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Introduction: 
When former General Electric CEO Jack Welch visited the Stanford Graduate School of Business two years ago to talk about leadership and his book, Winning, he made a simple comment to the audience: "Leadership is not about you. It's about the people who work for you. The day you become a leader, it becomes about them," Welch said. "Your job is to walk around with a can of water in one hand and a can of fertilizer in the other hand. Think of your team as seeds and try to build a garden. It's about building these people," he insisted. "Only you will know the team." (Auman) 
For the purpose of this assignment the author will briefly illustrate what in her view is the difference between the role of leaders and manager and present supporting and contradicting opinions that is currently practiced in the industry. Next the author will critique different theories and styles of leadership and management that were developed through time by answering the question: What makes a leader and what makes a follower with a particular emphasis on servant, authentic, transactional and transformational leadership styles. How leaders develop their style will discussed following that the author’s leadership style will be critiqued against current leadership models and practices. The effect of leadership on motivation and performance of teams and individual employees will be discussed following that. The author will discuss a developmental plan to deal with a common problem found in organizations, lack of trust. The developmental plan will reflect the knowledge gained by the author through the research conducted for this paper. 

1. Management vs. Leadership: 
There are of course many opinions regarding the distinction between the concept of leadership and management. Definition of the two depends on the theories, researchers and authors, but similar criteria are shared by few for differentiating between the two. According to the Wall Street Journal” leadership and management must go hand in hand, they are not the same thing, but they are necessarily linked, and complementary. Any effort to separate the two is likely to cause more problems than it solves.” In the author’s opinion a leader is ideally someone we look up to and want to follow, Munson (1921) defined leadership as “the ability to handle men (people) so as to achieve the most with the least friction and most cooperation.” Leadership according to Munson and many others is a relationship between the leader and his or her followers that can energize a team to achieve their highest potential. Having said that, if we use the traditional definitions of the roles of leaders and managers then it would be presumed that not all teams need a leader, but all teams or organizations need a manager or managers. Managers are needed to carry on the day to day operations and make sure that the job gets done. Many theorists, as will be explained later on described leaders using words such as visionary, charismatic, purposeful, proactive, strong welled and willing to assume responsibility, etc. 
As for management; it is viewed as an administrator role in a company. According to businessdictionary.com management is defined as:” The organization and coordination of the activities of an enterprise in accordance with certain policies and in achievement of defined objectives.” A manager has to answer to the board to a why a project has failed, or how resources have been used, and must answer for his/her team’s productivity. Managers write business plans, set budgets and monitor progress. Maccoby (2000) goes on to explain:” That's true, as far as it goes, but there is a more useful distinction between management and leadership: Management is a function that must be exercised in any business, leadership is a relationship between leader and led that can energize an organization.” Often duties and responsibilities of managers are easier to define. They are concrete, observable and measurable. Management answers the questions: Who and How a job to be done? While leadership answer the question: Why? 
The differences between leaders and managers was described by Bennis (Bennis, 1989, 44-45) in his classic “On becoming a leader”, below are few of them: (See Appendix B for a full list) 
- The manager administers; the leader innovates. 
- The manager is a copy; the leader is an original. 
- The manager maintains; the leader develops. 
However, for the purpose of this assignment both leadership and Management will be viewed synonymously and interchangeably from this point on, as this will allow a smoother comparison and contrast of theories. Although some theorist use the term “Leadership Theory” while others refer to it as “Managerial theory,” they both address the role and type of power and individual (or more) has in an organization. 

