a trademark belonging to Adair): 

 

TASK

TEAM

MAINTENANCE

INDIVIDUAL 

NEEDS

 
 

 

Adair developed this model in the 60s and 70s and was one of the first writers 
to strongly argue that leadership is an integral part of management. Other 
writers had alluded to leadership skills within their writing on management, but 
Adair went one step further and focused on leadership as a learnable skill 
rather than an inherent trait.  

 

The three circle concept lends itself to a variety of leadership styles. The 
telling style will come from a decision that the Task is all important and that the 
Team and Individual needs are entirely subordinate. Participating and 
delegating will be used when the manager believes that the task will be 
achieved more effectively if individual needs are satisfied and the team works 
well together. 

 

At any point in time the leader may be concerned particularly with one aspect, 
to the partial exclusion of others. You donÕt form a committee to discuss fire 
fighting drills when the building is burning. It would be equally ridiculous to 
forget people and concentrate on the task all the time. Over a period of time 
attention is paid to all three needs otherwise the leadership will fail. The leader 
needs to consider: 

 

The Task 
The leader is responsible for achieving the task objectives. She/he needs to: 



● be quite clear what the task is 

● know how it fits organisational objectives (short and long) plan how to 
do it 

● provide resources of time and authority 

● ensure that the structure doesnÕt hinder the task 

● monitor and control progress 

● evaluate results 

 

The Team 
The leader must pick the best team and get them to work well together. 
She/he must: 

● set and maintain team standards 

● involve the team where possible in objective-setting 

● encourage new ideas 

● keep the team well briefed 

● co-ordinate their activities 

● build in grievance procedures, but keeping disruptive influences to a 
minimum. 

 

The Individual 
The leader must also understand each member of the team and see that 
she/he: 

● feels a sense of personal commitment and achievement in his job 

● gets responsibility to match his capability 

● receives adequate recognition for achievement 

● feels that she/he is developing. 

 



Mint zberg on Managers 
 

K ey t h ink er  

Henry Mintzberg is one of the most respected authorities on management and 
managers. MintzbergÕs reputation was made by The Nature of Managerial 
Work published in 1973 and the article in Harvard Business Review in 1975 
which brought it to a wider public Ð The ManagerÕs Job: Folklore and Fact. In 
researching the book, he spent a week in each of five middle to large-sized 
organisations Ð a consulting firm, a technology company, a hospital, a 
consumer goods company and a school system Ð observing how chief 
executive officers used their time, as well as reporting other studies of 
managers lower down the line, ranging from factory supervisors to hospital 
administrators. 

 

Far from confirming any grand all-embracing role, such as Peter Drucker 
proposed in his analogy of the manager as orchestra conductor, Mintzberg 
found that a managerÕs time is constantly being fragmented by interruptions. 
These, however, appeared to produce an adrenaline of their own and to 
convince the manager that he was achieving a great deal through responding 
to the pressures of the job over a great many issues, even in summary and 
incomplete fashion: 

ÔJumping from topic to topic, he (the manager) thrives on interruptions and, 
more often than not, disposes of items in ten minutes or less. Though he may 
have fifty projects going, all are delegated. He juggles them, checking each 
one periodically before sending it back into orbit.Õ 

 

 

Real i t y  versus t heory  

The definitions of managerial work laid down by Henri Fayol in 1916 Ð broadly 
planning, organisation, co-ordination and control Ð have very little bearing on 
actual daily routine, Mintzberg discovered. Yet, as he explained in a Harvard 
Business Review article condensing the essence of his 1973 book, ÔWithout a 
proper answer, how can we teach management? How can we design planning 
or information systems for managers? How can we improve the practice of 
management at all?Õ 

 

Half the activities engaged in by MintzbergÕs five CEOs lasted less than nine 
minutes and only ten per cent exceeded one hour in duration. ÔThe chief 
executives met a steady stream of callers and mail from the moment they 
arrived in the morning until they left in the evening... . A diary study of 160 
British top and middle managers found that they worked for half an hour or 
more without interruption about once every two days.Õ 

 

ÔThe traditional literature notwithstanding, the job of managing does not breed 
reflective planners; the manager responds to stimuli as an individual who is 
conditioned by his job to prefer live to delayed action.Õ 



 

The manager also spends as much time dealing with people outside as inside 
the company, Mintzberg found. ÔHe shuns written reports, skims periodicals 
and merely processes his mail.Õ He prefers to pick up his information verbally, 
at meetings and on the telephone, and indeed relies heavily on gossip and 
hearsay, inside and outside the company, to keep him up to date. 

 

Indeed, Mintzberg concluded in a memorable finding, Ôthe executives I was 
studying Ð all very competent by any standard Ð were fundamentally 
indistinguishable from their counterparts of 100 years ago (or 1,000 years ago, 
for that matter). The information they need differs, but they seek it in the same 
way; by word of mouth. Their decisions concern modern technology, but the 
procedures they use are still the same as the procedures of the nineteenth-
century manager.Õ 

 

ÔManagers seem to cherish ÔsoftÕ information, especially gossip, hearsay and 
speculation. Why? The reason is its timeliness: todayÕs gossip may be 
tomorrowÕs fact. The manager who is not accessible for the telephone call 
informing him that his biggest customer was seen golfing with his main 
competitor may read about a dramatic drop in the next quarterly report. But by 
then itÕs too late.Õ 

 

Furthermore, Ômanagers apparently do not write down much of what they hear. 
Thus the strategic data-bank of the organisation is not in the memory of its 
computers but in the minds of its managers.Õ 

 

 

Mint zbergÕs k ey  ro les  

Out of all this mass of material, which baldly contradicted most conventional 
wisdom about a managerÕs activities, Mintzberg identified ten principal 
managerial roles, grouped into three main areas Ð interpersonal, informational 
and decisional. 

● Interpersonal roles, in his definition, comprise three functions 
essential to a manager: those of figurehead, leader, and liaison. The first two 
are self-explanatory (the figurehead performs ceremonial roles such as 
making presentation speeches, meeting visiting dignitaries and lunching 
important clients; the leader hires, trains and motivates employees) while the 
third covers a managerÕs network of relationships within and without the 
organisation, outside his vertical chain of command, and mainly in pursuit of 
building up a private information system. ÔManagers spend as much time 
with peers and other people outside their units as they do with their own 
subordinates, and surprisingly little time with their own superiors.Õ 

● Informational roles involve those of monitor (keeping tabs on whatÕs 
going on); disseminator (transmitting essential information to subordinates) 
and spokesman (the public voice of the unit). ÔThe manager emerges as the 
nerve centre of his organisational unit. He may not know everything, but he 
typically knows more than any member of his staff ... . 
 



Many of these contacts are with other managers of equal status, who are 
themselves nerve centres in their own organisation. In this way the manager 
develops a powerful database of information. The processing of information 
is a key part of the managerÕs job ... . In large part, communication is his 
work.Õ 

● Decisional roles, not surprisingly, are described as the most 
important. Mintzberg divides this category into four Ð entrepreneur, 
disturbance handler, resource allocator and negotiator. 
 

As entrepreneur, the manager Ôseeks to improve his unit and to adapt it to 
changing conditionsÕ sometimes juggling as many as 50 different projects at a 
time, such as initiating a PR campaign, dealing with a poor cash-flow position, 
reorganising a weak department or looking after the various stages of an 
acquisition. As disturbance handler, the manager reacts to events and change 
beyond their foresight or control; a strike, a major change in legislation or the 
failure of a key supplier. 

 

As resource allocator, the manager must decide how best to deploy the assets 
of the organisation, including its human assets and, most importantly, the 
managerÕs own time. As negotiator, he is responsible for all the variety of 
decisions involved in dealing with other individuals; whether these concern a 
difficult sales contract, the threat of a strike, staff grievances or attracting a 
new star player to the team. 

 

 

Manageme nt  as  an ar t , not  a sc ienc e ! 

It is here that Mintzberg parts company most strikingly with theorists like Peter 
Drucker, who compared the managerÕs role to that of an orchestral conductor.  

