HELSINKI UNIVERSITY OF TECHNOLOGY
Department of Industrial Management
Laboratory of Work Psychology and Leadership

INTELLIGENT LEADERSHIP AND LEADERSHIP

COMPETENCIES
Developing a leader ship framework for intelligent

or ganizations

Pentti Sydanmaanlakka

Dissertation for the degree of Doctor of Philosophy to be presented with due
permission of the Department of Industrial Management, for public examination and
debate in Auditorium Luna, Spektri Duo Building, Metsdnneidonkuja 6 at the Helsinki
University of Technology on the 31st of January, 2003, at 12 o"clock noon.



Sydanmaanlakka, Pentti. Intelligent leadership and leadership competencies. Developing a
leadership framework for intelligent organizations.

HUT Industrial Management and Work and Organisational Psychology

Dissertation Series

No 4

ISSN 1459-1936

ISBN 951-22-6283-5

KEYWORDS: Leadership, intelligent leadership, competence, leadership competence, management
devel opment.

ABSTRACT

The purpose of this study was to develop aleadership framework for intelligent organizations. This
was done by analyzing the future working environment of managers, leadership as a phenomenon
and as a process and |leadership competencies. How leadership is typically learned and trained and
how we could improve these activities, was aso studied. One of the contentions of this thesisis that
as the world is shifting from an industrial paradigm to a post-industrial paradigm, it is necessary
that we understand the consequences of this shift vis-&vis leadership culture and practice.

In my study | have tried to apply a methodological approach, which | have termed as “science by
doing”. It can be seen as belonging to a certain school of action research. In this approach, | have
tried to combine a practical approach and a scientific approach. Moreover, through practical follow-
up management development projects the idea has been to create new, personally experienced,
tested and interpreted knowledge. This orientation is underpinned by a balance between direct
personal experience and indirect intellectual abstraction. It is an approach that goes beyond
fragmented theories and that could possibly point away towards a new school of leadership.

| have used the research design with three layers: 1. personal skill map research; 2. leadership
development in practice; and 3. the new framework for leadership.

1. The objective of personal skill map research was to apply and develop the method of
anayzing and developing personal key skills. Personal key skills (e.g. decision making and
stress management) are that kind of general skills (altogether 14 skills), which we need to be
effective and to create a sense of well-being in our normal life. This research was my
licentiate dissertation and has formed an important basis for this research in which | have
continued the same theme but focused on |eadership competencies.

2. Leadership development in practice means that | have documented five case studies
concerning management development at Kone and Nokia during the nineties. All these cases
are different kind of leadership development projects which give us a lot of practical
experience about our topic.

3. Themain purpose of this research has been to define the new framework for leadership. This
has been done on the basis of my own experiences and extensive theoretical research in
which | have tried to go through all the relevant leadership theories. | have grouped those



theories into 14 clusters and analyzed what they could give to leadership in the 21% century.
| believe that we need aradical paradigm shift in our thinking about |eadership; a move from
an industrial to a postindustrial paradigm. We don’t know exactly what this new paradigm
will look like, but | have outlined ten cornerstones for this new framework

Based on this framework | have developed an intelligent leadership model. The model itself is
based on the system theory and it tries to describe the |eadership process as a whole with the ten key
elements that belong to it. One of the main premises | make is that intelligent leadership is shared
and collaborative and therefore significantly different from the way leadership has been addressed
in mainstream models. Moreover, leadership is seen as a process, not a position. It therefore goes
without saying that the proverbia followers are actively involved in this model and that they are
aso engaged in the phenomenon of leadership, not “followership”. It is also important to state that
purpose and vision give the justification for leadership. Leadership is always based on universal
principles and values.

Future leaders are living in a turbulent and chaotic environment, where the real power to act comes
from recognizing the pattern of change and sensing and seizing windows of opportunity. In this
kind of environment they will need alot of competencies to survive. | have defined a competence
tree of aleader or leadership, which consists of six clusters and atogether 26 competencies. Thisis
based on the personal skill map research (the skill tree of a life), a comprehensive summary of
previous competence research in the leadership area and some examples from practice (e.g. Nokia,
Ahlstrom and ITU). | have also developed a Leadership Self-Assessment Tool, which consists of
160 items.

The leadership competence framework and the self-assessment tool was tested with sixteen
executives (“successful people managers’) from Ahlstrom, Fortum, Kone and Nokia. This group
considered the competence tree of a leader comprehensive, practical and useful. Also the self-
assessment tool was considered useful, and it gave alot of self-reflection impulses.

People usually learn leadership best by doing. Good self-reflection competencies and awareness
about your own learning obstacles are needed for this. Also management and leadership training is
useful when itstiming is correct and it is tailored to the company’s situation. It should aways start
with self-leadership.

Intelligent leadership widens the area of influence from individuals to teams, to organizations and to
societies. Intelligent leadership should help individuals to develop themselves comprehensively as
human beings. It should support working individuals in becoming self-directed teams. It should
support organizations in becoming intelligent. And in addition to this, it should support us in
building intelligent societies, where we can integrate economy, ethics and ecology. This is the
ultimate goal of al leadership training.

During the last twenty years a huge amount of studies and books on leadership have been published
both by academics and practitioners. | have a strong belief that today there is a momentum, and we
have enough leadership knowledge that enables us to achieve the intellectual breakthrough and go
beyond fragmented theories towards a new school of leadership; “anew scientific management” for
the 21% century. | hope this research can support that progressin atiny way.
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1. Introduction

This research is about leadership. Its main objective is to analyze and outline what leadership is, in
the context of the 21% century. It takes on the following questions: How has leadership changed
during the last twenty years? What are the most crucia elements in leadership? What are the key
leadership competencies? How can we develop leaders for the future? How we ourselves could
become better |eaders?

From the amount of literature and research that is coming out, it is clear that leadership will once
again emerge as one of the pivotal areas in the coming years. Today we are aready beginning to
talk about the leadership deficit: there seems to be a clear lack of good leadership in our
organizations. The correlation between good leadership and the efficiency of our organizations
seems to be a key factor that is the subject of much research and debate. During the 90's we were
mainly focusing on process management, re-engineering, company culture, quality and
organizationa learning. After having implemented al of those, it has come to our notice that
something is still missing, because the organization is still far from functioning properly. Many a
time the missing link is true leadership. There seems to be alack of intelligent leaders, who are able
to create and sustain an inspiring vision and implement the vision together with their teams. That is
the reason why we at the moment are trying to find answers to the following kind of questions:
What is leadership? What kind of a person is a good leader? How to become or grow to be an
excellent leader? How to train leaders and how to do it with efficiency and speed? The purpose of
this research isto find new intelligent answers for this kind of questions. Or even more: to find new
guestions concerning leadership.

| have myself been interested in leadership and studied it in theory and practice for more than
twenty years. | have tried to follow the development of the management and leadership theory and
have worked in many organizations as a developer of leaders and managers during these years. My
background also gives me a good perspective to outline the long term trends in this field. | have
personally experienced
- how the leadership theories have changed and improved

how the working environment of leaders has dramatically changed

how the leadership practices have changed and

how the needed competencies have changed.
One important change is also that | myself have changed as an interpreter. | am able to perceive
leadership activities and to better understand leadership phenomena based on my own personal
experience as a leader. My view is that leadership as a competence needs a lot of practical
experience; otherwise the deeper understanding of these phenomenais not possible.

Actually this research project started in the beginning of the 80°s. In 1982 | started working with
the personal skill map method. This approach was based on a method which was developed by
Darwin B. Nelson and Gary R. Low in USA. This method includes the mapping of the personal key
skills (244 items), results on the skill map (14 scales), an interpretive guide for the results and a
workbook. This mapping method has become quite popular in Finland and so far more than 6000
people have used it. | have also used it in several management development programs myself (over
500 users).
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In addition to using the method alot, | have also done research on the topic during the 80°s. In this
research | developed the Finnish version of the personal skill map method, created a test analysis
and the Finnish comparison material. | aso collected a huge amount of research material pertaining
to 995 people cases. With this material | studied the usefulness of the method in many ways. This
research was ready at the end of the 80°s. Because | moved at that time to Germany and worked
there for four years, this research project was put aside for many years. It surfaced once again at the
end of the 90°s when | used the persona skill map method in many management programs and
started considering creating a new and updated version of this map. Thiswas thereason | finalized
and updated my research and published it as my licentiate dissertation (Sydanmaanlakka 2001).
This personal skill map research is avery important basis for my doctoral dissertation, where | have
continued the same research theme, but focused it on leadership competencies.

Another basis for this research is my twenty years” experience in management development. It
means both personal learning in the process of becoming a leader and especialy, the different kind
of activities in management training. | have worked in four global companies where | have been
strongly involved in management training. This naturally gives me a good background to
understand the studied phenomenon both comprehensively and deeply. Of course, it could also
restrict and bias my perceptions about the topic in a way that my perception is colored by my own
experiences. In order to balance the situation, | have also gone deep into the theory and read a lot
about different approaches. Many of the basic research questions and assumptions have arisen from
self-experienced practice.

These basic assumptions have been born during the years in practice. | have tried to understand
something about people management as a theory and also as a practice. | have tested and verified
these assumptionsin the course of this research. Here are some of those key assumptions:

1. People management as a phenomenon and process has changed during the last twenty years.

2. The present leadership theories do not describe |eadership as a phenomenon any more relevantly
and comprehensively.

3. Leadership theories and practice could be clarified in describing leadership as a concrete set of
competencies. Leadership is more art than science and it consists of very concrete small actions.

4. Thebasisfor al leadership and management is good self-leadership.
5. The management and leadership training programs function usually very inefficiently.

6. The biggest obstacle for learning leadership is the leader herself/himself (the ability to change
and develop).

7. The efficiency of the organization could be improved greatly by ensuring that people
management is done well and with quality.

8. Becoming agood leader requires certain kind of values and principles.
9. Oneimportant feature of an excellent leader is that her/his subordinates are successful.

10. Thereis a great shortage of good leaders today.
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The purpose of this research is to develop a new framework for leadership. | consider that the
present leadership theories (most of them) do not describe the redlities of people management
comprehensively. The working environment of today’s leaders and followers has changed and is
changing rapidly and dramatically. This means that we also have to understand the leadership
process in a new way. We are moving from an industrial paradigm to a postindustrial paradigm and
we should realize the consequences for the leadership practice. To lead the 21th century knowledge
worker or intelligent worker is probably something different than to lead the 20™ century
industry worker. That is at least one of the basic assumptions of this research (see Davenport
2001).

In chapter two the research questions are presented and the research methodology and process is
explained. There are three basic methods used in this research: the survey method (self assessment
tool for analyzing personal key skills and leadership competencies), the case study method and the
theme interview —method. In chapter two | have also tried to outline a new kind of research
approach which combines the traditional scientific research approach and a new practical research
approach. This approach comes close to the constructivist approach and action research.

In chapter three | have summarized my own experiences in the leadership arena. | try to make
visible some of those lessons learned in practice. | present cases about Kone management training,
Nokia Navigator management learning process, performance management as a leadership process,
mentoring as a management training tool and my own case to become a leader. Through these cases
| have learned and understood something valuable about |eadership.

In chapter four | have analyzed thoroughly what the phenomenon called leadership is and how it is
described in literature and research so far. | start with a macro perspective by defining management
as a wide and general concept. Management is a general process of planning, organizing,
controlling, problem solving and decision making. Management can focus on different areas of
organizations:

- yourself (self-leadership, “itsensajohtaminen”)

- people (leadership, “henkil6johtaminen™)

- things and processes (management, “asioiden johtaminen”)

- technology (technology management, “teknologian johtaminen™)
- market (market management, “markkinoiden johtaminen”)

- strategy (strategy management, " strateginen johtaminen”).

Then | go on to focus further on leadership and go through all the leadership theories and models
which are available for research. | have grouped those in fourteen clusters or approaches. | have
analyzed every approach considering the following issues. the main content, new features, strengths
and weaknesses, application possibilities and lessons learned.

In chapter five | have introduced the new framework of leadership. Intelligent |eadership means that
we have to look at leadership with “new eyes’. Creative intelligence has three components, which
areintellectual, emotional and spiritual. | have defined leadership as follows:

Intelligent leadership is a dialoque between leader(s) and followers where they try to
influence each other in a certain situation in order to achieve shared vison (purpose)
and objectives effectively. This process will take place in a certain team and
organization in which the same values and culture are shared. The macro environment
- industry and society - also affects this process.
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The model of intelligent leadership that | have developed is based on this definition. There are
altogether ten variablesin this model.