2. Review of leadership and Management theories: 
A great description of a leader’s role is detailed below as follows: 
“A leader is one or more people who selects, equips, trains, and influences one or more follower(s) who have diverse gifts, abilities, and skills and focuses the follower(s) to the organization’s mission and objectives causing the follower(s) to willingly and enthusiastically expend spiritual, emotional, and physical energy in a concerted coordinated effort to achieve the organizational mission and objectives.” The International Journal of Leadership Studies published a study titled “An Integrative Definition of Leadership” (Patterson, 2006) 
3. The different theories and styles of leadership: 
What makes a leader and what makes a follower? 
Since the beginning of civilization, people have sought after good leaders, perhaps ones that would motivate them into achieving their dreams or perhaps only ones that they would feel safe around. And the question above has intrigued philosophers and resulted in several theories that tried to answer the question: Who and what makes a leader? 
Philosophers, political scientists, and psychologists have produced a library of literature on the topic of successful leaders and leadership, however despite the wealth of research and theories there still remain a difference of opinions as to how a leader develops, and under what circumstances some become leaders and others with or without choice remain followers. There has not yet been one theory that offers the “magic” formula to creating the successful leader as we will see below. Below is a brief review of the leadership literature produced through time which reveals an evolving series of 'schools of thought' or theories from “Great Man” and “Trait” theories to “Transformational” leadership. Whilst early theories focus upon the characteristics or traits and behaviors of successful leaders, later theories begin to consider the role of followers and the contextual nature of leadership. 
Plato believed that qualities of leadership are: intelligence, integrity and selfless concern for the welfare of the governed. Intelligence is central to the Platonic view of leadership. Qualification for the wielding of political power must be based on the possession of superior intelligence, not superior physical force. From intelligence springs knowledge of moral truths and a correct vision of the function of political power as serving the interests of the governed. The interests of the state (organization) must have priority over the interests of any individual.. Aristotle contended “From the moment of their birth, some are marked for subjugation and others for command." St. Paul said only those deemed worthy through divine blessing could truly lead. Many believed God chose leaders through royal or aristocratic birth, and since indeed these men did secure positions of power, the theory seemed credible. These ideas continued to influence thinking throughout the centuries (Stogdill, 1974). Among the first theories that were developed to reflect such belief was the Great Man and Trait approach which focused on the leader and not the followers. Followers of this theory studied biographies of great leaders through out history such as Ghandi, Abraham Lincoln, etc, to understand the traits these leaders possessed. Their belief was that by copying these traits one can learn to be a successful leader as those leaders were. Theories of leadership include the trait approach, the behaviorist Theories, Situational Leadership, contingency leadership, Transactional and Transformational Theories.( [?] Please refer to Table 1 in Appendix A for more details.) 
From those different approaches or theories, models and styles of leadership has later developed. Such styles include but are not limited to Autocratic/Forceful, Democratic/ Enabling, Leissez-faire, Servant, combination, transactional, transformational Leadership. As noted in the introduction the author will focus on three of those styles that best describes her style of leadership. 



4. How do leaders develop their styles? 
Clarke (2010) citing Jago (1982) suggests that “Good leaders are made not born. If you have the desire and willpower, you can become an effective leader.” Good leaders develop through a never ending process of self-study, education, training, and experience. Leaders styles therefore is formed by applying ones’ leadership knowledge and skills which is known as the Process Leadership and by the traits one acquires through values, ethics, and character, which can influence our actions, this is called Trait Leadership. 

These two leadership types are shown in the chart below (Northouse, 2007, p5): 
[pic] 
Knowledge and skills contribute directly to the process of leadership, while the other attributes give the leader certain characteristics that make him or her unique. 