 

All the variables contained within the four permutations of entrepreneur, 
disturbance handler, resource allocator and negotiator led Mintzberg to 
conclude that management is an art rather than a teachable science, and that 
it requires a continuous process of self-education and assessment. He also 
pointed out that the roles are part of an integrated whole and cannot easily be 
separated when, for example, efforts are made to split a managerial job into 
internal and external roles, though not all managers, he found, give equal 
attention to all roles. (In commercial settings sales managers tend to 
emphasise the interpersonal side, production managers the decisional roles 
and staff managers the informational roles.) 

 

In summarising the theme of his findings for the Harvard Business Review in 
1975 Mintzberg said the pressures of his job Ôdrive the manager to be 
superficial in his actions Ð to overload himself with work, encourage 
interruption, respond quickly to every stimulus, seek the tangible and avoid the 
abstract, make decisions in small increments and do everything abruptly . . . 
the danger in managerial work is that (managers) will respond to every issue 
equally (and that means abruptly) and that they will never work the tangible 
bits and pieces of informational input into a comprehensive picture of their 
work.Õ 



 

Management schools, he concluded, would only begin Ôthe serious training of 
managers when skill training takes a serious place next to cognitive learning... 
. Cognitive learning no more makes a manager than it does a swimmer. The 
latter will drown the first time he jumps into the water if his coach never takes 
him out of the lecture hall, gets him wet and gives him feedback on his 
performance.Õ 

 

Managerial skills such as developing peer relationships, resolving conflicts, 
handling information and negotiations need to be practised, and the manager 
should be introspective enough about his work to go on learning on the job. 

 

ÔNo job is more vital to our society than that of the manager,Õ declared 
Mintzberg. ÔIt is the manager who determines whether our institutions serve us 
well or whether they squander our talents and resources. It is time to strip 
away the folklore about managerial work, and time to study it realistically so 
that we can begin the difficult task of making significant improvements in its 
performance.Õ 

 

 

St ruc t ure o f  organisat ions  

From analysing the components of managerial work, Mintzberg moved on to 
study the design of organisations in The Structuring of Organisations (1979) 
and Structures in Fives: Designing Effective Organisations (1983). 

 

He concluded that most organisational structures fall into five basic categories: 
simple structure, machine bureaucracy, professional bureaucracy, 
divisionalised form and adhocracy Ð a term recently appropriated and 
redefined by Robert Waterman to describe the ideal conditions for a flexible, 
innovation-inducing organisational structure. (Waterman, author of The 
Renewal Factor and co-author with Tom Peters of the massively successful In 
Search of Excellence acknowledges Mintzberg as one of his own most 
influential gurus.) 

 

MintzbergÕs simple structure organisation is just that: a centralised, perhaps 
autocratic arrangement typical of the entrepreneur-founded company. There 
will be only a small hierarchy, and control is exercised by a strong chief 
executive. It is the sort of organisation that attracts strong loyalty because of 
its simplicity, flexibility, informality and Ôsense of missionÕ Ð but it is desperately 
vulnerable to the accidents of fate: Ôone heart attack can literally wipe out the 
organisationÕs prime co-ordinating mechanismÕ 

 

The machine bureaucracy, by contrast, gains its strength from what Mintzberg 
calls its Ôtechnostructure Ð its financial controllers, strategic planners, 
production experts. It is best at mass-production tasks and is characterised by 
many layers of management and formal procedures. It tends to be slow on its 
feet when reacting to change, and poor at motivating its employees. A large 
car assembly plant would be a typical example. 



 

The professional bureaucracy is built less on hierarchy than on shared 
expertise Ð it might be a professional practice of some kind, a school or a 
hospital. Its administration is governed by standards set by independent 
professional bodies. It will tend to be more democratic and more highly 
motivated Ðamong the professionals, if not their support workers Ð than the 
machine bureaucracy, but with its lines of authority less clearly set out. 

 

The divisionalised form is reflected in the typical large multinational or 
industrial corporation where a small central core controls key guidelines for a 
number of otherwise autonomous units. Essentially, Mintzberg sees this as an 
offshoot of the machine bureaucracy Ð several machine bureaucracies, in fact, 
operating under a central staff. It may have started life as a single machine 
bureaucracy which hive off into divisions as a result of geographic market 
diversifications. 

 

 

Adhoc rac y  

The adhocracy is most often found in the new technology industries, which 
need constantly to innovate and respond quickly to changing markets. It is 
characterised by flexible, cross-border teams collaborating on specific projects 
as required, and of MintzbergÕs five categories of organisation Ôshows the least 
reverence for the classical principles of management.Õ 

 

MintzbergÕs adhocracy has two sub-sections; the operating adhocracy, a 
creative unit working in the competitive marketplace, such as an advertising 
agency or software development company, and the administrative adhocracy, 
which may be research-based, like NASA. 

Within MintzbergÕs five basic organisational structures are five common 
elements: the Ôstrategic apexÕ of top executives (strongest in the simple 
structure); the ÔtechnostructureÕ of key individuals in finance, training, 
personnel, planning and production (strongest in the machine bureaucracy); 
the Ôoperating coreÕ of those at the coal face of the organisation (nurses and 
teachers in a professional bureaucracy, buyers and sales staff in a 
manufacturing machine bureaucracy); the Ômiddle lineÕ of managers who link 
the strategic apex with the operating core (strongest in the divisionalised 
form); and finally, the Ôsupport staffÕ who work in areas such as R&D, salaries, 
public relations and so on. In a manufacturing company their role, though 
important, is not the fulcrum that it is in the adhocracy, which relies on the 
quality of its R&D. 

ÔIf Simple Structure and Machine Bureaucracy were yesterdayÕs structures, 
and Professional Bureaucracy and the Divisionalised Form are todayÕs, then 
Adhocracy is clearly tomorrowÕs,Õ writes Mintzberg. But he does not rule out 
further evolutions of structure as different influences exert their pull, and he 
has identified one for the future, where ideological influences are involved, 
which he calls the Missionary. Examples include the Israeli kibbutz and the 
Japanese manufacturing company. 

 



 

Right  versus  lef t  bra in 

In 1989 Mintzberg distilled 20 years of his thinking into Mintzberg on 
Management, the best introduction to his work, which also includes a chapter 
on Ôcrafting strategyÕ Ð how this important managerial function works Ð and the 
concept that helped shape his understanding of the process, the different part 
played by the right and left hemispheres of the brain in managerial work. 

 

Briefly, Mintzberg has established a theory that successful chief executives 
favour the right-hand or intuitive side of their brain more than the left-hand or 
analytical side. Creative strategy, he argues, requires Ôright brainÕ thinking and 
there is more than logical planning to the effective management of an 
organisation. ÔEffective managers seem to revel in ambiguity, in complex, 
mysterious systems with relatively little order.Õ 

 

He supports his theory with some general observations of managers at work, 
while emphasising that, as a theory, it still remains largely in the realm of 
speculation. 

 

Nevertheless, he is convinced that Ôthe important policy-level processes 
required to manage an organisation rely to a considerable extent on the 
faculties identified with the brainÕs right hemisphere.Õ 

 

And in typically iconoclastic style, he adds that if his suggestions turn out to be 
valid, teachers of management had better Ôrevise drastically some of their 
notions about management education. Unfortunately, the revolution in that 
sphere over the last 15 years Ð while it has brought so much of value Ð has 
virtually consecrated the modern management school to the worship of the left 
hemisphere . . . There is a need for a new balance in our schools, the balance 
that the best of human brains can achieve, between the analytic and the 
intuitive.Õ 

 



Wa rren Bennis  on Leaders 
 

Bac k ground 

New York-born industrial psychologist and adviser to four US presidents, best 
known as a guru of leadership theory, though his earlier work was concerned 
with organisational development. He is famous for his aphorism: ÔManagers do 
things right. Leaders do the right thing.Õ 

 

Like Abraham Maslow and BritainÕs Charles Handy, Bennis was strongly 
influenced while at MITÕs Sloan School of Management by Douglas McGregor 
and his Theory X and Theory Y. Like Maslow, he attempted to put Theory Y 
into action in a practical management setting Ð upgrading the run-down 
University of Buffalo in the late 1960s Ð and found that it would not work 
without a stiffening framework of structure, direction and controls. 