In chapter six | have analyzed the working environment and roles of the 21% century leaders. Then
| have analyzed what kind of competencies those leaders will need. The outcome is a model that |
have described as a leadership competence tree. There are altogether 26 |eadership competencies
which are grouped in six clusters which are professional, interpersonal, efficiency, leadership,
wellness and self-confidence competencies. Competence consists of knowledge, sKkills, attitudes,
experiences and contacts that enable good performance in a certain situation. Also a self-
assessment tool consisting of 160 items was devel oped for assessing leadership competencies.

In chapter seven | have tested the leadership competence tree -model and the self-assessment tool. |
have had theme interviews with sixteen executives from four global companies. Themes were
grouped around three areas, which were career related themes, self-assessment tool related themes
(the doing) and themes connected to the roots (the being).

Summary and conclusions are presented in chapter eight. There | evaluate the results, discuss about
the validity and reliability of the research, areas of further study and implications for leadership and
management training and devel opment.

Abraham Maslow has said that “Proper management of the work lives of human beings, of the way
in which they earn their living, can improve them and improve the world and in this sense be a
utopian or revolutionary technique’. Abraham Maslow (1908-1970) was —and is — one of the
world’s most esteemed experts on human behavior and motivation. He is most famous for his work
in the area of humanistic psychology but he has also an other kind of legacy for us. He trandated
the science of the mind into the art of management in “ Eupsychian Management”, first published in
1962 and 37 years later as an updated version called “Maslow on Management”. He had quite
radical thoughts about management which were far ahead of his own time. He wrote about
enlightened management policy which assumes that all your people have the impulse to achieve;
everyone prefers to be a prime mover rather than a passive helper; everyone wants to feel important,
needed, useful, successful and proud; there is no dominance-subordination hiearchy. | have quoted
Maslow in my dissertation in order to remind us that we still have a long way to go to reach
intelligent leadership and in building intelligent organisations. The quotations are taken from the
book “Maslow on Management”.
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2. The purpose of the research

“Science can be the religion of the nonreligious, the poetry
of the non-poet, the art of the man who cannot paint, the
humour of the serious man, and the love making of
inhibited and shy man. Not only does science begin in
wonder, it also endsin wonder.”

Abraham Maslow

The purpose of my research is to define what is good leadership, the areas it includes and how
people can grow and develop to be good leaders. | start from the big picture and describe what is
management (“johtaminen”) and how we can divide it theoretically and in practice into relevant
subareas. (In Finnish language we have the term “johtaminen”, which is a general concept for all
kind of management.) One of those subareas certainly is people management, leadership. The
second task then is to describe leadership. | have developed a new framework for leadership which
should include al relevant elements in order to be able to explain the present leadership practice.
Then | focus on the leader and take the leader ship competencies into deeper examination. There
the question is, is it possible to define a leadership competence model which is theoretically sound
and simple enough to be used in practice? The last issue is how we develop leadership and how
leaders learn the art of leading. We know from the practice that most management training
programs and aso other development methods are working inefficiently. But do we know why?
We should be able to analyze these difficulties in order to improve our activities in developing
future leaders.

2.1. The objectives of the research

The objectives of the research can be formulated to five research questions as follows:

1. What kind of leader ship theories and models have been presented during the last century?

2. What kind of a model could best describe the leadership phenomenon in our future
organizations?

3. Which are the main leader ship competencies ?

4. How isleadership typically learned and developed?

5. How could we improve leader ship development and lear ning?
When trying to develop a new framework for leadership, | focus on knowledge companies and
knowledge workers. | try to go even a step further to intelligent companies and intelligent workers. |

apply a postindustrial paradigm in my analysis. | will try to find out how to lead in an intelligent
organization.
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In this kind of wide research it is always problematic how to structure the research. Here | have
used mainly the chronological order: e.g. how | have encountered these phenomena. | have first
described my own practical leadership experiences ( five cases). These cases form a background for
the theoretical research. It isvery useful to have some practical experience about the phenomenon
you are studying; that experience opens the theoriesin atotally different way. Then | have looked at
the big picture of management. Next | have studied the earlier leadership theories. Based on that |
have developed a new framework for leadership. After that | have focused on leadership
competencies and developed a competence tree of a leader. | have tested these ideas with a small
sample of top executives and also tried to find out how they have actually learned these
competencies. At last, | have summarized the key findings and presented some implications for
management training and devel opment.

2.2. Research methodology

Because | had focused more on statistical methods on my licentiate dissertation, there is more of a
focus on theoretical approaches and quality methods in this work. The theoretical examination and
anaysis of management and leadership form the core of this research. | have then verified this
theoretical examination against my own experiences. In the research | have aso used thematic
interviews as a method to study the opinions of “successful people managers’ about |eadership,
how to become a leader and the key competencies of a leader. With this group | piloted the
assessment method of the leadership competence model. | have aso used the case-study method as
a research method. Several cases were described and analyzed. In picture 1 | have shown the
different methods used in either my licentiate or doctoral dissertation grouped according to two
dimensions which are theory vs. practice and quality vs. quantity.
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QUANTITATIVE RESEARCH
8. Statistical analysis
7. Questionnaire: Personal skill map

6. Leadership assessment tool

THEORETICAL RESEARCH EMPIRICAL RESEARCH

5. Thematic interviews

1. Developing 4. Case -research
theories and models

3. Participative observation

2. Self —assessment & self-reflection

QUALITATIVE RESEARCH

Figure 1. Research methods used

| have approached this topic on the one hand, very widely with that theoretical knowledge and
practical experience that | have collected during the last twenty years when | have tried to
understand |eadership practice and theory. On the other hand, | have also tried to go very deep into
the leadership model and the leadership competence framework and hopefully was able to find
something new. Research methodology represents a new way to do science, " science by doing",
where practice, theory and long practical follow-up projects create new, personally experienced,
tested and interepted knowledge. Kurt Lewin has said that "Nothing is so practical than a good
theory". | totaly agree and would like to add that good practices are aways based on deep
understanding and sound theories (many times these theories can be intuitive). This kind of new
practical theories often get verified later in the future and get the label of scientific theory.

What is the relationship between theory and practice in contemporary leadership science? | believe
that there is a need for an assessment of the present scientific paradigm. Kuhn has described in his
book “The Structure of Scientific Revolution” (1962) that in the development of science there are
three different kinds of phases which are the pre-paradigm phase, normal science and period of
crisis science. Popper (1975) has gone still further by saying that in science we should have
“continuous revolution”. Are there a lot of revolutionists in today’s behavioral and leadership
sciences?

First, we could ask what is science? According to Niiniluoto (1983, 6) science is at first hand
information and knowledge about the reality collected in a systematical and critical way. Truth is
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the main objective of science. The other objectives of science are practicality and usefulness; you
should be able to use the results of science. Niiniluoto (1980, 60-74) thinks that if science is able to
fulfill itsfirst objective (truth), it can also take care of its second objective (practicality).

Secondly, we could ask what is knowledge? If we follow the Western epistemoligical tradition we
could say that knowledge is “justified true belief”. This concept was first introduced by Plato. He
developed his knowledge theory of an idea, where the physical world is only a shadow of the
perfect world of ideas. On the contrary, Aristotle thought that knowledge is aways occasioned by
sensory perception and he stressed the importance of observation and verification of individual
perception. In a way the same distinction is seen in the thoughts of Rene Descartes (Continential
Rationalism) and John Locke (British Empiricism). Maybe we can blame these philosophers for the
fact that our thinking and concept of knowledge is so rational and dualistic (subject vs. object,
body vs. mind).

But during the last decade and even earlier many interesting concepts of knowledge have been
presented which should very much widen our thinking. The most interesting of these “knowledge
management theorists’ are Michael Polanyi (1958), Nonaka and Takeuchi (1995), Karl Erik Sveiby
(1997) and Davenport and Prusak (1998). Michael Polanyi was the first one who made the
distinction between tacit and explicit knowledge. Nonaka and Takeuchi introduced the concept of
the "whole personality” as opposed to our dudistic view of mind and body. For the Japanese
knowledge means wisdom that is acquired from the perspective of the entire personality (Nonaka
and Takeuchi 1995, 29). Both Sveilby and Davenport and Prusak have emphasized that true
knowledge is action-oriented. Sveiby (1997, 37) has even defined knowledge as capacity to act.
This kind of findings in epistemology should also affect in our scientific paradigms some way and
they are very relevant in understanding of the leadership phenomenon. There is an old Buddhist
saying which states that “to know something, but not to useit, is not knowing”.

According to Sveiby we could say that leadership knowledge is a capacity to act. Leadership
knowledge is only partly explicit, alot of it is tacit. In leadership behavior the “whole personality”
affects the way we lead.

At the beginning of this decade we are facing certain trends which are also affecting the course of
leadership science. These trends include e.g.

- continuous change

- subjectivity of opinions

- need for speed

- amount of knowledge is huge and continuously growing.
We are living in a turbulent environment where it is very difficult to predict anything and explain
things rationally and causually. We are moving from rational, linear thinking to more intuitive, non-
linear thinking. How should science respond to this new situation? Maybe we should develop a new
“practical everyday research approach” compared to the old “scientific research approach”. In
figure 2 | have tried to describe how practical research and scientific research could try to learn
from each other.
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SCIENTIFIC APPROACH
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PRACTICAL APPROACH

Figure 2. Practical reasoning and hypoteses—deductive —method

A practical approach is also based on some kind of theories and models which can often be intuitive
or tacit. The criteria for these theories are usefulness and practicality. Speed is also very important
here which means that the time taken to proceed from the problem to the solution should not be too
long. In atraditional scientific approach the lead times between concept development and practical
application are long. The scientific approach is based on other kind of theories. The criterion for
these theories is truth. Here the approach is very systematic and involves the critical accumulation
of new knowledge. Often this kind of approach takes a lot of time and there is a danger that when
the theory is ready, the reality (practice/the phenomenon) has already changed. The speed is dso a
challenge for our scientific method. The other great challenge is the integration of system thinking
and our scientific approach. We know that we are living in open systems where everything affects
everything else in a causal and interdependent way, and in this environment the traditional casual
reasoning is not enough. So perhaps the next revolution in leader ship science could be to integrate
the practical and scientific approach.

One way ahead is to point out the weaknesses of the practical approach and try to improve those
without losing the speed. The right kind of reflection is needed here. We can see that there are
certain kind of weaknesses in our practical reasoning and also ways to improve this reasoning as
shown in the following (applied from Uusitalo, 1991, 18). Thislist has been used systematically in
order to improve the reasoning in my research.
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Table 1. The basic weaknesses of apractical approach and the ways to improve the situation

WEAKNESESS OF PRACTICAL IMPROVEMENT MECHANISM
APPROACH
Unreliable perceptions Systematization of perceptions and

techniques, discussion about the validity and
reliability of perception

Selective perceptions Critical discussion about our basic
assumptions and how they affect our
perceptions

Too much generalization Methods of generalization

Inefficient reasoning Critical discussion about reasoning, logical

and statistical tools

Short-termness Open and critical discussion, seeing the
obvious also as a problem

Seeing things out of their Differentiating what isreally essential
context

The research approach of mine is close to the constructivist approach. The constructive approach
means problem solving through the construction of models, frameworks, diagrams, plans etc.
Kasanen et al. (1993) divide the constructive research process into the following phases:

find apractically relevant problem which also has research potential

obtain ageneral and comprehensive understanding of the topic

innovate, i.e. construct a solution idea

demonstrate that the solution works

show the theoretical connections and the research contributions of the solution concepts
examine the scope of applicability of the solution.

oA~ wWNE

They also argue that a successful constructive study is apt to fulfill the most significant genera
characteristics of science (i.e., objectivity, criticalness, autonomy and progressiveness).