5. Author’s leadership style: 
Using a combination of survey, interviews with colleagues and online leadership questionnaire the author’s leadership style was summarized as a servant leadership, Forceful at times and enabling at others. To understand these styles, more information will be given below. Greenleaf (1970) describes the “servant leader” as: 
"The servant-leader is servant first… It begins with the natural feeling that one wants to serve, to serve first. Then conscious choice brings one to aspire to lead. That person is sharply different from one who is leader first; perhaps because of the need to assuage an unusual power drive or to acquire material possessions…The leader-first and the servant-first are two extreme types. Between them there are shadings and blends that are part of the infinite variety of human nature." While most traditional leadership theories are behaviorally based, servant leadership emerges from a leader’s principles, values, and beliefs (Walker, 2003, p. 25). 
Servant leadership didn’t start with Greenleaf, it traces its roots back to the days of men such as Jesus (PBUH) the prophet of Christianity and after him Mohammad (PBUH) the prophet of Islam. The author’s leadership style developed from religious beliefs and background as a Muslim. These beliefs teach us to always put people’s benefit above our own, to serve others and wish for them what we wish for our selves. Such style of leadership proved to empower followers to be loyal to their leaders. The benefits of this styles of leadership has proved itself through history through the stories of loyalty of the disciples of Jesus (PBUH) and Mohammad (PBUH). It became apparent through the Author’s experience that applying “Islamic servant leadership” encourages honest communication and trust among team members. It gives followers the sense of safety, as they know that their leaders always put them first. 
Through further research it became clear that the “Islamic servant leadership” style differs slightly from the one that is described and promoted by Greenleaf. This style was best described by Beekun and Badawi (1991) in their paper” The Leadership Process in Islam”, where they explain that Leadership in Islam is a trust. Often, it takes the form of an explicit contract or pledge between a leader and his followers that he will try his best to guide them, to protect them and to treat them fairly and with justice. Hence, the focus of leadership in Islam is on integrity and justice. According to the Prophet Muhammad (PBUH), leadership in Islam is not reserved for the small elite, it is believed that depending upon the situation, every person is the “shepherd” of a flock, and occupies a position of leadership. Muhammad (PBUH) is reported to have said: 
Each of you is a guardian, and each of you will be asked about his subjects. 
The word “asked” here is referring to the Islamic belief in the “day of judgment” and the belief that we all will be responsible of our actions in front of God (Referred to by Muslims as Allah.) Exploring this style of leadership further for the purpose of this paper led the author to believe that the servant leadership practiced by her only utilized part of what the author will refer to as the “Islamic Servant leadership” style. Further studying this style has made it clear for the author that this style incorporates forceful and enabling leadership as well. Kaplan (2001, P 8) describes the term “versatility” in reference of leadership styles as:” Having some capability on both sides of an opposing set… A versatile manager can turn around or pivot in either direction – toward forceful leadership or toward enabling leadership.” and therefore must be willing to make judgments based on harmony, trust and a willingness to listen. 
In this leadership model power is viewed “the ability to marshal the human, informational, and material resources to get something done.” To be personally involved in solving problems when needed and enable team members to lead when they are read to, to let it be known clearly and with feeling where they stand on issues and yet be interested in where others stand and is receptive to their ideas. That is what makes a leader “versatile” 
Leadership and motivation: 

6. Leadership and Motivation: 


What motivates us to start and finish a task? The answer is surly dependant on each individual’s personality. There are two theories of motivation that are used to explain what makes people want to achieve. Maslow's theory Hierarchy of Needs and Herzberg’s motivation – Hygiene Theory. 


Maslow’s Theory : 


Maslow’s Theory was based on academic research as Maslow was a professor and psychologist. Maslow posited a hierarchy of human needs based on two groupings: deficiency needs and growth needs. 


He states that: 


“Man is a wanting animal and rarely reaches a state of complete satisfaction except for a short time. As one desire is satisfied, another one pops up to take its place. When this is satisfied, still another comes into the foreground, etc. It is a characteristic of the human being throughout his whole life that he is practically always desiring something. We are faced then with the necessity for studying the relationships of all the motivations to each other and we are concomitantly faced with the necessity of giving up the motivational units in isolation if we are to achieve the broad understanding that we seek for.” (Psychosomatic Medicine. Vol 5, 1943, P87) 

[pic] 
Maslow's Hierarchy of needs 1 
The basis of Maslow's theory of motivation is that human beings are motivated by unsatisfied needs, and that certain lower needs must be satisfied before higher needs are sought after. He believed that there are general needs (physiological, safety, love, and esteem) which have to be fulfilled before a person is able to act unselfishly. These needs were dubbed "deficiency needs." While a person is motivated to fulfill these basic desires, they continue to move toward growth, and eventually self-actualization. 
Theory “X” & Theory “Y”: 
Douglas Mcgregory took the theory into practice as he devised his Theory “X” and Theory “Y” about people’s personality. It is argued that Mcgregory made Maslow’s theory popular in the business world. Adair (2007) explains “ Mcgregory integrated the theory the more traditional preoccupations of management by suggesting that needs of the individual and the of the organization were not inherently incompatible” . In Theory “Y” “… people are seen as liking work, which is as natural as rest or play; they do not have to be controlled and coerced, so long as they are committed to the organization’s objectives. Under proper conditions they will not only accept but also seek responsibility; more, rather than less, people are able to exercise imagination and ingenuity at work.” Theory ”X” which regard people “… as being inherently lazy, requiring coercion and control, avoiding responsibility and only seeking security” (G.A.Cole, 2004, P:36) 