 

His vision of the organisation of the future in The Temporary Society (1968) 
identified the need for ÔadhocracyÕ (free-moving project teams) Ð a principle 
espoused by Alvin Toffler in Future Shock by Henry Mintzberg and most 
recently by Robert H. Waterman Jr. in his follow ups to the Excellence books. 

 

From 1971 to 1977 Bennis was president of the University of Cincinnati, but 
he has worked internationally in France, Switzerland and India. He is now 
professor of management at the University of Southern California. 

 

 

Learning t o be a leader 

For the second of his three works on leadership (Leaders: The Strategies for 
Taking Charge), which he wrote in 1986 with Burt Nanus, he studied 90 
individuals in different parts of US society, including astronaut Neil Armstrong, 
sports coaches and orchestra conductors as well as businessmen, and 
identified four factors or ÔcompetenciesÕ common to all Ð the ability to manage 
attention, meaning, trust and self. 

 

He believes leadership can be taught and learned and in his book, On 
Becoming a Leader, sets out to show how it is done. The best leaders, he 
says, are Ôideas people, conceptualistsÕ. 

 

Bennis regards himself as more of a journalist than a guru and has an eye for 
the memorable quote. He is fond of quoting a little-known aphorism by 
Winston Churchill: ÔThe emperor of the future will be the emperor of ideas.Õ 

 

Warren Bennis sees the leader, the person who transforms an organisation, 
as Ôthe social architectÕ Ð a concept anticipated before World War II by Chester 



Barnard. Tom Peters has acknowledged that, 25 years before In Search of 
Excellence, Bennis had perceived much of what Peters and Waterman 
identified as landmarks of the excellent company. 

 

In The Unconscious Conspiracy, Bennis pointed up the ability of leaders to 
bring about change by positive motivation: ÔIn a study of school teachers it 
turned out that when they held high expectations of their students, that alone 
was enough to cause an increase of 25 points in the studentsÕ IQ scores.Õ 

 

 

Four  k ey  sk i l ls  

Leadership, says Bennis, is Ôprobably the most studied and least understood 
of any management subject.Õ His favourite definition of the attribute is: ÔThe 
capacity to create a compelling Vision and translate it into action and sustain 
it.Õ 

 

The four key abilities identified in BennisÕ 1985 study of 90 successful US 
public figures are: 

● the management of attention 

● the management of meaning (communications) 

● the management of trust  

● the management of self. 

 

The first he attributes to a Vision that others can believe in and adopt as their 
own. Vision is about the long term; market imperatives are short term. ÔWith a 
Vision,Õ says Bennis, Ôthe leader provides the all-important bridge from the 
present to the future of the organisation.Õ Among examples he cites are Lee 
Lacocca at Chrysler, President John F. Kennedy and civil rights leader Martin 
Luther King. (Two of those three, of course, were assassinated; the great and 
permanent risk of strong political leadership.) 

 

Communicating vision and translating it into successful results for the 
organisation is the second of BennisÕ required leadership skill; the 
management of meaning. This, he explains, is why Ronald Reagan was 
deemed a more successful president than the better-informed, more 
thoughtful Jimmy Carter. 

 

The mission credo of Johnson & Johnson translates Vision into practical daily 
guidelines. General Motors under chief executive Roger Smith placed a high 
value on getting the companyÕs long-term Vision shared by all employees. 

 

Trust, the third key factor to leadership skills, is described by Bennis as Ôthe 
emotional glue that binds followers and leaders together.Õ He believes leaders 
have to be consistent, and in the late 1980s cited Margaret Thatcher as a 
prime example Ð Ôfocused, constant, and all of a piece.Õ 



 

Self-management, the fourth quality, means persistence, self-knowledge, 
willingness to take risks, commitment and challenge. Above all, it means 
willingness to go on learning, and in particular to learn from adversity and 
failure. ÔThe learning person looks forward to failures or mistakes. The worst 
problem in leadership is basically early success.Õ 

 

In Leaders, Bennis and Nanus concluded that the most impressive and 
memorable quality of the individuals they studied was Ôthe way they responded 
to failure. . . They simply donÕt think about failure, donÕt even use the word, 
relying on such synonyms as ÔmistakeÕ, ÔglitchÕ, ÔbungleÕ, or countless others.Õ 

 

 

The guruÕs guru 

Bennis is the acknowledged world guru on leadership theory; although most 
management writers now include it in their work, only Bennis, John Adair in 
Britain, Rensis Likert and a handful of lesser American gurus like John Kotter 
have specialised in the field. 

 

On Becoming a Leader, BennisÕ third work on the subject, addresses itself to 
three practical questions: how people learn to lead, how an organisation can 
encourage or unwittingly stifle leadership qualities, and how it can be taught. 
His case studies in this instance are less known than those in the 1985 book, 
consisting of 29 American personalities from feminists to film-makers. Some 
critics, including John Adair reviewing the book in Director magazine, felt that 
Bennis missed his mark.  

 

The basic message that becoming a leader is synonymous with becoming 
yourself Ôis not a message I can buy,Õ wrote Adair. ÔA measure of self-fulfilment 
may be a by-product of becoming a leader, but it should neither be the aim nor 
is it the means of doing so.Õ 

 

Leaders: the Strategies for Taking Charge, which sold over 300,000 copies 
and turned Bennis overnight into a world authority on leadership, remains the 
one to read. 

 





J ohn K ot t er  on ma naging in  
c om plex  organisa t ions 

 

Managing in c omp lex  organisat ions  

The nature of thinking about leadership has changed significantly in the last 
decade and one of the leading contributors to this is Kotter. An American, 
Kotter has spent significant time researching what CEOs see as their 
leadership role. 

 

His concern for the new nature of leaders derives from a view that the 
constantly changing business/work environment requires changes in the levels 
of leadership and management needed. KotterÕs concern then is for the need 
of organisations rather than BlanchardÕs concern for the needs of individuals 
or work groups. The diagram below illustrates this. 

 

High

Low

Amount 
of change 

needed

Considerable leadership
but not so much
management required.
(start of business)

Considerable leadership
and management 
required.
(most organisations 
today)

Little management
or leadership required.
(most organisations
until this century)

Considerable 
management but little 
leadership required.
(many successful 
organisations in the 
1950s & 1960s)

Low High

The complexity of the operation

(due to size, geographical dispersions, the number of 
                     services, technology etc.)

(due to rapid
growth,

environmental 
instability, etc.)

 
 

The ro le of  t he leader 

KotterÕs thinking and research has led him to identify four key roles for a 
leader: 

● direction 

● motivation 

● representation 

and 



● development 

 

These are discussed in more detail below. (Notice, too, how similar they are to 
FayolÕs thinking discussed at the start of this section.) 

 

Summa ry  of  K ot t e rÕs leadership ac t iv i t ies  

 

Tasks    Skills 
 

Direction 
Setting objectives Summing up the position 

 Making sound and prompt decisions 

 

Eliminating uncertainty Ensuring that the objective is understood 

 Answering questions 

 Clarifying misunderstandings 

 

Initiating action Planning and organising the task 

 Issuing clear instructions 

 Ensuring that individuals know their task 

Using specialist skills and knowledge in the 
group 

 

Controlling results Co-ordinating activities 

 Evaluating results 

 Taking corrective action as required 

 

Motivation 
Motivating towards task Ensuring that all group members feel and 
plans achievement  involved  

 Getting commitment to overall objectives  

 Agreeing individual membersÕ targets 

Building confidence in the organisation and in 
successful task achievement 

 

Resolving individual and Understanding each individualÕs roles and 
group needs needs 

 Matching the individual to the task 

 Resolving conflict 



 Dealing effectively with grievances 

Recognising individual and group 
contributions 

 

Using personal style Winning the loyalty and support of followers 

Speaking and acting with enthusiasm and 
conviction 

 Maintaining informal contacts 

 Using a style to meet the situation 

 

Building group teamwork Developing mutual understanding and co-
operation 

 Welcoming consultation and suggestions 

 Being aware of group feelings 

 Encouraging group pride and loyalty 

 

Representation 
Representing the group Combining team membership with objectivity 

Ensuring group achievement receives outside 
recognition/support 

 

Channelling information Informing the group of external activities and 
reactions 

Ensuring that the group members know of 
group progress and results 

 

Maintaining a perspective Relating group objectives to outside plans 

Matching group achievements to the overall 
organisational results 

 

Development 
Training and developing Developing subordinatesÕ skills and 
leaders/managers  knowledge  

 Developing own skills and knowledge 

 Encouraging initiative and self-reliance 

Delegating authority with appropriate control 

 Involving individuals in decision making 

 Coaching and counselling individuals 

 

Creating the groupÕs Involving the group in the analysis and ability 



to change  planning of tasks  

 Improving teamwork 

Encouraging the development of new ideas 

 

Integrating the group Creating inter-dependent links with other with 
the environment groups 

 

 

 



Using Emo t iona l  In t e l l igenc e 
 

Bac k ground 

In the previous chapter we looked at leadership and management theory 
developed up to the 1980s. As we pass through the decades, it is possible to 
see an increased emphasis placed within these theories on the way in which 
we interact with people. Key thinkers on the subject were advocating more 
flexible approaches to leadership, taking into consideration the needs of the 
situation and people around them.  