Part of this research (five cases) is also action research which aims at actively improving both
practice and knowledge (Buhanist 2000, 8). Action research means developing new knowledge and
theories from practice. Kurt Lewin (1948) was the first one who used the term action research and
this approach has along tradition after that (see Argyris 1970, French and Bell 1973, Argyris et al.
1985). Action research was not so popular any more at the end of the fifties and during the sixties,
but it became popular once again during the seventies especialy in England. One of the main places
there was the Tavistock Institute. (Heikkinen et al 1999, 26-32). Cunningham (1993, 4) has defined
action research as follows: “Action research is a term for describing a spectrum of activities that
focus on research, planning, theorizing, learning and development. It describes a continuous process
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of research and learning in the researcher’s longterm relationship with a problem... This process is
as much an act of scientific research as an act of engagement with people experiecing the problem”.

In my research | have tried to combine in a new way this practical and theoretical approach. | have
tried to reflect about leadership and find something which is really essential and these essentials are
based on

- my own long experience as a leader

- my experience in management training

- participative and other kind of observation how |eaders behave in practice and

- previous research and theories.

The end result could be something which is “beyond theory”. It tries to integrate the different
theories and extract their best features. It is a description of a phenomenon in a simple and truthful
way. This description will be simple but not simplistic. Quinn (2000) has beautifully described the
vast chasm between being simple and being simplistic. He believes that in any activity there are
many novices, a few experts and very occasionally there is an extraordinary master. “If you ask a
novice about a topic, the novice will give you avery simple (simplistic) explanation that will be of
little value. If you ask an expert the same question, the expert will give you a complex explanation
that will also be of little value. If you ask a master the same question, the master’s explanation may
be smple, breathtakingly elegant and, remarkably effective.” So there are big differences
concerning simplicity that lie on one side of complexity and the other. In figure three | have
described how we could try to find simple answers to our question what is leadership. These
answers are beyond the normal fragmented theories.

The new approach beyond fragmented theories

A

Phenomenon 1 Theory 1

Phenomenon 2 b\bi\ J / Theory 2

Phenomenon 3 Theory 3

What is leadership:

The essentials of
leadership

Figure 3. The new approach beyond fragmented theories
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2.3.  Research design and process

The research design is presented in figure 4. There are three separate parts which are linked strongly
together and form the entity of this research. These three subareas are

- the development of personal key skills

- management and |eadership development in practice

- anew framework for leadership.

The development of personal key skills -research is the platform for this survey and aso the
starting point. | have implemented this approach in practice and trained a lot of managers with this
method. The skill theory and the practical experiences in implementing the theory have been avery
important learning phase for me. Management development in practice consists of several cases.
With these cases | try to analyze how the learning of leadership behavior and competencies happens
in practice. In part three | will go deep into the theory and try to create a new framework for
leadership. This framework should better describe the essence of |eadership today and how it could
be taught and learned more efficiently in our organizations.

A NEW FRAMEWORK FOR LEADERSHIP

Piloting the asses-

What is leadership? Leader’s Competence
-Leadership com assessment tool ment Development and
S , petence areas tool and :
theoriesin the 90's ~competence tree - self-assessment o ) learning of
-New framework model themancmterwew leadership
of leadership about leadership

MANAGEMENT AND LEADERSHIP DEVELOPMENT IN PRACTICE

Management training
programs
(Kone, Nokia)

Performance management as a Mentoring

leadership process (Black Book -project) Learning by doing

PERSONAL SKILL MAP: DEVELOPING PERSONAL KEY SKILLS

QUESTIONNAIRE

(244 ITEMS) EXPERINCES IN
PER,\“T'I?A'\F','TALN%K'LL INTEREPTIVE RESEARCH DATA | USING THE METHOD
THEORY OF SKILLS PROFILE: QUIDE AND (N = 995) - OWN (500)
14SKILLS A WORK -IN GENERAL
BOOK (6000)

Figure 4. The research design
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In figure 5 is shown the different phases of my research process. The results of this research should
be a new framework of leadership, competence model and assessment tool of leadership. Also
reflections about how to learn and teach |eadership are essential part of research results.

START RESEARCH COLLECTING THE MATERIAL CONCLUSIONS
DESIGN AND ANALYZING THE CASES AND RESULTS
UPDATING _ RESEARCH
Soow | | |veamrewenc| [ DT
SKILL MAP AND DESIGN
-SURVEY L|.|:.$ONS LEARNED
L%'DE%F;{?;'SP' l PRELINIMARY THEMATIC FRA,\'}%ORK
oo FRAMEWORK INTERVIEWS [~ o
CENTURY OF LEADERSHIP ABOUT LEADERSHIP L EADERSHIP
DEFINING DEVELOPING PILOTING ?\AO'(\)"DPE_FEA';%E
COMPETENCE THEORETICAL THE THE A BT
AREAS APPROACH ASSESSVIENT ASSESSVENT | TSSESSOOL oF
OF A LEADER TooL ToOoL L EADERHIP
DEVELOPING CONCLUSIONSFROM THE CASES AERLECTIONS
AND KONE: . Performance . ;
LEARNING [ Management NOKIA: man Mentoring Learning || HOWTO
Navigator Rgemert || )y by TEACH
LEADERSHIP Challenge as leadership ;
(oo10000) | | (041907 |® 208 book) Doing LEADERSHIP

Figure 5. The research process

2.4. Research validity and reability

In this study | have used and applied several research methods including the case-study,
constructive approach, action research, observation and survey methods. | have aso tried to find a
new approach to science, which | have termed as science-by-doing. Therefore the assessment of
research validity and reliability is very important. The validity means that the instruments measure
what is intended to be measured. The reliability means that the results are the same in every
measurement, if there is no change in the characteristics measured. Thisisthe traditional definition.
However, there is a “legitimization crisis’ concerning the traditional criteria for evaluating and
interpreting qualitative research according to Denzin and Lincoln (1994, 11-14). The constructivist
paradigm replaces them by “trustworthiness” that consists of credibility, transferability,
dependability and conformability.
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There doesn’t seem to be a unified understanding concerning the evaluation criteria of qualitative

research. According to Hammerdley (1992, 57-58) there are four basic positions on evauating

qualitative research. These are

- positivist: the same criteria can be applied to qualitative inquiry as are employed in quantative
research

- postpositivist: qualitative research needs its own and unique evaluation criteria, however there
seems to be considerable disagreement over what these criteria should be

- postmodernism: the very idea of assessing qualitative research is in conflict with the nature of
thistype of research

- poststructuralism: this position does not abandon the idea of assessment, but contends that the
new set of criteria needs to be costructed.

In this study, | have tried to mainly apply the traditional validation criteria. In addition of those, |
also try to apply some new ones and try to find a new combination of evaluation criteria (see
poststructualism position above). The conventional tests are construct validity, interna validity,
external vaidity and reliability (Yin 1994, 32-38). Hammersley (1990, 107-117) has mentioned
relevance as an additional criterion. Glaser and Straus (1967, 252) have presented the idea of
exploiting personal experience in research: “The first corollary is that the researcher can get — and
cultivate — crucia insights not only during her research (and from her research) but from her own
personal experiences prior to or outside it”. Also Eisenhardt (1989) has said that the experience of
the researcher helps to focus the study on the most important variables and relations and to
understand the real life phenomenon. In his dissertation, Kasanen (1986) has introduced also a
market-based validation of managerial constructions.

The following validation criteriawill be applied in this study:

1. Relevance: the importance of the topic, relation to an issue of public importance and the
contribution of the conclusions to the existing knowledge.

2. Construct validity: correct operational measures for the concepts being studied.

3. Internal validity: establishing a casual relationship, whereby certain conditions are shown
to lead to other conditions, as distinguished from spurious relationships.

4. External validity: establishing the domain to which a study’ s findings can be generalized.

5. Reliability: demonstrating that the operations of a study, such as the data collection
procedures, can be repeated with same results.

6. Experience: the researcher’'s own experience supporting the deep understanding of the
phenomenon under the research.

7. Market-based validation: finally the market will test the “truthfulness and usefulness’ of
new constructionsin a long-term.

The validity and reliability of the research will be discussed in detail in chapter 8, summary and
conclusions.
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3. Leadership development in practice

“Thisis not about new management tricks or gimmicks or
superficial techniques that can be used to manipulate
human beings more efficiently. Rather it isaclear
confrontation of one basic set of orthodox values by
another newer system of values than claims to be both
more efficient and more true. It draws on some of the truly
revolutionary consequencies of the discovery that the
human nature has been sold short.”

Abraham Maslow

In this chapter | am going to present five cases. These cases will form a background for the
theoretical parts of my research which will be presented in chapters four to six. From these cases |
have also taken the topics which | will use in theme interviews. | have learned alot in working with
and being part of these cases. It has been action research where the participative observation has
been the main data collection method. Gummesson (1991, 179) has described the role of an action
researcher as follows: “On the basis of their paradigms and pre-understanding and given access to
empirical data via their role as change agent, action scientists develop an understanding of the
spesific decision, implementation, and change process in the cases with which they are involved.
They generate a specific (local) theory which is then tested and modified through action.”. Often
when one is learning in practice, the lessons learned remain so called silent, tacit knowledge,
because one has not processed and documented them. But this tacit knowledge can still steer one’s
decision athough it is unconscious. In presenting these five cases | have also tried to explain some
basic assumptions behind the research listed in pagelO.

3.1. Kone Management Education System

Kone has a long tradition and is famous for its management training systems. Systematic
management training started about 30 years ago. Kone has always placed a lot of emphasis on
management training and used it as a one tool to create an international company (Kauranne 1996).
In figure 6 you see a short summary of Kone management training programs in the beginning of the
90’s. | know that situation rather well because | worked in Kone at that time as a management
development manager.
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Figure 6. Kone Management Education System in the beginning of the nineties

“Executive Edge” was an international executive program. It depended upon taking a global
perspective and a general management approach. “Management Challenge” was another middle
management skill program which was carried out on a regional basis. Supervisory management
was carried out localy and from the head office was only given framework and guidelines and
consultancy assistance. “Management Orientation” was a self-study package of Kone Management
systems. Communication training was language training and negotiation and presentation training in
the English language.

Management Challenge was a very popular middle management program which ran for more than

ten years. There were atogether five main modules. The whole program was 18 days long. The

program aimed at the following objectives:

- improving the effectiveness of middle management and promoting individual development

- expanding the views of participants on aspects of business management and corporate
operations and on the links between them

- developing co-operation and interaction among units and functions and strengthening the
cohesiveness of Kone.

The program usually took 2-3 years and the group (about 20 participants) was always the same in
every module. There were altogether 17 groups in this Management Challenge Program during the
years. The modules were

- General management (5 days)

- Leadership (4 days)

- Effective decision-making (3 days)

- Manager and personnel (3 days)

- Manager’s personal effectiveness (3 days).

Manager’ s personal effectiveness was the closing module of the core program. | was responsible for
the planning and execution of that module. During that module we assessed the program that had
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been implemented as a whole and made the training needs analyses for ongoing modules. The
assessment was done by group discussions and conclusions were presented for the whole group.
The participants discussed what they had learned in the different modules, how good the module
was in general, what they had used in practise, what the usefulness in general was, etc. In table two
there is as an example the assessment results of one group concerning the usefulness of the first four
modules assessed during the last module.

Table 2. An example of the usefulness assessment of the Management Challenge
program assessed by one group (N=14)

Bad General Leadership | Effective | Manager and
management decision- | personnel
making
1 0 0 1 1
2 1 2 4 1
3 2 3 8 2
4 9 3 1 5
5 2 6 0 5
Good 3,80 3,96 2,64 3,80

Typicaly the usefulness was assessed about 3.8 on a scale from 1 to 5. Only the decision-making
module was clearly under this. The same level repeated amost in every group. The usefulness
level was just above what is a satisfactory result. It could be much better. | expected it would have
been somewhere between 4.0t0 4.5.

| had these assessment discussions with about ten groups. They were dlightly frustrating because
people were openly telling the fact that they could only remember very little about what they had
learned in this program and used in practice. Of course, there are reasons for that. One reason is
that the training was too theoretical and therefore difficult to apply to practice. The other reason is
that people are actually applying more to practice than they can recall in these assessment
situations. In leadership research this kind of inefficiency was known for long. The argument that
most training does not produce a measurable return was first stated in Fred Fiedler's (1973) article
“The trouble of leadership training”.