Herzberg's Motivation-Hygiene Theory: 

Herzberg asked people about times when they had felt good about their work. He discovered that the key determinants of job satisfaction were Achievement, Recognition, Work itself, Responsibility and Advancement. He also found that key dissatisfiers were Company policy and administration, Supervision, Salary, Interpersonal relationships and Working conditions. 
Therefore he concluded that we have basic needs (hygiene needs) which, when not met, cause us to be dissatisfied. Meeting these needs does not make us satisfied -- it merely prevents us from becoming dissatisfied. The 'hygiene' word is deliberately medical as it is an analogy of the need to do something that is necessary, but which does contribute towards  making the patient well (it only stops them getting sick). These are also called these maintenance needs.(Wikipedia) 


Two-factor theory distinguishes between: 
• Motivators: (e.g., challenging work, recognition, responsibility) that give positive satisfaction, arising from intrinsic conditions of the job itself, such as recognition, achievement, or personal growth. 
• Hygiene factors: (e.g. status, job security, salary, fringe benefits, work conditions) that do not give positive satisfaction, though dissatisfaction results from their absence. These are extrinsic to the work itself, and include aspects such as company policies, supervisory practices, or wages/salary.[4][5] 
Action Centered Leadership: 
Based on the above theories John Adair developed his action centred leadership approach, whereby the leader inspires others by their own enthusiasm, commitment and the ability to communicate enthusiasm to people. 
[pic] Interaction of needs 
John Adair's Action-Centred Leadership model is represented by Adair's 'three circles' diagram, which illustrates Adair's three core management responsibilities: 
• achieving the task 
• managing the team or group 
• managing individuals 
According to Adair Good managers and leaders should have full command of the three main areas of the Action Centered Leadership model, and should be able to use each of the elements according to the situation. Being able to do all of these things, and keep the right balance, gets results, builds morale, improves quality, develops teams and productivity, and is the mark of a successful manager and leader. He recommends that when using this model to put in mind the appropriate business environment that it is applied in and think about the aspects of performance necessary for success in one’s own situation, and incorporates local relevant factors into the model to create the appropriate plan for the organization it is used in. Adair also promotes a '50:50 rule' which he applies to various situations involving two possible influencers, eg the view that 50% of motivation lies with the individual and 50% comes from external factors, among them leadership from another. This contradicts most of the motivation gurus who assert that most motivation is from within the individual. He also suggests that 50% of team building success comes from the team and 50% from the leader. 
For detailed description of John Adair’s Leadership Function please go to Appendix C. 
7. Developmental Startegy: 
The author is basing this developmental plan on a hypothetical scenario that was devised from experience and through research into the most common challenges leaders and managers face in their organizations. In this paper we are focusing on the challenging on a problem that can cause an organization to fail, Lack of trust. 

Lack of Trust: 
Trust is the foundation to every solid and functional team. Without trust team members will hold back thoughts and opinions for fear of conflict with negative consequences, won’t be as committed, won’t ask for help, will misjudge the intentions of teammates and so forth and so on. 
Lack of trust can be felt on two levels: 
1. Lack of trust between team members which can result in a team that is not united in its approach. This can be shown through lack of co-ordination, co-operation and minimal sharing of knowledge and resources. 
2. Lack of trust is between the team members and the leaders, symptoms of that are lack of openness of opinions or team members not having faith in their leader’s ability to manage the team. 

Strategy to be followed to build trust: 

Hersey and Blanchard argue that leaders are more effective when they use a leadership style based on the individuals or groups they're leading. 

Stickyminds.com in 2009 suggests the following strategy with the was further detailed to meet the specific environment of the organization in mind: 


1. Trust Other People 

□ The leader needs to trust that his followers are responsible enough to carry their task without being micromanaged all the time. That of course would only be possible with a team that has the knowledge and skills to carry on the task. 
□ Team members need to make a generous interpretation when someone else makes a mistake or disappoints you in some way. People who always jump to the worst conclusion about others’ competence and motivation inspire wariness, not trust. 
□ Regular one-on-one meetings between the leader and his/her team members. 

