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CHAPTER15
Leadership

Define leadership and explain its importance for organisations

Describe how contemporary leadership is changing in today’s 
organisations, including Level 5 leadership, servant leadership, 
authentic leadership and interactive leadership

Define task-oriented behaviour and people-oriented behaviour 
and explain how these categories are used to evaluate and 
adapt leadership style

Describe the situational model of leadership, application to 
subordinate participation and discuss how organisational 
characteristics can substitute for leadership behaviours

Describe charismatic and transformational leadership and 
when each should be used, and compare transformational and 
transactional leadership

Explain how followership is related to effective leadership

Identify sources of leader power and the tactics that leaders 
use to influence others



Task versus people orientation
New manager 
self-assessment



THE NATURE OF LEADERSHIP

• Leadership is a key factor in organisational success

• Three key aspects of leadership:

– people

– influence

– goals

• Leadership refers to the ability to influence people towards the attainment 

of organisational goals
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Objective 

15.1



BOSSLESS DOES NOT MEAN 

LEADERLESS
Lead by example

Communicate 
purpose and 

meaning

Create a climate 
of trust

Look for results, 
not salutes 

Take calculated 
risks

Generate unity



CONTEMPORARY LEADERSHIP

• Different factors affect the best style of leadership

• Four approaches to leadership:

– Level 5 leadership

– servant leadership

– authentic leadership

– interactive leadership 

Objective 

15.2



LEVEL 5 LEADERSHIP
• Originator: Jim Collins

• Leadership perceived as 

reflecting a hierarchy of manager 

capabilities

• Level 5 leadership:

– demonstrates almost 

complete lack of ego

– coupled with a fierce resolve 

to do what is best for the 

organisation



SERVANT LEADERSHIP

• Occurs when a leader transcends self-interest to serve others, the 

organisation and society

• Operate on two levels:

– to fulfil subordinates’ goals and needs

– for the realisation of the larger purpose or mission of their 

organisation



AUTHENTIC LEADERSHIP

Refers to the behaviour of leaders who: 

• know and understand themselves 

• espouse and act consistently with higher-order ethical values

• empower and inspire others with their openness and authenticity (contd.)



AUTHENTIC LEADERS



INTERACTIVE LEADERSHIP AND 

GENDER DIFFERENCES
• Suggests female and male leaders reflect different leadership qualities

• Female leaders are associated with interactive leadership which focuses 

more on:

– relationships rather than position power and formal authority



GENDER 

DIFFERENCES 

IN LEADERSHIP 

BEHAVIOURS



FROM MANAGEMENT TO 

LEADERSHIP
• Managers have to be leaders too

• Reflect two different sets of qualities 

and skills

• Qualities and skills may overlap
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Objective 

15.3



LEADERSHIP TRAITS

• Traits are distinguishing 

personal characteristics, 

such as intelligence, 

values and appearance

• Past research focused 

on great leaders 

(examine traits)

• More interest in this 

theory in recent years
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BEHAVIOURAL APPROACHES

• Focus on leadership behaviour and how it might contribute to leadership 

success or failure

• Two key behaviours:

– attention to task or task-oriented behaviour

– attention to people or people-oriented behaviour (contd.)
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BEHAVIOURAL APPROACHES 

(CONTD.)
• Ohio State researchers identified two major behaviours they termed:

– Consideration

• The extent to which a leader is mindful of subordinates, respects their 
ideas and feelings, and establishes mutual trust

– Initiating structure

• The degree of task behaviour

– The extent to which the leader is task-oriented and directs 
subordinate work activities towards goal achievement
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THE LEADERSHIP GRID

• Another behavioural approach to leadership

• Two dimensions

– concern for production

– concern for people

• Five management styles
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THE 

LEADERSHIP 

GRID



CONTINGENCY APPROACHES

• A leadership model that describes the relationship between 

leadership styles and specific organisational situations

• Contingency approaches to leadership, which explore how the 

organisational situation influences leader effectiveness 

Contingency approaches include the situational model based 

on work of Paul Hersey and Kenneth Blanchard
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Objective 

15.4



THE SITUATIONAL MODEL OF 

LEADERSHIP
• Originator: Hersey and Blanchard

• Links the leader’s behavioural style with the task readiness of employees

• Effective leaders adapt style according to the readiness level of 

subordinates

• Four styles of leadership:

– telling style

– delegating style

– participating style

– selling style



HERSEY AND 

BLANCHARD’S 

SITUATIONAL 

MODEL OF 

LEADERSHIP



FIEDLER’S CONTINGENCY THEORY

• Situational model focused on the characteristics of followers

• Fiedler and his associates looked at some other elements of the 

organisational situation 

• Assess when one leadership style is more effective than another

• Considered a person’s leadership style to be relatively fixed and difficult 

to change



SITUATION: FAVOURABLE OR 

UNFAVOURABLE?
• Suitability of a person’s leadership style is determined by situation

– is it favourable or unfavourable to the leader?