Nevertheless we were a little disappointed with the results and were wondering how we could
increase the effectiveness of this kind of training. For this purpose | developed a model for
planning management training (Sydanmaanlakka 1992). Originally this model was developed for
planning supervisory management training, but it is applicable for al kinds of management training.
The modél is presented in appendix 1. This model has ten major steps which are:
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1. Anayse the starting situation

- business situation

why training isimportant and could be a solution
general objectives

budget and pay-back time

Define the target group carefully
personal, job and qualification profile
Training need analyses must be done systematically
problemsto solve

opportunitiesto realize

Define concrete training objectives
training for activity

training for impact

Plan the training event

content, method and trainers

Plan the evaluation design

Conduct the training process

Support the transfer into practice
Evaluate the outcomes

reactions

learning

- behavioral changes

- business results

10. Define the achieved results

- better, faster, more effective
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With this model it was possible to focus much more on what had to happen before (careful
training planning) and what happened after training ( supported transfer into practice). The
traditional management training was planned according to the so called “egg-model” where
almost all activities happened during training. It is aso important to assess the real outcome of
training (see Robinson and Robinson 1989). Not only the reactions after the training event (Did
they likeit?) but what was really learnt, what were the actual behavioral changes and what were
the business results at the end of day.

The efficiency of training is an important point but it is also rather difficult to measure.
Although Kone Management training was usually appreciated and famous in the beginning of
the nineties some of my colleagues and myself felt that the efficiency of that training was far
from ideal. | have collected the main learning from that period and tried to summarize this by
answering the question: How can we improve management training efficiency? The ten key
answers based on my Kone experiences were:

1. Clear connections to the company’s vision, strategy and objectives (current and future
business challenges).

2. Clear connections to the company systems (training support systems vice versa).

3. Clear connections to daily concrete problems and challenges (people learn if they have
actual needs).

4. Training in original working teams are more effective than ad hoc teams (individual learning
+ team learning = organizational learning).
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5. Concentrate on competences not only on awareness level.
6. Follow the training investment and assess the pay-back time.
7. Perform evaluation at all levels:
a. Didthey likeit?
b. Didthey learnit?
c. Didthey useit?
d. Did it produce ROI?
8. Do not forget the transformation process (Learning experiences x Work environment =
Results).
9. Offer less education and training and more learning opportunities (less traditional training,
more on-the-job learning).
10. Offer training “just in time” (JIT).

3.2. The Navigator Management Training Program at Nokia

In the beginning of 1994 | moved to Nokia and started to work there as a HR Director in one of its
divisions. The division employed about 3000 employees globally and was growing rapidly. That
meant that there were also many new managers who needed management training. Thus, one of my
first key tasks was to develop a new management training program for our division. | was delighted
with this task because | could draw upon the years of experience at Kone and | felt that there was
now a possihility to build an excellent management training program.

We had 194 managers in our division in Finland. We made quite an extensive management training
need analysis with the target group based on the model which | developed in Kone. We sent the
guestionnaire to 69 managers and interviewed almost half of them. Based on this training need
analysis we got a list of key management competencies in our division (Sydanmaanlakka 1994).
Thewholelist isin appendix 2. The five areas these competencies were possible to group in were

- Sdf-leadership

- Leadership

- Management

- Market knowledge

- Technology.
In addition to the questionnaire and interviews of managers we also used other material in defining
the training needs. The other material included e.g.

- thevision, strategy and business objectives of our division

- theNokiavaues

- anannua employee survey

- asummary of the development discussions

- the Nokia Telecommunications perspective

- The results of the management and | eadership assessment of our managers.
This way we believed we got a comprehensive understanding of the most relevant training and
development needs. Based on all this information we built the Navigator Management Learning
Program which is shown in figure 7.
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Figure 7. The Navigator Management Learning Process at Nokia Telecommunications 1994 -1997

We really wanted to underline that this was a one year lear ning process supported by four training
modules and different kind of self-study material and intermediate assignments. During the year and
in between the training modules, the participants systematically tried to apply the new learning in
practice. We wanted to move from traditional training to active learning where everyone was
responsible for defining individual learning objectives and also felt responsibility about the learning
results. This was aso one reason why self-leadership was the starting module of this program.

The program consisted of three main seminars and a follow-up seminar. The main seminars were
conducted in 6 —7 months, and the follow-up seminar about 12 months after the first seminar. The
objectives of the program were:

Widen the managers” understanding and give concrete tools for self-leadership, |eadership
and management activities

Improve the managers™ efficiency and abilities to perform well in their work and support
their individual devel opment

Widen the managers” understanding of different business areas and their interaction and the
principles of process management

Create enough business competencies (manager and leader competencies) in the division to
support its future development.

Ten groups participated in this program during 1994-1997. In a group there were about 20 people,
so al our managers (about 200) in Finland participated this program. We used partly our own
managers as trainers and partly the best outside experts. The results of the program were good.
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The summary of the course evaluations from every group is presented in appendix 3. There we can
see that usually the overall assessment of the seminar was between 4.0 — 4.5. The training was well
organized and people liked it. That can probably be said based on these assessment figures. But this
isonly a so called happiness index . We should also ask the questions: Did they learn something?
Did they useit? Did it produce ROI?

| was myself strongly involved with this management learning process. In addition to the planning
| trained thefirst day in module one, half aday in module two and the last half aday in afollow-up
seminar. | also met these managers between the training sessions in normal working projects. So |
was more or less aware what was happening, what they were learning and what they were using in
practice and how this was affecting our business. In the follow-up seminar we also had a feedback
session where we openly discussed the usefulness of the process and everyone answered the
following questions:

- How was my own learning process?

- What did I learn?

- What have | used in practice? How has it worked out?

- What have been the consequences in my department?

Also the feedback given in these assessment discussions was very positive. Participants felt that it
had been worthwhile spending 11 days in training sessions and in addition to that investing their
own time during the year in this program. They had learned some concrete things which they have
been able to put into practice. We very much tried to support the transfer into practice in many
ways. | also got adirect feedback from many parts of the organization that the quality of leadership
had improved. One indicator was also our employee survey which we had once a year. We drafted a
so-called satisfaction index on the basis of the results. This index developed very encouragingly
between 1996 and 1999. In 1996 the index was 60.3 percent, and by 1999 it had increased to 64.1
percent (Sydanmaanlakka 2002, 188). One factor behind this improvement was obviously the big
investment that had been made in management training during 1994-1997.

As awhole we were satisfied with this Navigator program and we felt that we achieved rather well
al the main objectives. However the amount of learning could vary alot from manager to manager.
What were then the features for those managers who learned a lot? | found five key common
elements:

- they had arather high motivation to learn; they were searching for something for themselves

- they had enough experience as a manager to ask the right questions

- they were open to new things and had good learning skills (were able to do self-reflection)

- they were good at self-leadership; they knew themselves rather well

- they liked people management.

When reflecting on these variations of leadership learning, | encountered the model of Bert Juch.
Juch (1983, 38-45) has identified the key obstacles to learning when he developed his theory of
management training (see also Lahti, 1991 and Sydanmaanlakka 2002, 27-28). There are four
key obstacles:

- Small window that restricts the amount of observations

- Thick skin that restricts the reception of observations

- Closed gate that prevents the implementation of plans

- Wideriver (originaly the Rubicon) that prevents the completion of plans.

We might look at things from too small a window. Our viewpoint is too limited and we are only
really interested in afew things. We do not actively collect data nor observe our environment in
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a wider sense. Neither do we pay attention to the feelings of other people. Too thick a skin is
about being impermeable. New thoughts cannot come through. We do not want to listen to the
opinions of others, particularly if we disagree with them. Nor do we approve of or want to listen
to criticism directed to us. We are overspeciaized and it is difficult for us to accept new points of
view.

Closed or narrow gate means that it is difficult to start new things. We hesitate and hang back
when we should start something new. We want to be sure that we succeed before we try new
things. We are preoccupied with the fear of failure. Wide river means that things are often |eft
unfinished. Difficulties and problems tend to discourage us. When we try to cross the stream we
often notice that it is too wide and we turn back.

These obstacles al disturb the learning process. So we should identify our own obstacles to learning
and try to look at the world out of a somewhat bigger window, be more sensitive in adopting new
things, open our gate wide open and try new working methods, even alowing for some risks. We
should also be able to cross the wide river and finish the things we have started. When running into
difficulties and problems we should try even harder. We should always be able to challenge
assumptions and see things from a different viewpoint. The French novelist Marcel Proust has said :
“The real wonder of finding new things is not in looking for new views, but in looking at things
with new eyes.” We set our own limits and that means the limits of what we can learn.

The reflections about these obstacles taught us that it is not enough that the macro-pedagogical
environment is supporting learning process. We should also check that the micro-pedagogical
environment of the individual is capable and willing and is supporting and not preventing the
learning process. In practice that meant that we included the learning to learn -module and knowing
yourself -module in this training program. This kind of modules are very important and they should
always be placed in the beginning of a management training program. With them you can very
much improve the efficiency of actual learning. When people are then trying to apply (transfer into
practice) the lessons learned, they are facing organisational learning obstacles, which they have to
overcome (Sydanmaanlakka 2002, 28).

| have tried to summarize the main learning of this three-year long Navigator Management Learning
Program as follows:

1. Vision, strategy, objectives and values of the organization should be present all the time.

2. Support management learning processes in which the process owners are the managers
themselves.

3. Sef-leadership is the basis of everything: knowing yourself is the most important
competence.

4. Management by example (or management by teaching) is important; there should be
enough top managers working as trainers in this kind of learning programs.

5. Tota wellness is important for managers; professional condition is not enough, to be an
effective manager you need also good physical, mental, social and spiritual condition.
Physical exercises and afitnesstest should always be apart of management training.

6. Everything presented must be connected to company management / leadership tools and
processes: e.g. situational leadership to the performance management system.

7. Leadership is more art than science: knowing is not enough, you must deeply understand
and have enough experiences before you can implement good leadership in practice.

8. Thelearning obstacles should be openly discussed and processed.
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3.3. Performance management as aleadership process

Performance management is the most important process of human resource management. It is also
the most important leadership process. The aim of performance management is the continuous
improvement of performance (Syddnmaanlakka 2002, 55-58). The process of performance
management is built on daily leadership, planning and development discussions and planning
meetings. The process consists of four basic functions, i.e. objective setting, reviewing/coaching,
evaluation of results and development. The performance is examined on an individual, a team and
an organizational level. Figure 8 shows these basic e ements (Sydanmaanl akka 2002, 88).

DEVELOPMENT OBJECTIVE
SETTING

A >

INDIVIDUAL| TEAM | ORGANIZATION

PLANNING AND
DEVELOPMENT PLANNING
DISCUSSIONS MEETINGS

DAILY LEADERSHIP

EVALUATION REVIEWING/
< COACHING

Figure 8. The basic elements of performance management

The planning and development discussion is a systematic event repeated normally twice a year
between the employee and the manager in order to improve performance and general working
conditions. In planning meetings we together plan, set objectives, follow the implementation of
objectives, define critica competencies and make development plans for the whole team or
department. (Sydanmaanl akka 2002, 78-84.)

Daily leadership is al about directing and supporting the subordinates, giving feedback, coaching,
motivating, delegating and doing things together. Good daily leadership means that the superior
knows his/her subordinates and knows how to lead them individually and fairly. Daily leadership
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means a lot of communication and interaction with subordinates. This happens in individua
meetings, daily coffee meetings, weakly/monthly meetings and when working together. The crucial
point is to “meet”, encounter employees and have a positive influence on them. Managers need
good communication skillsfor this.

Although performance management is not a new thing, performance management systems generally
do not work very well in organizations. One reason for that is that performance management is not
closely linked to the organization's other management systems. The other reason is that the
company culture and values do not support the implementation of the system. According to the
survey of PA Consulting Group (1999) one of the future focus areas of human resource
management in Finland isimplementing a good performance management system.

When developing and implementing performance management systems at Kone (1992-1993) and
a Nokia Telecommunications (1994-1995), | have learned that there are some critical success
factors (Sydanmaanlakka 2002, 88-91). Ten critica factors for making a performance management
system a success are:
1. It must be simple and easy to use. Keep the KISS principle in mind when building it. (Keep
it smple, stupid.)
2. Itisintegrated with other company processes and human resource management processes. It
is also one practical leadership tool.
3. It takesthe requirements of the virtual and network organization into consideration. It can be
used to manage performance in a process organization.
4. Performance management is examined on an individual, a team and an organizational level.
Because we work more and more in teams, performance management must also work on a
team level.

