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INTRODUCTION
This essay aims at identifying and analyzing some of the conditions and characteristics associated with leadership within a democratic context. I have chosen this subject because my generation grew up in times of authoritarian regimes and during the brief democratic rules, a general deterioration of systems rather than improvement was observed and the values of different institutions seemed to erode rather than prosper. I had read about the western philosophy of democracy and its benefits when compared with authoritarian rule, so I always wondered what went wrong with democratic leadership in my country. One reason that came to my mind was that political parties in our part of the world achieves a cult like status where leaders become gurus and feel indispensible due to blind following. This is quite different to the manner in which democracy is being practiced in the west, where issues form the core of politics, voters are conscious enough to vote on issue based rather than personality based politics. But even then, what we had was democracy too, though slightly twisted, but I never knew the exact answers.

I must admit that I found my answers to those questions after this module and while reading and preparing for this essay. Now, I can say that while we did have brief stints of democratic rules in the past, in fact these were “voted autocracies” which believed in the principles of holding as much of power as possible in a few hands rather than distributing and disseminating it in an effective manner. The political leadership never realized the changing socio-economic and geo-political scenarios, and held on to the out dated style of leadership with authority rather than adapt to the changing circumstances, which was the core requirement if democracy had to flourish and thrive. No wonder the same principles of leadership remained in vogue in the public sector and the younger public managers never got to learn about effective leadership in a democratic context.
LEADERSHIP - A FEW DEFINITIONS
It had been really difficult for me to find a clear single definition. Here are a few, I found interesting:

"There are almost as many definitions of leadership as there are persons who have attempted to define the concept." Stogdill (1974, p.259)

"As we look ahead into the next century, leaders will be those who empower others." Bill Gates

"Leadership and learning are indispensable to each other." John F. Kennedy

"Leadership is a process of giving purpose (meaningful direction) to collective effort, and causing willing effort to be expended to achieve purpose.” Jacobs & Jacques (1990, p.281)

"Leadership is not a person or a position. It is a complex moral relationship between people, based on trust, obligation, commitment, emotion, and a shared vision of the good." Joanne Ciulla (1998)

"Leadership is the incremental influence that a person has beyond his or her formal authority." (Vecchio, 1988)
CONDITIONS ASSOCIATED WITH LEADERSHIP IN THE MODERN WORLD
Professor John Benington in his opening lecture of the module introduced us to the concept of EPESTO, referring to Ecological, Political, Economic, Social, Technological and Organizational catalysts of change or challenges confronting the societies in general and organizations in particular. No wonder such dramatic changes in our environment demand adaptability to confront the challenges head on, thrown by the modern and chaotic world. Realization of these challenges and adapting to them lays the cornerstone of leadership and management in the present world.

Kostas N. Dervitsiotis, Total Quality Management, Vol. 18, Nos. 1-2, 21-38, (January-March 2007) explains in the article mentioned above, the key conditions that are associated with leadership. He states that since the creation of human race change has been recognized as a key element of human existence. Until the late 70's, there was not much predictable change, hence the organizations were used to plan for the long term, on a five year or ten year basis. This long term planning required a hierarchical, more authoritative mindset, which is still prevalent in many public organizations. However a combination of rapid developments in technology, mixed world economy, as well as significantly changing geo-political and socio-cultural realities have created an environment where it is difficult to perceive the quantum of possible change, rather the pace at which it is moving, it is now almost totally unpredictable. This has rendered all previous strategies ineffective, making a ‘command and control' approach obsolete in addressing today's big challenges. New management theories started suggesting that in order for human organizations to survive, they must adapt and become fit in emerging new scenarios by changing their structure and behaviour. This means adopting new measures of excellence which reflect capability to generate value for all stakeholders. Now the only way for an organization to survive and succeed is to become adaptive to emerging conditions, a transformation that becomes the new imperative for the 21st Century.

It is clear that the modern rapidly changing environment requires us to adapt, so let us consider briefly the EPESTO factors that are broadly responsible for acting as these catalysts of change. Ecological or environmental changes are occurring at rapid pace. A looming global energy crisis is on the horizon. Natural disasters are occurring frequently despite of giant scientific strides. It is important to consider these factors in formulating and implementation of policies. Political changes have also been taking place at a rapid pace. From the cold war era to collapse of USSR and a new world order. Re-shaping of the world map consequently and now we are witnessing rise of fanaticism and terrorism with many countries seemingly eternally engaged in combating that. Can we ignore these factors in formulating policies? Technology, has also advanced rapidly in the past few years, new innovations as cell phones, email and internet have revolutionized the existing means of communication, and has changed the shape and structure of the organizations dramatically. The use of computers is the best example that comes to my mind in relation to resistance to change, because initially using computers in the public offices faced unnecessary antagonism. It was labeled as complicated and expensive but its benefits were never considered. However, after a couple of years those who did not adapt suffered as they were considered incompetent. The managers who had the adaptability, survived. Changes in the economy, such as collapse of communism, globalization of economy, rapid economic strides taken by the Asian countries, outsourcing, fluctuating oil prices due to numerous factors and most recently, the phenomena of dwindling western capitalistic economy, are occurring so quickly that a new set of strategies is required at every new day.