• Favourability of a leadership situation can be analysed in terms of three 

elements: 

– quality of relationships between leader and followers

– degree of task structure

– extent to which the leader has formal authority over followers



MATCHING LEADER STYLE TO THE 

SITUATION
Fielder found:

• Task-oriented leaders 

are more effective 

when the situation is 

either highly favourable

or highly unfavourable

• Relationship-oriented 

leaders are more 

effective in situations of 

moderate favourability



SITUATIONAL SUBSTITUTES FOR 

LEADERSHIP
• The final contingency approach suggests that situational variables can be 

so powerful that they actually substitute for or neutralise the need for 

leadership

substitute for leadership

• situational variable that 
makes a leadership style 
redundant or 
unnecessary

neutraliser

• situational variable that 
counteracts a leadership 
style and prevents the 
leader from displaying 
certain behaviours



SUBSTITUTES AND NEUTRALISERS

FOR LEADERSHIP



CHARISMATIC AND 

TRANSFORMATIONAL LEADERSHIP
• Some leadership can inspire and motivate people beyond their normal 

levels of performance

• More effective than others for bringing about high levels of commitment 

and enthusiasm

• Two types of leadership with a substantial impact:

– charismatic

– transformational

Objective 

15.5



CHARISMATIC LEADERSHIP

• Charisma refers to a ‘fire that ignites followers’ energy and commitment

– produces results over and beyond the call of duty

• A charismatic leader is a leader who has the ability to motivate employees 

to transcend their expected performance



TRANSFORMATIONAL VERSUS 

TRANSACTIONAL LEADERSHIP
• Transformational leaders

– are distinguished by a special ability to bring about innovation and 

change

• Transactional leaders

– are leaders who clarify employees’ role and task requirements, initiate 

structure, provide rewards, and display consideration for employees



FOLLOWERSHIP 

• No organisation can survive without followers

• Top five qualities of leaders and followers 

Objective 

15.6



STYLES OF FOLLOWERSHIP

critical thinking

•Thinking 
independently 
and being mindful 
of the effect of 
one’s behaviour 
on achieving goals

uncritical thinking

•Failing to 
consider the 
possibilities 
beyond what one 
is told; accepting 
others’ ideas 
without thinking



alienated 
follower

• A person who is 
an independent, 
critical thinker but 
is passive in the 
organisation

conformist

• A follower who 
participates 
actively in the 
organisation but 
does not use 
critical thinking 
skills

pragmatic 
survivor

• A follower who 
has qualities of all 
four follower 
styles, depending 
on which fits the 
prevalent 
situation

passive 
follower

• A person who 
exhibits neither 
critical 
independent 
thinking nor 
active 
participation

effective 
follower

• A critical, 
independent 
thinker who 
actively 
participates in the 
organisation



POWER AND INFLUENCE

• Power

– refers to the potential ability to influence the behaviour of others

• Influence

– refers to the effect that a person’s actions have on the attitudes, 

values, beliefs or behaviour of others

Objective 

15.7



DIFFERENT TYPES OF POWER

‘Hard’ position power

• legitimate power

•Power that stems from a formal position in 
an organisation and the authority granted 
to it

•reward power

•Power that results from the authority to 
reward others

•coercive power

•Power that stems from the authority to 
punish or recommend punishment

Personal ‘soft’ power

•expert power

•Power that stems from special knowledge 
or skill in tasks performed by employees

•referent power

•Power that results from the characteristics 
that command employees’ identification, 
respect and admiration, so that they wish 
to emulate the leader



DIFFERENT TYPES OF POWER

• Other sources of power

– personal effort

– network of relationships

– information 



INTERPERSONAL INFLUENCE 

TACTICS



LEADERSHIP OF SUSTAINABLE 

DEVELOPMENT
• Senior leaders need to ‘walk the walk’

• How energy, enthusiasm, role modelling are essential for sustainable 

development 

• Staff at some point look to their ‘bosses’ to get guidance as to what 

behaviours and procedures are and are not to be implemented



CHAPTER 15 – BRIEF SUMMARY
15.1 The attitudes and behaviours of leaders shape the conditions that determine how well employees can do their jobs; thus, leaders play a 
tremendous role in the organisation’s success.

15.2 A significant influence on leadership styles in recent years is the turbulence and uncertainty of the environment. Four approaches that are in tune 
with leadership for today’s turbulent times are Level 5 leadership, servant leadership, authentic leadership and interactive leadership, which has been 
associated with women’s style of leading.

15.3 The Leadership Grid is a two-dimensional leadership model that measures the leader’s concern for people and concern for production to categorise 
the leader in one of five different leadership styles.

15.4 A contingency approach is a model of leadership that describes the relationship between leadership styles and specific situations. Situational 
variables can be so powerful that they actually substitute for or neutralise the need for leadership.

15.5 A charismatic leader is a leader who has the ability to inspire and motivate people to transcend their expected performance, even to the point of 
personal sacrifice. Transformational leaders are similar to charismatic leaders, but are distinguished by their special ability to bring about innovation and 
change.

15.6 Leaders can accomplish nothing without effective followers. Effective followers recognise that they have power in their relationships with superiors 
and have the courage to manage upwards.

15.7 Power is the potential ability to influence the behaviour of others.
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