5. Thevalue discussion of the organization isimportant in performance management.

6. Itisacontinuous process consisting of daily leadership, planning meetings and devel opment
discussions.

7. Line managers are the owners of the process. The task of the personnel department is to
support the process.

8. The subordinates and superiors have shared responsibility for the working process. It can be
also used to manage oneself.

9. Itistargeted to the improvement of performance and the development of competencies and
mainly to the future.
10. Performance management is linked to competence and knowledge management.

In the implementation process of performance management at Nokia, we also realized that it is not
enough to train the managers to use this process including planning and development discussions.
Also the subordinates need similar kind of training. In a successful planning and development
discussion we need two persons, who both understand the purpose of the discussion. So we started
to organize performance management training for managers and employees at the same time, and
asked ourselves why we had not done that earlier. We stated that the subordinates and superiors
have a shared responsibility for the working of the performance management process. This was
the first time that | started to consider the shared leadership model. We can see leadership as a
process in which the responsibilities could be shared in an intelligent way.
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3.4. Mentoring as a management training method

My fourth case is related to the transformation of tacit knowledge into explicit knowledge in the
development process of managers (Sydanmaanlakka 2002, 156-157). We often asked ourselves in
our division at Nokia, how we could improve the quality of leadership practice in a product
development environment in afaster way. Managers were offered alot of training opportunities, but
often we felt that this learning was not very effectively implemented. The transfer into practice was
not always successful. We also knew we had many experienced, good managers, who were highly
skilled in many different areas of |eadership and management. How could we transfer this “know-
how” from these experienced managers to the younger ones, was the key question.

This is when we came up with the idea of the so-called Black Book. We wanted to gather al this
tacit know-how into a small booklet. We established a small working group and invited a few
experienced department managers to become members. The target of this group was to gather and
crystallize the basics of good leadership and management practice. We chose seven areas of
management and leadership to focus on: vision, products, processes, projects, leading teams,
leading individuals and self-leadership. Our purpose was to find the seven most important themes
for each area. It meant the booklet would contain 50-60 pages (7 x 7). The mgjority of the content
was supposed to be pictures, graphs, aphorisms and worksheets. We also tried to re-edit all the
material so it would be easy to use.

When the booklet was finished it was well received. We used it in many ways. It helped each
individual manager to consider the key leadership and management issues. It aso helped older
managers to coach and mentor their younger colleagues in leadership practice. We used it asabasic
material for mentoring groups, where it also worked very well. The Black Book was also used as
the material in aone-day training course for al managersin product development departments.

The Black Book is a good example of knowledge management application in leadership. It
processed knowledge through Nonaka's phases of socialization, externalization, combination and
internalization (Nonaka and Takeuchi 1995, 70-73). In the first phase we noticed there was a lot of
tacit leadership knowledge in an organization that should be transformed into explicit knowledge.
We formed a working group where we gathered this tacit knowledge and edited it into explicit
knowledge we could share with the whole managerial staff. Then we arranged some training
sessions and put together the material we had produced. The package described the basic elements
of successful leadership and management practice. The idea was that people would repeat things
after the training course and continue discussions with superiors and colleagues. Then they would
adopt what they had learnt and see the results in practice. The Black Book is also a good example of
how knowledge can be managed and processed without depending upon the complex information
technology.

This kind of mentoring is an interesting and effective way to train managers. The Black Book
offered good material for mentoring. The material was very practice-oriented. In mentoring sessions
experienced managers taught a group (3-5) of younger managers. The content of these sessions
concerned the daily leadership problems which the participants were handling at that moment. The
only problem was finding enough experienced senior managers who had time for this kind of
mentoring work. In fact, mentoring where “leaders are developing leaders’ could well be the
|eadership engine of the future (see Tichy 1997).
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Mentoring and coaching where leaders are devel oping other leaders should be researched more and
processes and tools for this kind of activity developed. Good leadership certainly involves also alot
of tacit knowledge, which is only possible to transfer to others when working and being together.

3.5. Learning by doing as a method of becoming aleader

One could also consider that leadership is best learned by doing. Leadership is more art than
science. To become a good leader, one needs a lot of practical experience. Of course, knowledge
about leadership is essential, but it is only a starting point. One must deeply understand the
leadership processesin order to be able to apply the know-how in concrete situations.

One of the research questions that is asked is, “How is leadership typically learned and
developed?’. My fifth case consists of my attempt to answer this questions myself. | will do here a
self-reflection exercise and try to collect some personal conclusions which | can use in my research.

| have summarized my working career in table 3. | started to work in business in the beginning
of 1980. So | have worked 22 years and have had atogether nine different positions, which means
that on average | have worked 2.44 years per position. There are some shorter ones, but typically |
have been in a position 3-5 years. The actual leadership experience, which means the time | have
had employees reporting to me, is 17 years. So what and how have | learned about leadership
during these 17 years?

Table 3. The working experince of Pentti Sydanmaanl akka

- Managing Director Pertec Consulting 1.1.2002-

- Director of Change Management Nokia 2001

- Director of Human Resources Nokia 1994 —-2001
- M anager of Management Training Kone 1991-1994
- Assistant of the Board Siemens-Nixdorf 1991

- Personnel Manager/Germany Nixdorf Computer 1988-1991
- Personnel Manager/Finland Nixdorf Computer 1983-1988

- Training Consultant VIA Group  1982-1983
- Personnel Consultant JL Consultants 1980-1982
- Teaching and research at the University of Helsinki1979
- Teacher in an observation class 1978
- Working in a mental hospital, prison and university

while studing 1975-1978
- Teacher in a school for retarded children 1974-1975

In Nixdorf Finland | had my first leadership experience. We had there a small team consisting of a
payroll officer, a personnel consultant and a secretary. It was a rather easy environment to start
exercising the work of aleader. | had the first planning and development discussions and also tried
to apply in practice many other leadership tools which | had only earlier developed for others, but
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not used myself. In Nixdorf Germany | also had a small team consisting of a foreign service officer
and a secretary.

When | started at Nokia | had a team consisting of five people: two HR-consultants, HR-manager,
training manager and an HR-secretary. This team grew during the years and at one time | had 50
people reporting to me directly or indirectly. At that time | also had office services and rea estate
services reporting to me. During those years | usually had 6 — 10 people reporting directly to me.
There was a real leadership element in my work; | tried to get good results through other people
and tried to organize successes for them.

| had a good background for a leadership position, because | had developed different leadership
tools and trained a lot of managers during my career. But most of al | have learned from my
subordinates in concrete interaction situations and in self-reflections following those situations. |
have always tried to be open and genuine and work and learn together with my team.

| have also learned a lot from my colleagues and superiors. | have had the good fortune of working
with so many excellent superiors. Their example —in good and in bad — has taught me alot.

Where does actual learning take place? Based on my own case | can summarize the ten key sources
for leadership learning:

1. Management training: | have had possibilities to participate in many management training
courses including Three-D —seminar (1981), Situational Leadership (1983), People
management in INSEAD (1989) and many Kone and Nokia management seminars.

2. Working as aleader: 17 years leadership experience is a good practical school.

3. Sdf-reflection: This has been a very effective tool for learning. You should reflect upon
your experiences, analyze what happened, why, what were the results etc.

4. Working as a management trainer: Training others has been one of the most important
learning opportunities for me.

5. Superiors: | have had many excellent superiors from whom | have learnt alot.

6. Colleagues: Discussions with my colleagues have been many times very useful.

7. Subordinates: | have learnt the most from my own subordinates, sometimes the most
difficult ones can also teach you alot.

8. Ciritical incidents: Difficult situations teach a lot: when | worked in Germany in a foreign
culture, it was not always easy but avery valuable learning experience.

9. Important persons. | have met many persons who have contributed enormously to my
leadership thinking through their doing and being.

10. Home, education and social environment: Probably many basic values and certain feeling of
responsibility come from home.

In my research | have also tried to find out where the actual leadership learning takes place. These
findings — based on my self-reflection - will be used as a background for that analysis.
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3.6. Summary and conclusions

These five cases are examples of action research and learning by doing (action learning). Schon
(1982, 51) talks about epistemology of practice meaning that skillful action often reveals a
“knowing more than we can say”. Chester Barnard (1968) distinguished “non-logical processes’ as
early asin 1938. Michael Polonyi (1967) invented the “tacit knowing”. With these cases | have tried
to transform some tacit knowledge into explicit knowledge and bring some knowledge from
“knowing-in-action” to “knowing-in-theory”. They are aso examples of reflection-in-action,
which is very important in the leadership areain two meanings. Firstly, that we can ourselves learn
more about how to lead efficiently and, secondly, that we can teach others how to lead; this means
to reflect on our own reflection-in-action. This happens quite seldom. Schon (1982, 243) has stated
about this as follows: “And it prevents the manager from helping othersin his organization to learn
to do what he can do. Since he cannot describe his reflection-in-action, he cannot teach others to do
it. If they acquire the capacity for it, they do so by contagion. Yet one of a manager's most
important functions is the education of his subordinates”.

What were the main learnings from my action research (reflection-in-action)? | was priviledged to
work at Kone, which is one of the pioneers in international management training. There | learned
what is systematic global management training. | also learned to evaluate the efficiency of this kind
of training and developed the planning model for management training. | have stated ten issues how
to improve the efficiency of management training (page 26-27).

At Nokia | had the possibility to plan, implement and follow-up a large management training
program. There we wanted to move from traditional training to active learning; we wanted to
produce a one-year learning process, which was supported by traditional training, self-study and
intermediate assignments. There | was able to follow how managers learn very differently, and |
encountered the obtacles of learning. There | aso, in practice, learned that self-leadership is the
basis for leading others; knowing yourself is the most important competence of aleader.

In building a performance management system for Nokia Telecommunications | understood that
performance management is the key process of leadership. | aso learned to know what are the
critical success factors behind a good performance management system. Maybe the most important
learning was, however, to understand the first time in practice the meaning and possibility of shared
leadership.

| learned to understand how important tacit knowledge is in leadership in the mentoring case. | also
learned how it is possible to collect this kind of knowledge in the Black Book —project. Leadership
is more art than science; knowing-in-practice is important and this is many times based on intuitive
understanding. This case also revedled the huge importance of mentoring in leadership
devel opment.

In the last case | have tried to exercise self-reflection myself. There were two reasons for that.
Firstly, | believe that self-reflection is very important in becoming a leader. Secondly, | wanted to
show that to learn and practice leadership are very concrete things; there is nothing mystic in it. |
also belive that knowing-in-action is more important than knowing-in-theory. With this self —
reflection | did also produce the framework for the theme interviews. Mezirow (1991, 70-94)
underlines the importance of emansipatory or reflective learning which means that you have to
understand yourself and your own perspectives. This has been the role of these cases and they lay a
practical foundation for the next three chapters, which are more theoretical .
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4. Leadership in theory and how it has been described

“All the experiments on enlightened management and

humanistic supervision can be seen from this point of view

that in a brotherhood situation of this sort, every personis

transformed into a partner rather than an employee.”
Abraham Maslow

4.1. The big picture

Traditionally we differentiate management and leadership. They are two paths of leading, which
have many similarities, but also many differences. Both involve influencing, working with people
and effective goal accomplishment. Management is task-oriented and leadership is people-oriented.
Leadership is actually a very old discipline, which can be traced back to Plato and Aristotle.
Management as a discipline emerged around the turn of the 20" century with the advent of our
industrialized society. Management was created as a way to reduce chaos in organizations and to
make them run more effectively and efficiently (Northouse 2001).

Fayol (1916) first identified the primary functions of management in his book "General and
Industrial Management”. They were planning, organizing, staffing and controlling. These functions
are still the core of management today. Leadership is also based on these basic functions.

Kotter (1990, 3-8) argues that management and leadership are quite dissimilar things. The
overriding function of management is to provide order and consistency to organizations. This
means planning, budgeting, organizing, staffing, controlling and problem-solving. The primary
function of leadership is to produce change and movement. This means vision building,
strategizing, aligning people, communicating, motivating and inspiring. According to Kotter,
management is then about seeking order and stability, whereas leadership is about seeking adaptive
and constructive change. In our turbulent times this kind of distinction has become quite popular.
Bennis and Nanus (1985, 221) have stated that "Managers are people who do things right and
|eaders are people who do the right thing".

With management we try to improve the operation of our organization (Sydéanmaanliakka 2000).