 

The focus was shifting: from finding a definitive answer as to how to be a good 
manager or leader, to understanding how to manage or lead effectively in any 
given situation. Given that over this time the nature of work and organisations 
was also changing (and becoming more complex in many cases), it stands to 
reason that a good manager needs to be able to adapt his or her style.  

 

In the 1980s and 1990s several new strands of thinking about the way in 
which we interact with others and communicate start to become popular. 
These included Richard Bandler and John GrinderÕs work on Neuro Linguistic 
Programming, or NLP, and Howard GardnerÕs work on multiple intelligences.  

 

In this chapter we are going to look more closely at the idea of intelligences 
and, in particular, emotional intelligence.  

 

Choose your  int e l l igenc e 

Some of the most interesting work carried out in the last 5-10 years has 
focussed on the issue of 'intelligences'. The basic principle is really simple Ð 
we all have a range of intelligences. But we have some more strongly than 
others. 

 

The original idea of multiple intelligences was put forward by Howard Gardner. 
Since then, his basic model of seven intelligences has been extended and 
adapted until now many experts Ð Buzan, De Bono, Goldman etc reckon we 
might have as many as ten. 

 

Try to think of these intelligences as being more like 'software' that the brain 
uses. For example on the computer you can run Excel, Word or Powerpoint. 
They all do different things and are excellent at different things. 

 

 

The seven int e l l igenc es  

There is no definitive list of intelligences. Gardner identified seven to start with 



and others have challenged these and added to the list. However, a good list 
of seven, based on GardnerÕs original work and that many experts would 
agree on probably includes: 

●  bodily-kinesthetic intelligence: this is the ability to co-ordinate the body 
and its movements well. Dancers and sports people often possess this 

●  mathematical intelligence: the ability to use rational abstract thought 
well to arrive at logical deductions. Mathmaticians and engineers might well 
possess this 

●  spatial/visual intelligence: this is an intelligence about space and how 
things will look or appear. You find this in some builders or artists or architects 

●  linguistic intelligence: the ability to use words well or to learn 
languages easily and fluently. This intelligence might be common among 
writers or journalists or even translators 

●  artistic/musical intelligence: this is a special kind of creative intelligence 
Ð either to make or to appreciate great art. An artist or a critic might have this 
kind of intelligence 

●  interpersonal intelligence: this is the ability to empathise with others 
and to build rapport quickly and easily. Anyone from managers to sales people 
can have this 

●  intrapersonal intelligence: this is the ability to be at peace with oneself 
Ð to have a calm and balanced approach to life. A guru or philosopher or holy 
man might have such an intelligence. 

 

Even Gardner himself has suggested additional intelligences such as 
naturalist, spiritual and moral intelligences.  

 

 

Iden t i fy ing your  int e l l igenc es  

Gardner based his work on the idea that our ÒintelligenceÓ (and therefore our 
ability) is not just based on the traditional notion of IQ. Through the model of 
multiple intelligences he argues that we all have a set of intelligences we can 
access, rather than just one type and one measure of intelligence. Each of us 
is uniquely intelligent according to our own personal combination of 
intelligences and the level of ability we have within each of these.  

 

We all have strengths and GardnerÕs model can help us to recognise those 
strengths and enable people to play to them. For example, one of our 
colleagues has an uncle who is an incredibly talented and highly successful 
engineer. However, he doesnÕt always socialise well with people and has been 
known to create a few social blunders from time to time! He has very high 
mathematical intelligence, but has a lower level of interpersonal intelligence. 
HeÕs perhaps not the best person to deliver an engineering training course to 
20 people, but if you need an engineering problem solved, heÕs definitely your 
man!   

 

Reflect on the seven intelligences. Can you think of people in the public eye 
who have these intelligences: 



Intelligence Person 

  

 

 

How  int e l l igent  are you? 

Give yourself a score on each of the intelligences where 1 = not so good and 
10 = genius level. 

Intelligence Score 

Bodily/kinaesthetic  

Mathematical/logical  

Spatial/visual  

Linguistic  

Artistic/musical  

Interpersonal  

Intrapersonal  

 

Now work out which intelligence youÕd really like to develop Ð because theyÕre 
interesting or because they would help you in your work or personal life. What 
are the negative consequences of you not being as good as you could be. 



 

Intelligence I 
need to work on 

How they reduce my 
effectiveness 

How could I improve 

   

   

   

   

 



 

What  i s  emo t ional  in t e l l igenc e? 

The term Emotional Intelligence (EI) is a relatively new one. It has been 
popularised by Daniel Goleman, originally a science journalist now a 
consultant/academic at Rutgers University Graduate School in New Jersey. 
Goleman was particularly interested in the use and development of 
interpersonal and intrapersonal intelligence, and in his 1995 book, Emotional 
Intelligence, he explores the use of these more fully.  

 

He defines EI as: 

●  knowing what you are feeling and being able to handle feelings without 
having them swamp you; 

●  being able to motivate yourself to get jobs done, be creative and 
perform at your peak;  

and 

●  sensing what others are feeling, and handling relationships effectively 

It is, in other words, that critical group of non-cognitive skills, capabilities and 
competencies which help someone control and manage their emotional 
response to events and pressures. 

 

 

Wh y is i t  imp ort ant ? 

The importance of this to a manager is that research by Goleman and others 
suggest that EI is what really makes the difference between an effective 
manager and the rest. This is not to say that intelligence (IQ) and technical 
skills are not important, but they are essentially threshold capabilities. They 
are, in a sense, entry level requirements for executive positions. Once in that 
position, it is EI which then makes the difference. 

 

In a detailed study involving analysis of competency models in 188 companies 
and a further extensive study of what constituted Ôstar performersÕ in these 
organisations Goleman and his team drew the following conclusions.  

●  intellect was  a driver of outstanding performance; especially stony 
analytical and creative skills 

●  cognitive skills such as big-picture thinking and long term vision were 
particularly important, but Ð and this was the most crucial finding; 

●  EI proved to be twice as important as technical skills and IQ as 
ingredients of excellent performance for jobs at all levels  

 

Several other studies find broadly the same pattern, including a study by 
Higgs & Dulewicz at Henley Management Centre. At first sceptical of the EI 
claims they undertook an objective exercise tracking data on 100 
management and business leaders over a seven year period. They were 
surprised at the consistency of the results and concluded that Ôemotional 



intelligence was more highly related to success than IQ alone.Õ 

 

The situation seems to become more marked the more senior the person 
considered. Goleman believes, from his study of star performers, that in senior 
leadership positions nearly 90% of the difference in profile between a star and 
average performer was attributed to emotional intelligence factors rather than 
cognitive abilities. 

 

Think about our colleagueÕs uncle, the successful engineer. He has incredible 
technical ability, but isnÕt necessarily the best person to manage the 
engineering department. His lower levels of social skill and empathy (both key 
components of interpersonal intelligence) mean that he canÕt always relate to 
others and this could cause problems within his team.  