2. Address Issues Directly 

When someone on the team is bugging you, speaking directly to that person builds trust. It says, “I value our working relationship, and I’m willing to have an uncomfortable conversation to make it better.” It says, “You’ll know where you stand with me; I won’t be talking behind your back.” These conversations aren’t always easy, but the alternatives are worse. 
□ Have an open door policy and one on one meetings with team members to understand the issues they face at work, or issues that effect their work. 
□ Offer help if it is possible 
□ Hold regular team meeting and encourage team members to voice the issues they see and motivate them to offer solutions. 
□ Encourage team building activities that would build personal relationship among team members and team members and their leaders.Create a framework to talk about interpersonal feedback. 




3. Share Relevant Information 

Knowledge is power, but it’s more powerful when it’s shared. 
□ During task planning meetings open the form for input. 
□ Listen to every opinion and ensure that the team members realize that you are taking that on board. That will tell them that what they say is important to you. 
□ Encourage team members to disagree with the leader if they don’t believe the opinion presented is valid and ask for an alternative solution. 
□ Relevant information is about the task, but it’s also about leader. People tend to trust people they know as individuals and can identify with. Shared experience, shared interests, and identification form solid ground that people can land on when there is friction and conflict. You don’t have to share your deepest secrets, but letting other people on the team know something about life outside work makes people “real.” It’s hard to trust a cipher but much easier to trust and be generous with someone who shares some of the same challenges and interests that you do. 

4. Follow Through on Commitments, or Give Early Notice When You Can’t: 

It is important to know that in order for teams to function, team members need to believe that their coworkers and leaders are reliable. 
□ Allocate tasks to team members to the level of their “business maturity” in order to ensure that they can follow through with it. 
□ Insure that lines of communication stay open between team members and between them and leaders to make sure tasks are going to according to plan. 
□ Clearly assign deadlines and task progress dates to avoid disappointment. 
□ Schedule periodic meeting between team members working on the same task and those team members with the leader if any questions arise. 
□ Insure that team members and leaders feel comfortable to share updates ahead of time, even if the updates are that task will not be done on time, to avoid sudden disappointments. 
□ Renegotiate deadlines with team members who are responsible for the task. 
□ Insure that team members know that they can ask questions to clarify points and without feeling that they are judged. 
□ Say No When You Mean No. Insure that team members feel comfortable to say no to a task if their plate is full, without being labeled “selfish” or “not team players.” 

5. Share What You Know and What You Don’t Know 

Most people enter a new situation with a basic level of trust. That level may be high or low, depending on their outlooks and life experiences. But from there, every interaction is an opportunity to increase or decrease trust. 
□ Arrange for team members to pass on new professional or business knowledge that they have acquired during the last two or three months and that is likely to be of value to their colleagues. 
□ Arrange for those with exceptional skills to demonstrate them to their colleagues. 
□ Encourage team colleagues to use each other as sounding boards and coaches. 
□ Encourage team members to shadow colleagues with strong skills in such activities as client relations, networking, negotiating, conducting information-gathering interviews and making presentations. Observing the effective use of skills followed by a discussion and questions is a particularly useful way for people to learn. 
Conclusion: 
In conclusion the concept of great leadership is not reserved for the elite few in our society. Leadership is a concept that can be utilized by leaders and managers alike. It is important for people in charge to invest the time to understand their team member’s fears and worries and learn how to motivate and encourage them to overcome their hurdles. Most people have the potential to excel; a great leader knows how to unlock the power within his/her team members to help them shine. Change in an organization starts with the leader, as he/she must search within to find their own weaknesses and try to empower themselves to overcome those faults, study the organization and team needs and weaknesses and look for solutions that are suitable for their own team and organization. It is naive to think that one solution fits all, every team member is unique and every situation requires different approach of leadership to deal with in. Once the leader develop a strategy for improvement, he/she can then invite the team on board to take in their input and discuss with them what they feel would help reach the organization’s goal. 
By doing so, team members feel involved and part of the solution. A leader is the source of change, if he plays his part wisely. 