Natural disasters, like earthquakes, tsunami, war on terror that can damage a nation's infrastructure. That was really a big change agent in context of our organization. I remember that Government introduced a survey of traders across Pakistan in year 2000, for the purpose of documentation of economy. The business community thought it to be a harsh step and went on strike. Hence a deadlock was created. Within a few months the globe witnesses the tragedy of 9/11, and as the leadership was not in a position to prolong this stalemate any further due to the emerging geo-political situation, it retracted back from the original stance adapting to the new realities.

Similarly, contemporary organizations have become quite complex and most of them operate in an environment with an accelerating pace of change, accompanied with increased volatility and uncertainty at levels that defy prediction. As a result, their management cannot rely as in the past on conventional planning and control approaches. In this new context, only those would survive who are capable of continual adaptation to change through satisfying its stake holders by way of innovations that bring forward new organizational designs. The new strengths of an organization are now measured by its readiness to withstand unpredictable changes.
ADAPTIVE LEADERSHIP - THE WAY TO GO
Adaptive leadership is a way for the leaders within an organization to adapt to the changing needs of their environment. Organizations are often very dynamic nowadays with changes taking place on a daily basis in some cases. Leaders and managers who are relaxed and settled in their routines may miss opportunities to improve the organization and may get into situations where they have a hard time in coping with internal and external environment. In many instances, changes occur which may not be to the liking of a leaders, but those managers are better equipped to handle change if they remain adaptable and flexible in their leadership styles.

As we can observe, these concepts of modern management are in direct conflict with the idea of leadership which assumes something special or extra ordinary being done by “leaders” because we may believe in “strong people having control”. We may believe that leadership is something exercised by a few influential, talented and strong personalities over the presumably weaker souls. Though such an assumption is not unreasonable and has been around for hundreds of years, but now, in the modern era it's becoming difficult to sustain such theories. The modern concepts of management do not see leadership as something done solely by individuals but as a dynamic process involving every one on board. Leadership is not the function of someone specifically designated as leader.

I fully agree with the concept of leadership as defined by Ronald Heifetz in his article (Adaptive State), wherein he explains that there are no heroic leaders and abject followers as such in any given organization, neither are there people in authority giving orders and a set of subordinates taking them, but it's a process wherein a leader manages to mobilize his team of co workers in a manner so that the team becomes an active participant in achieving certain standards and goals, without even knowing that they are being led by someone in an authoritative role. This idea touches more to my heart because it is normally not seen in the public sector in my country.

Now I look at leadership as a concept revolving around activity, interaction, flexibility and effective communication rather than a position or role. Now, my understanding of effective leadership in a democratic context is that it is almost entirely practiced through collaboration and team efforts. It is founded on principles of mutual respect for the individuals and building of professional teams to tackle the problems in a manner that all the stake holders are taken on board rather than a few deciding the fate of many. It involves enabling others in a way that allows them, in turn, to become enablers (Foster, 1986).
CHARACTERISTICS OF ADAPTIVE LEADERS
In (Leadership Without Easy Answers, 1994) Ronald Heifetz discusses the characteristics of adaptive leadership. Heifetz compares leadership to evolutionary biology where organisms decide what DNA to keep and what to discard, in order to prepare for the fresh challenges. In the same way, adaptive leadership is not just about changing or discarding, but identifying what you can hold on to. It can also be concluded that if you believe in change as a leader, then you will increase the sources of resistance. Heifetz calls this type of complex challenge an “adaptive leadership challenge.” Heifetz defines adaptive leadership challenges as:
“…challenges for which there are no simple, painless solutions—problems that require us to learn new ways. We have many such problems: uncompetitive industry, drug abuse, poverty, poor public education, environmental hazards…. Making progress on these problems demands not just someone who provides answers on high, but changes in our attitudes, behavior, and values. To meet challenges such as these, we need a different idea of leadership and a new social contract that promotes our adaptive capacities, rather than inappropriate expectations of authority. (Leadership Without Easy answers, Heifetz. 1994, p. 2)”

Coming back to the characteristics of adaptive leaders, it is elaborately explained by Heifetz that adaptive leader can frame the difficult questions but they are unable to provide solutions on their own. They seek collaboration, team work and feedback from every one involved. They challenge their co workers to take responsibility to tackle the problems. As they like to work out of the existing scenarios, they are proponents of change. In the process of inducing change, adaptive leaders face resistance and are some times marginalized by the organizations. Even then they believe in keeping what is necessary and expend the unwanted. They like to be innovative and expect the same from their team. They are ready to experiment in order to find answers rather than tread a fixed and known path. They are flexible enough to deviate from a thought out plan, if needed upon realization of new challenges. In the traditional concept of authoritative leadership people in positions of authority pride themselves on being able to fix the problems that other people can't solve. In the face of an adaptive challenge, it's hard for them to act this way. Heifetz, Leadership on the Line: Staying Alive through the Dangers of Leading (Harvard Business School Press, 2002