 

 

The c hanging w or ld of  w ork  

It is the new world of work which has accentuated the need for and rise of 
emotional intelligence. Greater competition, increased speed, and quality of 
information, working across sites, regions and sometimes different countries 
has meant that people have to cope with unprecedented levels of change. 

 

PeopleÕs expectations of what they want from their organisations and leaders 
have altered. Staff now need to feel their manager is ÔworthyÕ of their 
ÔfollowershipÕ rather than simply ÔfollowingÕ because of their role. Leaders and 
managers, in turn, have to be more flexible, more creative, more adept and 
more responsive if they want to survive, let alone grow. 

 

 

Emo t ional  In t e l l igenc e f ram ew ork  

What constitutes EI? There are five key components which can be clustered 
into two areas of competence. 

In the first, Personal Competence, there are three complementary component: 

●  self awareness 

●  self regulation 

●  motivation 

 

The second, Social Competence, includes: 

●  empathy 

●  social skills 

 

A framework devised by Goleman sets out these competencies in greater 
detail. Brief definitions and how you would recognise the hallmarks of those 
possessing each component are given below to help inform the framework.  



Self Awareness: the ability to recognise and understand your moods, 
emotions and drives, as well as their effects on others. 
Indicators of high EI are self confidence, realistic self 
assessment and a self deprecating sense of humour. 

Self Regulation: the ability to control or redirect disruptive impulses and 
moods, the propensity to suspend judgement and to think 
before acting. Indicators are trustworthiness and integrity, 
comfort with ambiguity and openness to change. 

Motivation: a passion to work for reasons that go beyond money or 
status, a propensity to pursue goals with energy and 
persistence. Indicators are a strong drive to achieve, 
optimism Ð even in the face of failure and organisational 
commitment. 

Social Skill: Proficiency in managing relationships and building 
networks, an ability to find common group and build rapport. 
Hallmarks are effectiveness in leading change, 
persuasiveness / influencing ability, experience in building 
and leading teams, and building rapport easily. 

Empathy: the ability to understand the emotional make-up of other 
people, skill in treating people according to their emotional 
reactions. Indicators are expertise in building and retaining 
talent, sensitivity across diverse groups and cultures, 
service to customers and clients and strong relationships 
with a range of people. 

 

 

Developing emo t ional  in t e l l igenc e 

Research indicates that people can, if they take the right approach, develop 
their emotional intelligence. EI does, in general, increase with age. There is an 
old fashioned word for this phenomenon Ð maturity. Yet, even with maturity 
some people still need help to enhance their EI. 

 

Scientifically, EI is born largely in the neurotransmitters of the brainÕs limbic 
system, which governs feelings, impulses and drives. The limbic system 
learns best through motivation, extended practice and feedback. If you want to 
work on your EI you need to be committed to break old habits and, through 
practice, establish new ones. 

 

The checklist below offers some suggestions if you want to work generally in 
this area. 

 

How To Become More Emotionally Intelligent 

●  Be aware of your body. Posture and gesture reflect your feelings, 
e.g. if your hands are clenched, what are you angry about? Practise 
reading body signals. 

●  Turn down the sound on the television. Notice which situations or 



people make you uncomfortable. Work out why. 

●  Anticipate situations you donÕt like. Think what you want to 
achieve and keep focused on it. 

●  If you feel youÕre going to lose it, count to 10. Then ask: do I want 
to shout or do I have an alternative? 

●  Ask for feedback. Knowing how you come across identifies 
strengths and weaknesses. 

●  Set achievable targets, such as: IÕm going to phone that new 
company and request a meeting to discuss opportunities. 

●  Twice a day listen to someone without interruption. Then repeat 
what they say: ÔSo you think Ð ÔIt helps you understand othersÕ feelings. 

 

In the work situation there are specific additional points to think about. Again, 
practice and feedback are the key components to improvement. 

 

Emotional Intelligence At Work  

●  Give feedback not criticism. Challenge behaviour, not people. 

●  If criticised, acknowledge appropriate responsibility, then see it 
as an opportunity to solve a problem. 

●  Identify and cultivate key people who would be useful when 
difficulties occur. They will respond more willingly, when you need 
them. 

●  Be available to talk to people; this is more important the higher 
up you go 

●  Set achievable targets, e.g. IÕll make two points at the meeting 

●  If someone is shouting, donÕt shout back. Keep eye contact and 
say what you want to say calmly 

●  Acknowledge new ideas even if theyÕre hopeless. Instant 
dismissal crushes creativity. 

●  Take the role of the other person Ð colleague, boss, employee, 
customer. What do they want to achieve? 

●  In times of uncertainty keep everyone informed. Lack of 
knowledge creates distrust and low morale. 

●  Listen. ItÕs the best source of information. Check youÕre hearing 
whatÕs being said accurately. 

 

 

Summa ry  

Intelligence and technical ability are important ingredients in effective 
leadership. But the total picture is not complete without EI. And EI is the key 
ÔdifferenceÕ quality from ÔnormalÕ to ÔstarÕ performer. The components which 
combine to form EI, which were once thought to be Ônice to have,Õ have been 
transferred into the Ôneed to haveÕ category for successful organisations.  



  

=mc Õs In t e l l igent  

Leadership Model  
 

Bac k ground 

The Intelligent Leadership model was developed by =mc in 2004 after almost 
three years of research and work with non-profit leaders. It is designed to offer 
a genuinely new insight into the way in which individuals can contribute 
leadership to their team and organisation at appropriate times and in 
appropriate ways. 

 

The ÒintelligenceÓ part of the title derives from the fact that 21st century 
leadership needs to be a function of considered and skilful choice as well as 
using thinking drawn from the world of psychology Ð especially the idea of 
NLP (Neuro Linguistic Programming) and multiple intelligences. In particular, 
the use of Emotional Intelligence as we have explored in the previous chapter 
is crucial to this model.  

 

The model, of course, builds on the bodies of knowledge that have been built 
up in that last 20-30 years about leadership. 

 

 It uses ideas from a number of sources: 

● from Howard GardinerÕs work on Multiple Intelligences 

● from Paul Hershey and Kenneth BlanchardÕs work on Situational 
Leadership 

● from Daniel Goleman's work on Emotional Intelligence 

● from Richard Bandler and John GrindlerÕs work on NLP 

 

It has been tested on NGO and public sector managers in the UK and 
overseas. There is, however, still research work going on related to various 
cultural dimensions. You can find out about this by contacting =mc through our 
website at www.managementcentre.co.uk 

 

Overv iew  

The model argues that every leadership choice in contemporary organisations 
is a function of: 

● balancing the different intelligences available to the leader and their 
skill in using these intelligences, particularly emotional intelligence 

● the specific individual/team who needs leadership and their capability 
and commitment 



● the context in which the leadership has to be provided and the degree 
of challenge this context might provide. 

 

These three factors need to be taken into account when deciding what 
approach to leadership would be appropriate. 

 

The model defines leadership as the “the effective and flexible use of a 
cluster of learnable interpersonal and intrapersonal skills to energise 
others towards appropriate action and outcomes.”  

Within this definition there are a number implications: 
● the presupposition that leadership skills and behaviour can be learned 

● that there is a cluster of skills we need to develop and use 

● that the appropriate use of interpersonal and intrapersonal skills is an 
essential ingredient of effective leadership 

● that leadership promotes action Ð something happens 

● that leadership is energising Ð people want to take action 

 

 

Flex ib i l i t y  

Most of us can recall managers or leaders we have worked for whose style 
seemed exactly right. The job was done effectively, the team worked well 
together and individuals all made their contribution. In consequence we may 
well have developed a liking for one style or another and will probably use a 
similar approach when managing other people.  

 

However, modern leadership theory such as Hersey and BlanchardÕs 
Situational Leadership theory suggests we need to be able to adapt to the 
situation in which we are operating. Others, such as James MacGregor Burns, 
have focused on the human element of leadership, recognising that as leaders 
we need to adapt our style to the people we are working with in order to get 
the best from them.  

 

The model is based on the skilful use of two clusters of skills each driven by 
our Emotional Intelligence, that is to say, our effective use of interpersonal and 
intrapersonal skills. We have explored the importance of emotional intelligence 
(consisting of both intra- and interpersonal intelligences) through the 
framework presented in the last chapter. LetÕs think more about what this 
means in the context of providing effective leadership for your team.  