The general vision of management could be connected to three issues: efficiency, learning and well-

being. With good management activities we try to create, maintain and develop

- efficient organizations in order that they are competitive

- learning organizations in order that they are successful also in the future

- well-being organizations in order that their employees are motivated and capable to work on
long-term.

Thisis done by using different kinds of management methods. Today there are a lot of management

theories which try to describe management from different points of view. In fact, there are too many

theories and new ones keep appearing almost every month. This makes an individual manager’slife

difficult, because he/she is rather confused with all these theories and models. Some of those have

been listed in table 4.
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Table 4. Different kinds of management fads

TOTAL QUALITY MANAGEMENT, MANAGEMENT BY
OBJECTIVES, PERFORMANCE MANAGEMENT,
MANAGEMENT BY VALUES, CHANGE MANAGEMENT,
KNOWLEDGE MANAGEMENT, PROCESS
MANAGEMENT, LEAN MANAGEMENT, SELF-
MANAGEMENT, ACTIVITY-BASED MANAGEMENT,
STAKEHOLDER MANAGEMENT, AGILE
MANAGEMENT, BALANCED SCORECARD, BUSINESS
RE-ENGINEERING, RELATIONSHIP MANAGEMENT,
MANAGEMENT BY RESULTS, STRATEGY
MANAGEMENT, COMPETENCE MANAGEMENT,
SITUATIONAL LEADERSHIP, ETC.

| have tried to clarify the management playing-field by describing six different approaches to
management. Figure 9 shows the different levels of management. This division has been proved
useful for instance when planning management training programs. It was actually developed based
on a management training need anaysis which | did at Nokia Telecommunications in 1994
(Sydénmaanlakka 1994). There we defined six different perspectives to management and expressed
those by six questions:

- How tolead yourself?

- How to lead others?

- How to manage things?

- How to manage technology?

- How to manage markets?

- How to manage strategy?

These perspectives- as the circlesin figure 8 — are self-evidently overlapping. Inside the circles only
some key topics belonging there are listed (see appendix 1 for details). This research is focused on
leadership.

These distinctions are necessary if we want to split the phenomenon we are studying to reasonable
smaller units. At the same time, we should ask, if it is relevant, and whether it is preventing us from
seeing the wholeness of the management process. For instance, management was a product of the
industrial era. At atime when we are making the shift from the industrial to the postindustrial era,
we should ask, if this kind of split is relevant anymore. Maybe, we should try to work out some
kind of an integrative model, and portray management and leadership as parts of the same process.
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4.2. Leadership theories and models
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“Whoever does not understand history is doomed to repeat it”. This familiar refrain fits well also to
the world of leadership. In this chapter, | will go through and analyze the different theories and
models of leadership. | am using the following five questions to analyze the approaches in a very

concrete way:

What is the main content and focus?
What isnew or typical in this approach?
What are the strengths and weaknesses?
Can it be applied to practice?

What can we learn from this approach?

SAE A

This is necessary in order to understand the phenomenon in depth and be able to develop a new
comprehensive framework for leadership. The objective here is to analyze the previous leadership
theories and learn to know, how they are trying to explain the leadership phenomenon from their
own perspective. And then, at the end, summarize all these findings in a new leadership model.
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There are numerous leadership theories; in only the past 50 years, there have been as many as 65
different classifications of leadership dimensions (Fleishman et al., 1991). | have grouped the
different models and theories into the following 14 groups:

- Ancient approaches

- Classical approaches

- Trait approach

- Style approach

- Situation approach

- Contingency theory

- Path — Goal theory (Motivation theories)
- Management by objectives

- Leader — member exchange theory

- Tranformational leadership

- Team leadership

- Psychodynamic approach

- Value management and ethical leadership
- Self-leadership

4.2.1. Ancient approaches

The simple truth behind leadership has been known probably for as long as human records exist.
The oracle’ s advice in ancient Delphi says “Know thyself”. Thisis the basic principle in leadership;
in order to lead others you must be capable to lead yourself. It was recognized by Aristotle, who
talked about the “virtuous activity of the soul”, and it was developed further by the Stoic
philosophers in classical antiquity. Also the Christian monastic orders perfected various methods
for learning, how to channel one’s thoughts and desires. Ignatius of Loyola rationalized them in his
famous spiritual exercises. All these methods focus on attempting to free consciousness from the
domination of impulses and social control.

This kind of techniques to control consciousness achieved levels of enormous sophistication in the
East. The yogi disciplines in India, the Taoist approach to life development in China and the Zen
Buddhism all seek to free consciousness from the deterministic influences of outside forces. Taoism
IS an ancient mystical teaching that can be traced back over 2500 years. It emphasizes the
harmonious development of physical, social and spiritual elements of human life, and the self-
realization of the whole being in ordinary life. Attempts have been made to apply the basic
principles of Taoism to management and leadership. The purpose is to enable leaders to see how
things happen in their work environment and to understand how work energies flow or become
blocked. It presents a time-tested framework within which awareness is improved, and leadership
skills are understood. The Tao enables aleader to tap hisinner resources on the way to real success,
human accomplishment and satisfaction (see eg. Heider 1988 or Messing 1989). The Zen
approaches are based on cultivating the constant spontaneity tested by understanding the message of
old Zen stories. Here is one example from the book “Zen Flesh, Zen Bones’ by Paul Reps:

Ryoken, aZen master, lived in the simplest kind of lifein alittle hut at the foot of a mountain.
One evening athief visited the hut, only to discover there was nothing in to steal.
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Royken returned and caught him. “You may have come a long way to visit me”, he told the prowler, “and you
should not return empty-handed. Please take my clothes as a gift.”

The thief was bewildered. He took the clothes and slunk away.

Ryoken sat naked, watching the moon. “Poor fellow,” he mused. “1 wish | could give him

this beautiful moon.”

One of the great Eastern methods for training the body, soul and spirit is the set of practices known
as Hatha Yoga. It is worth reviewing some of its highlights, because it is maybe the oldest self-
management technique. It is therefore a useful model for everyone who wishes to be in better
charge of psychic energy. In Sanskrit Y oga means “yoke” which refers to the goa of joining the
individual with God. Thisjoining process means first uniting the various parts of the body with one
another, and then making the body as a whole work together with consciousness as a part of an
ordered system. Patanjali’s Y ogasutras are the basic text of yoga written about 200 BC. Y ogasutras
describe eight stages of increasing personal skills (see eg. Prasada 1988, Eliade 1989).

The first two stages of ethical preparation are intended to change a person’s attitudes towards others
and him/herself. They attempt to reduce psychic entropy as much as possible, before the actual
exercises of mental control begin. The first step, yama, relates relationship with others, and
requires that one achieves restraint from acts and thoughts that might harm others. This means eg.
non-violence, truthfulness, giving up ownership, focusing on essential things and camness. The
second step, niyama, refers to relationship with yourself and involves obedience and self-discipline.
This means cleanliness, satisfaction, knowing yourself and letting go. All these attitudes should
help to channel attention, and hence make easier to control consciousness.

The next two stages involve physical exercises and development of habits that will enable the
practitioner to overcome the demands of the senses and make it possible for her/him to concentrate
without growing tired. The third stage, asana, consists of practising various yoga positions and
holding those for longer periods without fatigue. The purpose of these exercises is to take control
over our body. Here we work with phenomena like gravity, gradual change and compensation. The
fourth stage is pranayama, breath control, which aimsto relax the body and stabilizes the rhythm of
breathing. Here we focus on breathing, breathing breaks and motionless. It is important to
understand that asana and pranayama are tools with which we can spontaneously slow down the
restless motion of our mind.

The fifth stage is called pratyahara, which means control of senses or withdrawal. This stage is the
hinge between the preparatory exercises and the practice of proper yoga. It involves learning to
concentrate and withdraw attention from outward objects by directing the input of the senses. We
become able to see, hear and feel only what one wishes to admit into awareness. We start to take
control over our CoNsciOUSNEss.

The three remaining stages involve the control of consciousness through purely mental operations
rather than physical techniques. They are more being than doing. The sixth stage is dharana,
concentration. It is the ability to concentrate for long periods on a single stimulus. The next step is
dhyana, meditation. Here one learns to forget the self in uninterrupted meditation that no longer
needs the external stimuli of the preceding phase. The last stage is samadhi, enlightenment. A true
yogin may achieve this kind of self-collectedness where the meditator and the object of meditation
become as one. This last stage of yoga is only the threshold for entering Nirvana where the
individual self merges with the universal force like ariver blending into the ocean.

These eight stages are a very practical self-development program, but obviously one needs a lot of
self-discipline to follow it through. They represent an Eastern way of an old scientific self-
leadership program. At first it may come across as mystical and esoteric for Western people but
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with practice, it revedsitself as a concrete and practical way to develop yourself based on your own
experiences (Tavi 1991). Also modern Western psychology can explain today scientifically what is
happening in this kind of self-development process. Mihaly Csikszentmihalyi (1992) has studied
more than twenty five years the phenomenon he has named the flow. Flow is a state of our
consciousness when psychic energy flows effortlessly. Csikszentmihalyi ( 1992, 41) has stated that:
“FHow helpsto integrate the self because in that state of deep concentration consciousness is usually
well-ordered. Thoughts, intentions, feelings and all senses are focused on the same goal. Experience
isin harmony. And when the flow episode is over, one feels more “together” than before, not only
internally, but also with respect to other people and to the world in general.”

Csikszentmihalyi says that the similarities between yoga and flow are extremely strong. It makes
sense to think of yoga as very thoroughly planned flow activity. Both try to achieve ajoyous, self-
forgetful involvement through concentration, which in turn is made possible by a discipline of the
body (Csikszentmihalyi 1992, 105). It isinteresting that modern psychology can prove and explain
some methods developed in India more than two thousands years ago.

Another set of Eastern disciplines that have become popular in the West are the so-called martia
arts. They include eg. judo, jujitzu, kung fu, karate, tae kwon do, aikido and T a Chi Ch'uan. These
martial arts were influenced by Taoism and Zen Buddhism, and they also emphasize different kinds
of consciousness-controlling skills; they are directed toward improving the mental and spiritual
state of the practitioner. There are several applications of these disciplines for leadership. One of
those is by Thomas Crum (1987). He has written a book “The Magic of Conflict”, where he has
applied the basic principles of aikido to solving conflicts in the business environment.

Here were only some examples of these ancient approaches to leadership. It is important to
remember that leadership, people management, is a very old discipline, and there are a lot of
theories, models and frameworks for that. The problem here is not the lack of knowledge, but the
inability to implement the knowledge in practice. These ancient approaches often emphasize the
importance of knowing yourself and focus on self-leadership. They usually give aso alot of ethical
consideration for leadership issues. Their strength absolutely is the use of self-reflection and
meditation as a method to learn to know yourself. Their weakness is that many times they remain
distant to modern people, because the concepts and models come across as aien. Often deep
learning is also supposed to happen only in a master-apprentice relationship. But certainly, they are
worth studying a little deeper to realize that their deep content is still valid and is only waiting for
application.

4.2.2. Classical approaches

Frederick Winslow Taylor isthe founder of scientific management. In 1911 he published his book
"The Principles of Scientific Management”. He explained that the best way to increase efficiency
was to improve the techniques and methods used by workers. People were seen as instruments or
machines to be manipulated by their managers. Also the organization was seen as a bureaucratic,
well planned and structured big machine. Taylor initiated time and motion studies to analyze work
tasks to improve performance in every aspect of the organization. In the 1920°s Elton Mayo and his
colleagues developed the human relations movement which emphazised that it was beneficial to
management to look also into human affairs. With famous Hawthorne studies they were able to
demonstrate the effect of human factor to efficiency (Mayo 1933). The scientific management
movement emphasized a concern for task (output), and the human relations movement stressed a
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concern for relationships (people). The recognition of these two concerns has characterized the
discussion about leadership ever since.

Robert Tannenbaum is famous for his continuum of leader behavior, the extremes of which are
authoritarian and democratic leader behavior (Tannenbaum and Shmidt 1958). Kurt Lewin with his
colleagues extended this continuum beyond the democratic leader behavior to include alaissez-faire
style. Rensis Likert (1967) found in his studies four management styles on a continuum from
system 1 through to system 4. System 1 is a task-oriented, highly structured authoritarian
management style. System 4 is a relationships-oriented management style based on teamwork,
mutual trust and confidence. Systems 2 and 3 are intermediate stages between the two extremes.