According to Charles Albano, adaptive leadership reflects the actions of leaders who think and act to exert strategic influence on their environments. They act to assure that their organizations are well positioned competitively (generating public value). They are proactive, foresee opportunities and put the resources in place to go after them. Adaptive leaders employ a broad-based style of leadership that enables them to be personally more flexible and adaptive. They entertain diverse and divergent views when possible before making major decisions. They can admit when they are wrong and alter or abandon a non-productive course of action. They are creative and build their organization's capacities to learn, transform structure, change culture, and adapt technology. They are astute students of the changing environment and hence stay knowledgeable of what their stakeholders want. They are willing to experiment, take risks and strive to improve their personal openness to new ideas and stay abreast by being lifelong learners. They love and encourage innovation from the ranks of their organizations.

Two most important characteristics emerging here are that adaptive leaders are flexible and innovative. Heifetz's suggestion to managers that “adaptive leaders need to recognize that today's plan is simply today's best guess” really comes handy here. It is important to be able to deviate when situations demand it. Heifetz and Linsky (2002) Leadership on the line, Cambridge, Massachusetts, Harvard Business School Press

It would not be out of context here to briefly describe the principles leading to adaptive work as enumerated by Heifetz and Linsky. The pre- requisite is to get on the balcony and have a holistic view of the situation, in addition to being with in the action zone. It thus helps in appreciating the ideas being generated from individuals and groups. It serves as a solid foundation to identify the adaptive challenge. You also need to move up and down frequently because failing to come to the ground may miss important perspectives, which may create discontent, distrust and lack of motivation among the employees. Then you need to identify the challenge lying ahead which has no visible answers. It starts with creating a meaningful dialogue with every one onboard for educating them with the change in values, beliefs, attitudes and behaviour. Then comes the creation of a holding environment where meaningful dialogue can take place within reasonable conflict, while pacing the work in a manageable fashion. Next is the most sensitive part which in my opinion is the litmus test of the art of leadership. It believes in addressing personal challenges to sustain the stresses of leadership, failing which the seductive nature of the power, control and importance associated with leadership would consume the whole process. Hence the personal feelings need to be regulated and tempered to get the best result. Next phase is about maintaining attention, so that people remain focused, bring up their ideas, and do not avoid work if they feel antagonist to the idea. Not only the leader has to assume responsibility but he also has to ensure that his team assumes responsibility along with all the stake holders, and every one is made as responsible for the success or failure as the leader himself. Distributed leadership is a way for leaders and managers to delegate some of their responsibilities to lower-level employees or supervisors. Leaders and managers are still ultimately responsible for the outcome of the tasks, but by distributing some of the tasks to others it increases employee capabilities, develops future leaders, and allows leaders to adapt to changing environments. By delegating tasks leaders may have more time to devote to finding ways to improve the organization's bottom line. Leader has to ensure that he lends an ear to the suggestions of each and every member of his team. Often leaders and managers get so focused on their leadership and managerial responsibilities that they take their employees' opinions for granted. Oftentimes employees have excellent ideas on how value can be created by improving processes and services. The idea may seem small, but sometimes even a small idea can help the organization create public value.
CONCLUSION
So what is the best form of leadership in a democratic context? As I have previously quoted numerous definitions of leadership, they all speak of it as developing a set of strategies and practices that can help organizations and the people in them to survive and break through difficult situations, accomplish their missions and goals through change and develop the adaptability to survive in complicated, competitive and challenging environments. It differs from other leadership approaches in its central beliefs as it believes that leadership can be learned, it is about understanding, behaviours and actions. It is not about charisma or individualistic approach but believes in the adaptability of organizations and having widespread leadership that can come from anywhere within an organization, not just from those in top positions of authority.

However as such leadership brings about change and directly challenges the old and outdated prevalent practices, hence it is not a bed of roses either.
“To lead is to live dangerously because leadership counts when you lead people through difficult change, you challenge what people hold dear- their daily habits, tools, loyalties, and ways of thinking- with nothing more to offer perhaps than a possibility” (Heifetz & Linsky, 2002, p.2).

Hence it can be safely concluded that adaptive leadership is the key for the success of an organization within democratic context, as it exhibits flexibility, adaptability, eagerness to learn, openness, innovativeness, involvement of stake holders, experimentation, motivation of employees and many other qualities. Within these areas, of course, there is enormous room for leaders to personalize their own style. After all, no two leaders are the same. Finally, it is vital for managers to act as coaches, to always pass on knowledge that up skills and empowers their staff. It gets all the more important in today's complex and competitive environment, that adaptive leadership is practiced in the public sector organizations to sustain the creation of public value.
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