 

Interpersonal intelligence is the ability to accurately identify and 
empathise with the emotional needs of an individual or group.. 
 

In the framework in the last chapter, we defined these skills as social 
competencies. In a team leadership role, these might translate more 



specifically to behaviours such as:  

● building rapport with team members  

● understanding what motivates individual team members  

● being able to empathise with team members (even when you may not 
agree with them) 

● creating an open environment in which team members feel able to 
approach, and even challenge, you 

● understanding the dynamics at play within the team as a whole 

● picking up on the subtle (and possibly silent) signals individuals and 
the team as a whole might give you as to their emotional states (for example, 
you might suspect morale is low even though no one has actually told you 
this). 

 

One example of this might be to understand why a colleague is terrified by the 
thought of presenting at a conference in front of 1000 people, to understand 
what might help this colleague to calm their nerves, and to respond 
appropriatelyÉ even though you also feel worried about your own 
presentation to the same group of people! For some people, it will be 
important to reassure them that you feel they will do a great job. For others, 
this will send them into floods of tears! You need to use your emotional 
intelligence to decide what the best way of dealing with your colleague is.  

 

Another example, might be when a member of staff is very enthusiastic and 
wants to take on a large and high profile project. You might however have 
doubts that they will be able to handle it successfully, which would have 
serious implications for them, and you as their manager. Using a high level of 
interpersonal skills could help you manage the situation in a way which keeps 
the member of staff enthused and motivated, but means that you can also find 
a satisfactory way of dealing with the high risk nature of the project. 

 

Intrapersonal intelligence is the ability to accurately assess your 
strengths and weaknesses, to be aware of and manage your own 
emotional states, and to keep yourself motivated.  
 

In the framework in the last chapter, we defined these skills as personal 
competencies. In a team leadership role, these might translate more 
specifically to behaviours such as:  

● acknowledging and taking responsibly for your own feelings  

● understanding how you come across to others and what impact this is 
likely to have on them   

● being clear on the goals and outcomes you and others need to achieve 

● maintaining a high level of motivation  

● demonstrating resilience, especially during difficult situations 

● Òwalking the walkÓ Ð ensuring that you operate with integrity and 
consistency  



 

So, imagine that you have been asked by your boss to take on a piece of work 
that the whole team will need to contribute to and you have a feeling they 
wonÕt be very happy about. You know that everyone is busy as it is and are 
feeling quite stressed yourself. And to top it all off youÕve got that really 
important meeting this afternoon with a potential major donor and you donÕt 
feel as prepared as youÕd like to be. How do you respond?  

 

By using intrapersonal intelligence skills, you can manage your frustration, find 
the motivation to deal with the task your boss has set and ensure that you 
have access to a positive mental state for this afternoonÕs meeting.  

 

For example, you might count to ten before speaking calmly to your boss 
about the challenges this new piece of work will pose for the team. Together 
you can then decide the best way forward. You might focus on the positive 
benefits of carrying out the piece of work or promise yourself a reward once 
youÕve done it to ensure your motivation is there. And you might think back to 
a successful meeting you had with another donor in the past and think about 
what you can bring from that experience to this afternoonÕs meeting.  

 

St ages  in us ing Int e l l igen t  Leadership 

When deciding on the right course of action using both intelligences, you need 
to go through three stages: 

 

Analysis: you need to be able to quickly assess the current situation to gain a 
clear understanding of the individual or teamÕs situation 

Outcome: next you need to be very clear about the outcome you think is the 
right one Ð this will be a balance of the individualÕs and the organisationÕs 
needs. 

Action: this last stage involves you in deciding what intelligent behaviour to 
use to deliver the out come you want. 

 

In fact, of course this is not always a simple three-stage option. ItÕs more like a 
cycle where you have to return to analysis to see if your approach is having 
the desired outcome. And if not, you need to change the approach until you 
get the outcome or result you need. 

 

 

 

 

 

 

 

 

Analysis Outcome Action 



 

 

 

At each stage you have to ask some key guiding questions. 

 

Stage Questions 
Analysis ¥ What does the person think or feel? 

¥ How is that feeling or thought helping or hindering 
them in taking action? 

¥ Do they know what to do in this situation? 
¥ Is that action likely to produce a good result? 
¥ If not, might they work out what to do with help or 

do they need to be directed? 
¥ Do you know what to do in this situation? 
¥ If not, who might? 
 

Outcome ¥ What result does the organisation need from this 
situation? 

¥ What would be a good result for the team? 
¥ And what about for the person concerned? 
¥ What might the person feel at the end of a 

successful result? 
¥ How might that feeling help or hinder them in taking 

future effective action? 
 

Action ¥ Are there options which are viable for action or just 
one choice? 

¥ Is the action critical or high risk? 
¥ How might the person feel if you offered more 

specific action suggestions? 
¥ Would that feeling help or hinder them? 
¥ WhatÕs the most appropriate way to share your 

thoughts on how they should move forwards from 
here? 

 
 

 

 

Di rec t ive and support ive leadership int e l l igenc es  

Our work has established that you need to draw from two kinds of intelligence 
Ð interpersonal and intrapersonal. And you will need to draw from them in 
differing amounts depending on the context. 

 

Within a leadership context, the appropriate use of both of these intelligences 
leads to two very distinct types of leadership intelligence. We are defining 
these as directive leadership intelligence and supportive leadership 
intelligence.  

 



Other theorists have often focused on the use of autocratic and democratic 
management styles. Think of MacGregorÕs X-Y Theory Managers and 
Tannenbaum and SchmidtÕs management continuum which we explored 
earlier in this handbook. After these two models Hersey and Blanchard and 
others described these different behaviours as directive and supportive 
behaviour. Our work on Intelligent Leadership, tells us that: 

● the separation of directive and supportive behaviours is still a helpful 
one 

● there have been many interesting developments in recent years in the 
theories of how we relate to others and manage ourselves 

● the successful use of Emotional Intelligence skills is a key contributory 
factor in successful leadership (see the section on ÔWhy is it important?Õ in the 
last chapter)  

● leaders and managers have to be increasingly more flexible, more 
creative, more adept and more responsive in their roles 

● it is therefore helpful to think of the directive and supportive skills 
leaders have access to as leadership intelligences  

 

Directive leadership intelligence is the ability to use intrapersonal and 
interpersonal skills identify the outcome that the person or team needs 
and to present information and ideas in a way that will promote 
appropriate action.  
 

Directive behaviour is therefore primarily focussed on creating and maintaining 
structure, setting acceptable standards of performance, and supervising for 
results. Examples of directive behaviour include: 

● setting aims or objectives as part of a result 

● showing or explaining to a colleague how to ÔdoÕ a specific task 

● setting or selecting key priorities 

● planning the work of a colleague in advance 

● clarifying the role each person will play in the task 

● setting work plans and timelines for future work 

● establishing methods for assessing colleague performance 

● setting systems to ensure the task leads to a suitable outcome 

● giving feedback on someoneÕs performance and suggestions as to 
what they can do next time as a result  
 

Supportive leadership intelligence is the ability to use intrapersonal and 
interpersonal skills to accurately identify with the developmental and 
social needs of an individual or group and to respond appropriately. 
 
Supportive behaviour is therefore primarily focussed on listening attentively to 
colleagues, encouraging them to take action, and helping them to make 
effective choices. Examples of supportive behaviour include:  



● listening to the challenges of a colleague Ð work or non-work related 

● praising the colleague for achieving an effective result 

● asking for suggestions or input on how to achieve a task  

● offering appropriate encouragement to colleagues  

● sharing information about organisational needs and concerns 

● sharing information about themselves to build rapport and trust 

● offering to intervene on behalf of the colleague to secure resources 

● involving the colleague in problem solving or decision-making 

● encouraging the colleague to assess their own performance  

● encouraging the colleague to set their own objectives 

● using coaching skills to help a colleague to think through a problem 
(without providing the answers for them) 

 

 

Finding a Balanc e 

In differing situations you can use differing amounts of each intelligence Ð 
either high or low. Your ability to access each intelligence, and the behaviours 
related to it, doesnÕt increase or decrease. However, your choice as to how to 
employ each intelligence and its related skills does change.  