Likert’s theory is quite near Douglas McGregor’s classic "Theory X — Theory Y" (McGregor
1960). According to theory X, most people prefer to be directed, want safety above all and are not
interested in assuming responsibility. Theory Y assumes that people are not, by nature, lazy and
unreliable. It says that people can be self-directed and creative at work, if properly motivated.
Managers should unleash this potential in individuals. The well motivated employees can achieve
their own objectives best by directing their own efforts toward accomplishing organizational goals.
Chris Argyris (1957) has developed an interesting "immaturity-maturity” theory partly based on
McGregor's thinking. He has compared bureaucratic/pyramidal values (the organizational
counterpart to Theory X assumptions about people) with a more humanistic/democratic value
system (the organizational counterpart to Theory Y assumptions about people). Argyris points out
that following bureaucratic values leads to poor, shallow and mistrustful relationships. On the other
hand following humanistic values leads to trusting and authentic relationships, good cooperation
and organizational effectiveness. Argyris claims that keeping employees immature is built into the
very nature of the formal and bureaucratic organization. At the same time, Argyris admits that only
afew, if any, develop to full maturity on his continuum.

Many classica motivation theories form a foundation of management approaches. Abraham
Maslow’s (1954) hierarchy of needs and Frederick Herzberg's (1966) motivation-hygiene theory
are the most famous. David C. McClelland’s achievement motive is also very important when
describing the behavior of leaders (McClelland et al. 1953).

These classical approaches were the start to study management and leadership scientifically. One of
the main distinction was the concern for task vs. people. We could say that here they laid a
foundation for many later studies about leadership. Motivation studies done by Maslow, Herzberg
and McClelland have been and are still useful and can be applied to practice even today.

4.2.3. Trait approach

The trait approach was one of the first systematic attempts to study leadership in the early 1900°s.
In these "great man" theories it was tried to explain what made certain people great business,
socia, political and military leaders. It was believed that people were born with these leadership
traits. In the mid 1900°s this approach was criticized a lot, because it was not possible to define
genera leadership traits which fitted to every situation. Stogdill (1948) suggested that no consistent
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set of traits differentiated leaders from non-leaders across a variety of situations. The study focus
transferred from the leader to the relationship between the leader and the subordinate.

During the 80"and 90"s there has been a new interest in explaining how traits influence leadership
(Bennis & Nanus 1985, Bass 1990, Kirkpatrick and Locke 1991, Bryman 1992). Renewed
interest for the trait approach can been seen e.g. in visionary and charismatic |eadership theories.
Obvioudly the trait approach is alive and well. It began with an emphasis on identifying the qualities
of great persons; next, it shifted to include the impact of situations on leadership; and most
currently, it has shifted back to re-emphasize the critical role of traits in effective leadership
(Northouse 2001).

Table 5 shows a summary of the traits and characteristics that were identified by researchers from
the trait approach according to Northouse (2001, 18). There we can see the breadth of traits, and
how difficult it is to select certain traits as definitive leadership traits. Northouse defined that the
major leadership traits are the following: intelligence, self-confidence, determination, integrity and
sociability.

Table 5. Studies of leadership traits and characteristics (Northouse 2001)

Stogdill (1948) Mann (1959) Stogdill (1974) Lord, DeVader and | Kirkpatrick  and
Allinger (1986) Locke (1991)

Intelligence Intelligence Achievement Intelligence Drive
Alertness Masculinity Persistence Masculinity Motivation
Responsibility Adjustment Insight Dominance Integrity
Initiative Dominance Initiative Confidence
Persistence Extroversion Self-confidence Cognitive ability
Self-confidence Conservatism Responsibility Task knowledge
Sociability Cooperativeness

Tolerance

Influence

Sociability

According to Northouse (2001, 21-24) there are some obvious strengths and weaknesses in the trait
approach The strengths include:
itisintuitively appealing
- it hasacentury of research to back it up
- by focusing exclusively on leader it has been able to provide some deeper understanding on how

leader’ s personality is related to leadership process
- it has given some benchmarks for what we need to look for, if we want to be leaders.
On the other hand the trait approach has also several weaknesses:
- thefailureto delimit adefinitive list of leadership traits




- it hasfailed to take situations into account

- the approach has resulted in highly subjective determinations of the "most important” leadership
traits

- it can also becriticized for failing to look at traitsin relationship to leadership outcomes

- itisnot a useful approach for training and development of leadership. (The reasoning here is
that traits are relatively fixed psychological structures that limits the value of training. On the
contrary, we could challenge this assumption concerning at |east some traits changeable.)

Despite its shortcomings, the trait approach provides valuable information about leadership. It can
be applied by individuals and also by organizations that are planning the idea profiles for their
managers. Although a list of universal leadership traits is not provided, the approach does provide
clear direction, at least in practice, regarding which traits are good to have, if one aspires to take a
leadership position. Individuals can gain some insight into whether or not they have important traits
for leadership and they can pinpoint their strengths and weaknesses. In many cases | aso believe
that it is possible to develop a certain trait, if that happens to be your weakness. Most of the traits
are changeable at least to some extent. Using the traits approach aso helps usto train people in the
"obligatory" traits that are needed for leaders in our organizations.

It is obvious that some traits are necessary for leaders. There are critical traits for effective
leadership. These traits are not inborn persona characteristics, but can be to some extent devel oped
and trained. Some of these important traits that are consistently identified are e.g. intelligence,
self-confidence, determination, integrity and sociability. Every organization should define its own
leadership profile and try selecting and developing its leaders according to that profile.
Organizations use different kinds of personality assessment instruments when doing this task. Also
this trait approach can be used for increasing persona awareness and development. It allows
managers to analyze their strengths and weaknesses and to gain a clear understanding of how they
should try to change their leadership behavior.

4.2.4. Style approach

When the trait approach emphasizes the personality characteristics of the leader, the style approach
emphasizes the behavior of the leader. Researchers studying the style approach determined that
leadership is composed of essentially two general kinds of behaviors: task behavior and relationship
behavior. Some of the first studies were conducted at Ohio State University in the late 1940s. These
studies were based on Stogdill’s (1948) findings which pointed to the importance of aso
considering more than leaders’ traits in leadership research. At the same time the researchers at the
University of Michican were conducting a series of studies that explored how leadership functioned
in small groups. A third line of research was begun by Blake and Mouton in the early 1960s. This
research explored how managers used task and relationship behaviors in the organizational settings.

The Ohio State studies found that the subordinates” responses on the leader behavior questionnaire
clustered around two general types of leader behaviors: initiating structure and consideration
(Stogdill 1974). They used a questionnaire which consisted of 150 questions about |eader behavior.
It was called the Leader Behavior Description Questionnaire. Michigan studies identified two types
of behaviors called employee orientation and production orientation (Bowers and Seashore
1966). Unlike the Ohio State researchers, the Michigan researchers conceptualized employee and
production orientations as the opposite ends of a single continuum in their initial studies. Later
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they, however, re-conceptualized it as two independent leadership orientations. In the 1950s and
1960s there were a multitude of studies done trying to determine, how leaders could best combine
their task and relationship behaviors to improve their efficiency. The researchers were looking for a
universal theory of leadership that would explain leadership effectiveness in every situation.
However, the research results were contradictory and unclear (Y ukl 1994).

The Managerial Grid, which has been renamed the Leadership Grid, is one of the most well-known
models of leadership. It first appeared in the early 1960s and since that time has been refined and
revised several times (Blake and McCanse 1991; Blake and Mouton 1964, 1978, 1985). The
Leadership Grid shows concern for production and concern for people in a model that has two
axes. The horizontal axis represents the leader’s concern for production, and the vertical axis
represents the leader’s concern for people. Each of the axes is drawn as a9 point scale on which a
score of 1 represents minimum concern and 9 represents maximum concern. By plotting scores
from each of the axes, various leadership styles can be illustrated. The Leadership Grid portrays
five mgor leadership styles. Authority-Compliance (9,1) Country Club Management (1,9),
Impoverished Management (1,1), Middle of the Road Management (5,5) and Team Management
(9,9). In addition to these five mgjor styles Blake and his colleagues have identified two other styles
that incorporate multiple aspects of the grid (Blake and McCanse 1991). These are
paternalism/maternalism and opportunism. Paternalism/maternalism refers to a leader who uses
both 1,9 and 9,1 styles, but does not integrate the two. Opportunism refers to a leader who uses any
combination of these basic five styles.

The style approach is not arefined theory, but a framework for assessing leadership in a broad way.

The style approach has several strengths:
it broadened the scope of leadership research to include the behaviors of leaders and what they
do in various situations

- awide range of studies on leadership style validates and gives credibility to the basic tenets of
this approach

- the style approach has ascertained that aleader’ s style is composed of primarily two maor types
of behavior: task and relationship

- the style approach is heuristic: it provides us a broad conceptual map that is worth using in our
attempts to understand the complexity of leadership.

The style approach has also several weaknesses.

- the research on styles has not adequately shown, how leaders’ styles are associated with
performance outcomes (Bryman 1992; Y ukl 1994)

- it has faled to find a universal style of leadership that could be effective in aimost every
Situation

- it implies that the most effective leadership style is the high task and high relationship style
(Blake and McCanse 1991) when the research findings provide only limited support for a
universal high-high style (Y ukl 1994).

The style approach can be easily applied in organizations. It provides a mirror for managers that
helps them understand, how they are performing as a manager. Leadership (Manageria) Grid has
been widely used in practice in the past. Today it is commonly seen as an old-fashioned approach
by management development professionals.
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4.2.5. Contingency theory

Fiedler (1967) has developed the most well-known contingency model. Contingency theory is a
"leader-match" theory, which tries to match leaders to appropriate situations. It is called
contingency, because it suggests that a leader’s effectiveness depends on how well the leader’s
style fits the context. Fiedler developed his theory by studying the style of many different leaders
who worked in different contexts, primarily military organizations. According to Fiedler, three
major situational variables seem to determine, whether a given situation is favorable to the leader:
leader-member relationship (good or poor), task structure (high or low) and position power
(strong or weak). These three situational variables determine the "favorables of various situations
in the organization. Situations that are rated the most favorable are those having good leader-
follower relations, defined tasks, and strong leader position power. Situations that are the least
favorable, on the contrary, have poor |leader-follower relations, unstructured tasks and weak |eader
position power. Moderately favorable situations fall between these two extremes. In this model
there are eight possible combinations of these three situational factors that can occur.

Fiedler has tried to determine also what the most effective leadership style ( task-oriented or

relationship-oriented) seemsto be for each of these eight situations. According to Fiedler:

- task-oriented leaders tend to perform best in group situations that are either very favorable or
very unfavorable to the leader

- relationship-oriented leaders tend to perform best in situations that are intermediate in
favorables.

These connections are shown in table 6 .

Table 6. Leadership styles for different situations (adapted from Fiedler 1967, p.14)

| Task-oriented style | Relationship- oriented style | Task-oriented style

favorables for the leader

Favorable leadership situation Situation intermediate in Unfavorable |eadership situation

11 2 3 [4 |5 | 6 |7 |8

Contingency theory has severa strengths and weaknesses (Northouse 200, 79-82). The strenghts

are

- itissupported by agreat deal of empirical research

- it hasforced usto consider the impact of situations on leaders

- it is predictive and provides useful information regarding the type of leadership that will most
likely be effective in certain contexts

- it isredistic in saying that leaders should not expect to be able to lead effectively in every
situation

- it provides data on leaders” styles that could be useful to organizations in developing leadership
profiles.



Some of the weaknesses of the contingency theory are:

- itfailsto explain fully, why individuals with certain leadership styles are more effective in some
situations than in others

- theleadership scale, which the model uses, is often criticized

- itisdifficult to apply in practice

- it fails to explain adequately what organizations should do when there is a mismatch between
the leader and the situation in the workplace.

Contingency theory represents a major shift in leadership research from focusing only on the
leader to considering the situational context. It’s lesson has been to emphasize the importance of
matching a leader’s style with the demands of a situation and wider context. In everyday life we
have noticed that some executives, who may be extremely successful in one organization, can fail in
another organization with a different culture, values and way of operation.