|Great Man Theories |Based on the belief that leaders are exceptional people, born with | 
| |innate qualities, destined to lead. The use of the term 'man' was | 
| |intentional since until the latter part of the twentieth century | 
| |leadership was thought of as a concept which is primarily male, | 
| |military and Western. This led to the next school of Trait Theories | 
|Trait Theories |The lists of traits or qualities associated with leadership exist in| 
| |abundance and continue to be produced. They draw on virtually all | 
| |the adjectives in the dictionary which describe some positive or | 
| |virtuous human attribute, from ambition to zest for life | 
|Behaviorist Theories |These concentrate on what leaders actually do rather than on their | 
| |qualities. Different patterns of behavior are observed and | 
| |categorized as 'styles of leadership'. This area has probably | 
| |attracted most attention from practicing managers | 
|Situational Leadership |This approach sees leadership as specific to the situation in which | 
| |it is being exercised. For example, whilst some situations may | 
| |require an autocratic style, others may need a more participative | 
| |approach. It also proposes that there may be differences in required| 
| |leadership styles at different levels in the same organisation | 
| | | 
|Contingency Theory |This is a refinement of the situational viewpoint and focuses on | 
| |identifying the situational variables which best predict the most | 
| |appropriate or effective leadership style to fit the particular | 
| |circumstances | 
|Transactional Theory |This approach emphasizes the importance of the relationship between | 
| |leader and followers, focusing on the mutual benefits derived from a| 
| |form of 'contract' through which the leader delivers such things as | 
| |rewards or recognition in return for the commitment or loyalty of | 
| |the followers | 
|Transformational Theory |The central concept here is change and the role of leadership in | 
| |envisioning and implementing the transformation of organizational | 
| |performance | 


Appendix A 
Table 1: List of leadership theories adopted from University of Exeter, Bolden, R., Gosling, J., Marturano, A. and Dennison, June 2003 
Appendix B 
The differences between leaders and managers as described by Bennis (Bennis, 1989, 44-45) in his classic “On becoming a leader”: 
- The manager administers; the leader innovates. 
- The manager is a copy; the leader is an original. 
- The manager maintains; the leader develops. 
- The manager focuses on systems and structure; the leader focuses on people. 
- The manager relies on control; the leader inspires trust. 
- The manager has a short-range view; the leader has a long-range perspective. 
- The manager asks how and when; the leader asks what and why. 
- The manager has eyes always on the bottom line; the leader has his eyes on the horizon. 
- The manager imitates; the leader originates. 
- The manager accepts the status quo; the leader challenges it. 
- The manager is the classic good soldier; the leader is his own person. 
- The manager does things right; the leader does the right things. 

Appendix C 
John Adair’s Leadership Function: 

Manager’s responsibilities for achieving the task are: 

• identify aims and vision for the group, purpose, and direction - define the activity (the task) 
• identify resources, people, processes, systems and tools (inc. financials, communications, IT) 
• create the plan to achieve the task - deliverables, measures, timescales, strategy and tactics 
• establish responsibilities, objectives, accountabilities and measures, by agreement and delegation 
• set standards, quality, time and reporting parameters 
• control and maintain activities against parameters 
• monitor and maintain overall performance against plan 
• report on progress towards the group's aim 
• review, re-assess, adjust plan, methods and targets as necessary 

Manager’s responsibilities for the group are: 

• establish, agree and communicate standards of performance and behaviour 
• establish style, culture, approach of the group - soft skill elements 
• monitor and maintain discipline, ethics, integrity and focus on objectives 
• anticipate and resolve group conflict, struggles or disagreements 
• assess and change as necessary the balance and composition of the group 
• develop team-working, cooperation, morale and team-spirit 
• develop the collective maturity and capability of the group - progressively increase group freedom and authority 
• encourage the team towards objectives and aims - motivate the group and provide a collective sense of purpose 
• identify, develop and agree team- and project-leadership roles within group 
• enable, facilitate and ensure effective internal and external group communications 
• identify and meet group training needs 
• give feedback to the group on overall progress; consult with, and seek feedback and input from the group 

Manager’s responsibilities for each individual are: 

• understand the team members as individuals - personality, skills, strengths, needs, aims and fears 
• assist and support individuals - plans, problems, challenges, highs and lows 
• identify and agree appropriate individual responsibilities and objectives 
• give recognition and praise to individuals - acknowledge effort and good work 
• where appropriate reward individuals with extra responsibility, advancement and status 
• identify, develop and utilise each individual's capabilities and strengths 
• train and develop individual team members 
• develop individual freedom and authority 
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