 

The more directively or supportively intelligent you are (linked closely to your 
levels of interpersonal and intrapersonal intelligences) the more able you will 
be to make the correct choice regarding the level of that intelligence, and the 
behaviour relating to it, to employ in any given situation. Remember, we can 
develop our intelligences too, so as leaders, we should be aiming to increase 
our levels of directive and supportive intelligence in order to make effective 
choices in a variety of contexts. 

 

You might, for example, use a low level of supportive behaviour when the 
personÕs emotional state is not a helpful one or their expectation is that you 
should provide a strong action guide. But in a situation where the person is 
essentially competent but lacks confidence you need to spend longer on 
helping them identify an appropriate emotional state. 

 

You might use a high level of directive behaviour when the situation is critical 
or urgent or where the person lacks knowledge or competence to achieve the 
result needed. And you might use a low level of directive behaviour when the 
person is very dependent on you for guidance but is not progressing. In other 
words, they need to start depending on you less for guidance.  

 

You can plot the behaviour relating to the two leadership intelligences on two 
axes as we have overleaf. This then gives you four choices for which 
approach of intelligent leadership you plan to use: 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

High supportive intelligence High supportive intelligence 

and low directive intelligence and high directive intelligence 

 

 

 

 

 

Low supportive intelligence High directive intelligence 

and low directive intelligence and low supportive intelligence 

 

 

 

 

 

 

 

 

The four  int e l l igent  leadership approac hes 

While in some situations leaders will predominantly use their directive 
leadership intelligence or supportive leadership intelligence, in other situations 
they will use a combination of the two intelligences. These varying 
combinations of directive intelligence and supportive intelligence behaviours 
produce four predominant leadership approaches identified in this approach. 
These approaches vary in: 

● the amount of directive intelligence Ð or decision making and direction 
Ð the leader provides 

Use of 
supportive 
leadership 
intelligence 

Use of directive 
leadership intelligence High Low 

Low 

High 



● the amount of supportive intelligence Ð or development and 
encouragement Ð the leader provides 

● the amount of colleague involvement in making an appropriate 
decision 

 

If you place these variables on a matrix you then have four approaches and 
can call them Directing (Approach 1, or A1), Nurturing (A2), Encouraging (A3), 
and Empowering (A4). This is illustrated overleaf. 
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In each case the specific approach is characterised by a number of issues. 

● How are decisions made? 

● What kind of listening and opinion seeking is going on? 

● WhoÕs responsibility is it to create learning? 

● WhatÕs the timing and form of the feedback? 

● Who is primarily responsible for performance and outcomes? 

● How should action be decided or changed? 

● How and by whom should results be evaluated? 



 

Below each of the approaches is explored under these characteristics. 

 

Approach One (A1) Directing 
Where a leader is high on directive intelligent behaviour and low on supportive 
intelligent behaviour this is known as Directing (A1). Directing is characterised 
by one-way communication. The leader provides specific instructions about 
what to do and acceptable results and then closely manages performance.  

 

 

Characteristic A1 Directing Action 

Decision making Leader makes it clear that the final 
decision on action rests with them 
and that responsibility also rests 
with them 

Listening and opinion seeking Acknowledges enthusiasm but 
limits opinion-seeking unless 
relevant 

Learning The leader sets a learning plan 
related to the learning approaches 
and needs of the colleague Ð and 
the demands of the task 

Feedback Praises past performance and 
works at identifying any abilities 
which might be useful in this new 
setting 

Performance responsibility Explains ÔhowÕ and reassures 
colleague that the approach 
proposed will work 

Action Sets framework for the action Ð 
including timescale, results, 
stakeholders, and roles.  

Evaluation of results frequently evaluates and checks on 
colleaguesÕ work 

 
 
Approach Two (A2) Nurturing 
Where a leader is high on directive intelligent behaviour and high on 
supportive intelligent behaviour this is known as Nurturing (A2). When a leader 
is using a Nurturing or A2 approach, there is significantly more interaction and 
the first approach is to find out how the colleague thinks the task should be 
carried out. But responsibility still rests with the leader. 

  

Characteristic A2 Nurturing Action 



Decision making Leader makes it clear that the 
colleagueÕs opinion is important but 
that the final decision rests with the 
leader 

Listening and opinion seeking establishes the colleagueÕs views of 
the challenge and elicits their ideas 
on what should be done to 
assesses them 

Learning The leader jointly creates a learning 
plan related to the learning 
approaches and needs of the 
colleague Ð and the demands of the 
task. Lots of time is spent 
encouraging the colleague to 
identify their own learning needs. 

Feedback Sets specific frequent times for 
review and praises a good piece of 
work or task accomplishment at 
these various key stages 

Performance responsibility Shares the performance 
responsibility between the manager 
and the colleague. 

Action listens to and signs off or supports 
colleagueÕs initiative if appropriate Ð 
or develops an action plan to solve 
the challenge and then consults 
with the colleague 

Evaluation of results evaluates and assesses 
colleaguesÕ work while encouraging 
them to develop critical awareness 

 

 
Approach Three (A3) Encouraging 
Where a leader is low on directive intelligent behaviour and high on supportive 
intelligent behaviour this is known as Encouraging (S3). Decision making 
authority has moved from the leader to their staff. 

 

Characteristic A3 Encouraging Action 

Decision making Makes it clear that the final decision 
rests with the colleague and that 
the leader will support the decision 

Listening and opinion seeking Encourages the colleague to form 
their own view on action. Asks 
questions to help drive this or is 
supportive of new ideas. 

Learning The leader encourages the 
colleagues to identify and meet 



their own learning needs. 
Encourages experimentation in 
non-critical settings 

Feedback Asks the colleague to praise 
themselves. Praises good work or 
task accomplishment Ð allows the 
colleague to choose the various key 
stages 

Performance responsibility Emphasises that performance 
responsibility is primarily with the 
colleague 

Action Listens to and signs off or supports 
colleagueÕs initiative. Asks the 
colleague to take appropriate risks. 

Evaluation of results Encourages colleague to evaluate 
and assesses their own work. Asks 
for occasional reports. 

 

Approach Four (A4) Empowering 
Where a leader is low on directive intelligent behaviour and low on supportive 
intelligent behaviour this is known as Empowering (A4). Essentially the leader 
completely trusts the colleague to deliver a high quality result. 

 

Characteristic A4 Empowering Action 

Decision making Makes it clear that the final decision and 
responsibility rests with the colleague 

Listening and opinion seeking Encourages the colleague to follow their 
own judgement or to form networks with 
peers 

Learning Leader makes available resources and 
time for the colleague to identify and 
meet their own learning needs. May also 
ask them to help develop others 

Feedback Praises outstanding or difficult work. 
Encourages the creation of  feedback 
loops with other internal/external 
customers  

Performance responsibility Emphasises the performance 
responsibility rests with the colleague. 

Action Responds to requests for sanction for 
new approaches 

Evaluation of results Allows colleague to evaluate and 
assesses own work 

 

 



 

So w hic h is  t he bes t  leadership approac h? 

Our research suggests most leaders have a preference for one of the four 
approaches. In the Western world, this is often A2 or A3. We donÕt like using 
A1 as we might appear bossy. And A4 means almost letting go completely 
which can feel risky. 

 

However, the essential premise of Intelligent leadership suggests that there is 
no one best approach: successful leaders adapt their approach to fit the 
requirements of the person theyÕre trying to work with and the result they need 
to achieve.  

 

For example, directively intelligent behaviour can be very helpful in a crisis but 
less helpful when someone has been working on their own for a long time. 
You need a lot of direction when you first take on a new job which involves 
challenge youÕre not used to, but less so as you grow in confidence and 
competence. 

 

 

Developme nt  levels  

A number of factors influence which leadership approach will be appropriate in 
a particular situation. These include timelines, job and task demands, 
organisational climate and the skills and expectations of managers, colleagues 
and staff. 

 

The most important factor in Intelligent Leadership is matching the leadership 
approach to the development level of the colleague(s).  

 

Developme nt  level  and c hanges in c ommi t me nt  

Hersey and Blanchard identified development levels as being important in 
their work on Situational Leadership. They identified competence and 
commitment as the key factors to consider, giving a series of development 
levels as show below:  

 

Hersey and Blanchard’s model of development levels:  
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As the development level of individuals increases from D1 to D4, their 
commitment to the job or task fluctuates. first beginning a new task where they 
have had little, if any, prior knowledge or experience, most individuals are 
enthusiastic and ready to learn (D1). Then when they begin to get into the 
task, individuals often find it is not as easy or not as interesting as they 
anticipated. This disillusionment decreases their commitment (D2). 

 

If they move through this state of development and learn to perform the task 
with help from their leader, most individuals then go through a self-doubt stage 
where they question whether they can perform the task well on their own. 
Their leader says theyÕre competent but theyÕre not so sure. These alternating 
feelings of competence and self-doubt cause the variable commitment 
associated with D3 Ð commitment which fluctuates from excitement to 
insecurity.  

 

Hersey and Blanchard represent D4 as an individual with high commitment to 
the task and high competency to achieve the task. With proper support, 
individuals can certainly eventually become peak performers who demonstrate 
a high level of competence, motivation, confidence and commitment.  

 

Developme nt  level  and c hanges in c onsc iousness  

If as leaders, we are trying to develop individualsÕ skills, knowledge and ability 
(in order for them to perform highly and achieve new results), then it is also 
useful to think about the process we go through when we learn new skills. By 
using a model originally formulated within an education context we can 
consider our level of consciousness when learning a new skill.  

 

The range of these educational development levels can be characterised as: 

● D1 Ð the unconscious incompetent 

● D2 Ð the conscious incompetent 

● D3 Ð the conscious competent 

● D4 Ð the unconscious competent 

 

So, a person with development level 1 (D1), doesnÕt have all the skills and 



knowledge they need to carry out the task successfully, but isnÕt aware of the 
what information they are missing or the skills gap that exists. ItÕs a case of not 
knowing what they donÕt know!  

 

At development level 2, the individual is aware that they donÕt have all the 
skills and knowledge they might need.  This can lead to frustration. However, 
with the right support, the individual can learn the skills and knowledge 
needed. At development level 3, the individual is aware that they are 
developing the skills and knowledge needed. The skills and knowledge still 
require honing and practice which is why the individual remains aware of using 
them.   

 

Finally at development level 4, this individual has the skills and knowledge and 
no longer has to think carefully about using them correctly. Now they are able 
to simply carry out the task, often without even thinking about it. We often say,  
ÒThey could do it blindfolded.Ó However, this can also lead to complacency 
and boredom. So, D4 may not always be linked to the high level of 
commitment to the task that Hersey and Blanchard identified.  

 

It is important not to characterise someoneÕs development level as being Ôfully-
developedÕ or Ôunder-developedÕ. An individualÕs development level is task 
specific. Individuals tend to be at different levels of development depending on 
the specific task they are undertaking 

 

 

Developme nt  level  and c ont ex t  

Intelligent Leadership identifies four similar development levels. Each of us 
has a development level. These development levels represent a different 
combination of competence, consciousness, commitment and context.  
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The development level of an individual or group depends on: 

● The colleagueÕs job knowledge and skills (competence) 

● The colleagueÕs own awareness of the ease with which they can carry 
out the task (consciousness)  

● The colleagueÕs motivation and/or confidence (commitment) 

It also depends on: 

● The urgency and risks involved in the task (context) 

 
Competence is: a measure of the colleagueÕs relevant knowledge and skills 
whether gained through formal education, on-the-job training, or experience. 
In determining a colleagueÕs competence, you should look at his or her 
knowledge of the organisation, as well as transferable skills Ð planning, time-
management and, interpersonal communication skills. To increase 
competence people need a strong steer on Ôhow toÕ and to what standard. 

 
Consciousness is: the awareness of the colleague of their abilities and 
knowledge in relation to the task at hand. Are they overestimating their 
abilities? Sometimes itÕs a case of ÒWe donÕt know what we donÕt know yet!Ó 
Or perhaps you believe they are able to carry out the task but they are lacking 
the confidence to do so without support and guidance.  

 

Consciousness 
(awareness of 
competency in 
relation to task) 

Incompetence 
(not having the skills 

and/or knowledge) 

High Low  

Low 

High  
 

Variable to high 
commitment 

Risk: Self doubt, 
confidence knocked 

 
 D3 

 
 

Low to variable 
commitment 

Risk: frustration, 
anger, gives up 

 
D2 

D1 
 

High commitment 
Risk: Inappropriate 
risk taking, energy 
wrongly directed 

 
 
 

 D4 
 
High to variable to low 

commitment 
Risk: boredom, 
complacency 

 
 
 



Commitment is: a measure of a colleagueÕs motivation and confidence. 
Motivation means the colleagueÕs interest in the task, and his or her 
enthusiasm and desire to succeed. Confidence is the personÕs sense of 
security or self-assuredness, the extent to which the colleague trusts that he 
or she has the ability to work independently and perform the task well. To 
increase the colleagueÕs commitment the leader needs to provide support and 
listen to what the person says will motivate him or her. 

 
Context is: the constraints within which the task has to be done Ð how urgent 
is it, whoÕs needs and interests have to be served, how mission critical is it, 
how high a risk does it involve? If the individual has shown these skills in the 
past has it been in such a pressured or critical context? Will they be able to 
handle a different context? These context questions may mean that there are 
a much more limited number of development choices available. Or they may 
mean that there is good learning opportunity here. 

 

 

Cont rac t ing Sk i l l s  

The final (and essential) skill we need to employ when using Intelligent 
Leadership Approaches is contracting.  

 

When we contract with a team member, we explain not only what we would 
like them to do and how, but our reasons for managing the task or situation in 
the way we have chosen. For example, you might say, ÒJohn IÕd like you to 
complete the management report for next weeks meeting. I was really 
impressed with your work on it the last few times and am sure youÕll do a good 
job again. So, IÕm going to leave it with you and trust your judgement, but I will 
be around tomorrow and Tuesday if you want to run anything by me and IÕd 
like to see the draft on Thursday morning before you send it (an A3 approach). 
How does that sound to you?Ó  

 

You are explaining to John why you feel this an appropriate approach and also 
asking him to give his thoughts. John might be pleased to have the 
opportunity. He might on the other hand have some reservations, in which 
case this allows you to discuss them and find a way forward.  

 

Alternatively, you might say, ÒJohn, IÕd like you to do the management report 
again. I know youÕve done a fantastic job in the past. This weekÕs report has a 
lot riding on it as we need to gain approval for next yearÕs work plan and the 
budget. Because of this, IÕd like to work closely with you on it. IÕm going to give 
you a draft outline and next yearÕs work plan for inclusion and then ask you to 
write the bulk of the report. IÕd like us to meet tomorrow to see how far youÕve 
got and by then IÕll also have written the section on the budget. How do you 
feel about working on it in this way?Ó This is an A2 approach, which is more 
appropriate given the high risk nature of the task.  

 

In both cases you are contracting a clear approach with John, explaining your 
reasons for this approach and checking for any concerns or comments John 



might have.  

 

Unhelpfu l  behav iours   

Rosabeth Moss Kantor, leading former editor of Harvard Business Review, 
has come up with a simple list of thirteen ways to undermine people: 

● Keep them in the dark about the real purpose of their work. 

● Make sure you get the credit while they get the blame. 

● Never admit that you might be wrong. 

● DonÕt give sincere praise. 

● Put them on work for which they are temperamentally unsuited. 

● Let them involve themselves in a really serious mistake before you 
pull them up. 

● If they come to you for real help give them platitudes. 

● Harp on details while ignoring the real issues. 

● Avoid giving advance information about changes that affect them. 

● Discourage new ideas. 

● Insist that they do their job your way. 

● Make it clear that it never pays to step out of line. 

● Demonstrate that promotion goes to those who ingratiate themselves 
rather than those who perform. 

 

By using intrapersonal and interpersonal intelligences and, as a result, the 
right level of directive and supportive leadership intelligence, you are more likely to 
steer clear of these (unfortunately) all too common traps!  

 

 