4.2.6. Situational approach

Maybe the most widely recognized leadership approach today is the situational leadership model,
which was originaly developed by Hersey and Blanchard (1969a). This approach focuses on
leadership in situations. The basic premise of the theory is that different situations demand different
kinds of leadership. To be an effective leader requires that a manager adapts his or her style to the
demands of the different situations. Hersey’s and Blanchard’s book (1969, 1977, 1988, 1993)
"Management of Organizational Behavior: Utilizing Human Resources' is certainly one of the
leadership classics which is widely read also in practice. When it was first published, it offered an
excellent summary of |eadership research in addition to the basic model.

Situational leadership model is based on Reddin’s (1967) 3-D management style theory. William J.
Reddin was the first to add an effectiveness dimension (the third dimension) to task and
relationship concern dimensions of the earlier models such as the Managerial Grid. Reddin thought
that a useful theoretical model must allow that a variety of styles may be effective or ineffective
depending on the situation. This was very a big breakthrough in leadership thinking. Reddin’s 3-D
management training model was quite popular at the end of the 70s and early 80s aso in Finland. |
personally participated in 3-D management training in 1981 (Three-D Management seminar 1981).
It was a one-week very intensive training where we tested our own leadership style in practice
working from early morning to late night in competing groups.

The situationa leadership model has been refined and revised several times since its inception
(Hersey and Blanchard 1977, 1988; Blanchard, Zigarmi and Zigarmi 1985; Blanchard, Zigarmi and
Nelson 1993). Blanchard has developed Situational Leadership |1 —-model. | suppose that the main
reason for this was that Hersey and Blanchard both had their own consulting companies, and there
were some unclear copyright issues. The models differ only in how the follower's
readiness/development level is defined. 1 will present here the original Hersey and Blanchard
model, because | have been trained in that model (Situational Leadership —seminar, 1985), and |
have also trained myself alot of managers with that model.
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The situational leadership model has four leadership styles, which are telling, selling, participating
and delegating. In Situational Leadership Il styles are named as follows: directing, coaching,
supporting and delegating. The second important thing is the readiness level of followers. Here are
also four different possibilities:

- R1 unable and unwilling or insecure

- R2unable but willing or confident

- R3able but unwilling or insecure

- R4 ableand willing and confident.

According to the model, you have to select your leadership style after you have anayzed the
follower’sreadiness level in acertain situation. Y our leadership style and the readiness level of the
follower must fit together. It is also important to understand that employees can move forward and
backward along the readiness continuum according to time and different tasks. Figure 10 shows the
situational leadership model.

SITUATIONAL LEADERSHIP
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Figure 10. The situational |eadership model
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The mgor strengths of the situational leadership approach are the following (Northouse 2001, 60-

61):

- itiswell known and frequently used; it has stood the test in the marketplace

- itisvery practical, but still based on sound theories

- itisprescriptive: it tells you what to do and not to do in various contexts

- it emphasizes the concept of |eader flexibility

- it reminds us to treat each subordinate differently based on the task at hand and to seek
opportunities to develop subordinates.

Despite its extensive popularity the following criticism points out several weaknesses in the

situational leadership theory (Northouse 2001, 61-64):

- there have been only a few research studies conducted to justify the basic assumptions behind
this approach

- the concept of the subordinates’ readiness or development level is rather ambiguous (Graeff
1997; Y ukl 1998)

- aso how the commitment is conceptualized is criticized (Graeff 1997)

- thematch of the leader style and the followers™ readiness level is aso questioned

- it does not fully address the issue of one-to-one versus group leadership in an organizational
setting

- theleadership questionnaires that accompany the model have aso been criticized.

The situational leadership model iswidely used in training and development of leaders, becauseitis
easy to conceptualize and also easy to apply. The straightforward nature of situationa leadership
makes it practical for managers to use. It is applicable in virtually any type of organization, at any
level, for amost all types of tasks, so there are a wide range of applications for it. From a practical
point of view it is perhaps the best leadership model so far. But it is aso a product of its own time,
1960"and 1970s, in which leadership is perceived as being a one-to-one relationship.

4.2.7. Path-goal theory

The path-goa theory was first presented by Evans (1970) and House (1971) in the early 1970s.
Both Evans (1996) and House (1996) have written about this theory also more than twenty years
later. The path-goal theory is about how leader s motivate subordinates to accomplish designated
goals. In away it is a contingency approach to leadership, because it states that effectiveness
depends on thefit between the leader’ s behavior and the characteristics of the subordinates and the
task. The basic principles of the path-goal theory are taken from expectancy theory, which
suggests that employees will be motivated, if they feel competent, if they think their efforts will be
rewarded, and if they find the payoff for their work is valuable. The path-goal theory is designed to
explain, how leaders can help their subordinates along the path to their goals by selecting specific
behaviors that are best suited to the subordinates” needs and to the situation. | have tried to
visualize the basic elements of the model applying Northouse's (2001, 90-91) picturesin figure 11.

A leader can support subordinates by selecting a right style of leadership (directive, supportive,
participative or achievement-oriented). The selection is done on the bais of the characteristics of the
subordinates and the task. Subordinate characteristics include e.g. needs for affiliation, preferences
for structure, desires for control and self-perceived level of task ability. Task characteristics include
the design of the subordinate’s task, the formal authority system of the organization and the
primary work group of the subordinates. The leader’s responsibility is to help the subordinates to
reach their goals by directing, guiding and coaching them along the way. The path-goa theory
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predicts e.g. that directive leadership is effective with ambiguous tasks, that supportive leadership is
effective for repetitive tasks, that participative leadership is effective when tasks are unclear and
subordinates are autonomous and that achievement-oriented leadership is effective for challenging
tasks (Northouse 2001).

LEADERSBEHAVIORS
Directive

Supportive

Participative
Achievement-oriented

v

Subordinates Characteristics

Task Characteristics

) - Goal
Subordinates | | Motivation > prod?Jct(i?/)it

- defines goals

- clarifies path

- removes obstacles
- provides support

Figure 11. The basic e ements of the path-goal theory

There are some strengths of the path-goal theory:

- it provides a useful theoretical framework for understanding how various leadership behaviors
affect the satisfaction of the subordinates and their performance

- it attempts to integrate the motivation principles of the expectancy theory into a theory of
leadership

- it providesamodel that in acertain way isvery practical.

Main weaknesses are the following:

- it is quite complex and tries to incorporate many different aspects of leadership that make it a
little confusing

- it hasrecelved only partia support from the many empirical studies

- it fals to explain adequately the relationship between leadership behavior and worker
motivation

- the approach treats |eadership as a one-way event where the leader affects the subordinate.
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Although the path-goa theory is not applied in many management training programs, it brings
many interesting perspectives to leadership thinking. It was one of the first theories to specify four
conceptually distinct varieties of leadership (see figure 11); not only task-oriented and relationship-
oriented leadership. It was aso one of the first theories to explain how task and subordinate
characteristics affect the impact of leadership on subordinate performance (see Northouse 2001,96-
99).

4.2.8. Management by objectives

Management by objectives (MBO) is maybe the most widely used basic approach to managing
people. The concepts behind MBO were introduced by Peter Drucker (1954) in his book "The
practice of management”. Especially George Odiorne (1965) and John Humble (1967) have
popularized this approach throughout the world. Odiorne (1965) defined the MBO prosess as
follows:

"A process whereby the superior and the subordinate managers of an enterprise jointly
identify its common goals, define each individual’s major areas of responsibility in
terms of the results expected of him, and use these measures as guides for operating
the unit and assessing the contribution of each of its members'.

It is interesting to notice that first this approach was applied at managerial levels, and only later it
was taken into use also at the lowest organizational levels. This approach rests on a philosophy that
emphasizes an integration between external control (by managers) and self-control (by
subordinates). The important thing is that objectives are jointly established and agreed upon in
advance and then also jointly reviewed at the end of the planning period. The basic findings of this
approach was that objectives formulated together with every person seem to gain more acceptance
than those imposed by the manager. In figure 12 there is the basic cycle of management by
objectives according to Odiorne (1965, p. 78).
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Figure 12. The cycle of management by objectives according to Odiorne

MBO has developed a lot in the last four decades. It is still alive and is the basic approach to
everyday leadership. The process itself has refined a lot. Today the performance management
process includes this MBO approach. Earlier the process was called performance appraisal, but at
the end of the 80°s we started to use commonly the concept of performance management. That
meant in practice that more emphasis was put on development and coaching. | have defined
performance management as follows (Sydanmaanl akka 2000):
"Performance management combines agreement on objectives, coaching, evaluation
and development as elements connected to each other in a continuous process in order
to improve the performance of the organization by developing individuals and teams.
Performance management simply means that all persons know, what is their duty,
what are their personal objectives, what kind of competence is requested of them and
that they get enough coaching and feedback in order to be able to take care of their
duties".
Figure 13 also shows the content of the modern performance management system.
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Figure 13. Performance management system

In the performance management process there are four cornerstones, which are objective setting,
reviewing / coaching, evaluation and development. The process also includes three tools, which are
daily leadership, planning and development discussions and planning meetings. The ultimate goal
of this process is the continuous improvement of performance. This is one modern approach to
management by objectives. In the 80"s and partly still 90°s the management by result process which
was one version of management by objectives was quite popular in Finland (see Santalainen et al.
1980). Also Peter Drucker (1964) used this managing for results as a name of his one book already
in the 60°s. It isinteresting that Ulrich, Zenger and Smallwood (1999) have introduced this kind of

result thinking in their new book “Results-based Leadership”.

Management by objectives has many strengths including the following:
- itisvery widely used
- itisapractical and ssmple approach

- it focuses on one of the most important elements of |eadership (achieving objectives)

- it enables independent work
- it connectsindividual, team, department and organization levels

- itisdeveloping al the time in practice responding to changes in the environment

There are also some weaknesses in this approach

- it isworking very well only in few organizations (the problem is not the system itself but the

implementation)

- itisbased on an very rationa and analytical picture of man (Lénngvist 1993, 36).
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Performance management, which is based on the basic principles of management by objectives, is
the most important human resource management process. The process itself is developing al the
time trying to respond to the changes in the working environment. It is a very important basic
process which is needed in every organization and many other processes are built based on it
(Sydanmaanl akka 2000, 78).

4.2.9. Leader-member exchange theory

The leader-member exchange theory addresses |eadership as a process centered in the interaction
between leaders and followers. It makes the |eader-follower relationship the pivotal concept in the
leadership process: the dyadic relationship between leaders and followers is the focus point. The
|leader-member exchange theory (LM X) was first described 25 years ago in the works of Graen and
Cashman (1975) and Graen (1976). According to Northouse (2001, 111) it has undergone several
revisions since it first appeared, and it continues to be of interest to researchers, who study the
leadership process. Graen, who is one of the main architects of this theory, has written still in the
middle of the 90"s about this approach (Graen & Uhl-Bien 1995).

In the LME -theory aleader’s relationship to the overall work unit is viewed as a series of vertica
dyads. These dyads can be of two different types. The leader-member dyads based on expanded role
relationships (good working relationship) belong to the leader’s in-group. Those based on formal
job descriptions belong the leader’s out-group. Subordinates become in-group members based on
how well they get along with the leader, and whether they are willing to expand their role
responsibilities. In-group members receive extra opportunities and rewards, while out-group
members receive only standard benefits.

In figure 14 there is an attempt to illustrate these dyads in different groups. The relationship within
the in-group is characterized by mutual trust, respect, liking and reciprocal influence, whereas
within the out-group, it is characterized by forma communication based on the job description.
There are three phases in leadership making, which are astranger phase, acquaintance phase and
partner phase. By taking new responsibilities, followers move through these phases to develop
more mature leadership with their leaders. In figure 14, plus 3 means a high quality relationship
(partner) and zero means alow quality relationship (stranger).
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Figure 14. Leader-member exchange theory

It is obvious that a leader should try to build effective dyads with all employees in the work unit. In
genera these researchers have found out that good |eader-member exchanges result in followers
feeling better, accomplishing more and helping the organization to prosper.

The LMX theory has some positive contributions to our understanding of the leadership process:

- itis astrong descriptive theory that makes intuitively sense

- itisthe only leadership theory that makes the concept of the dyadic relationship the centerpiece
of the leadership process

- it directsour attention to the importance of communication in leadership

- thereis also alarge body of research that substantiates how the practice of the LMX theory is
related to positive organizational outcomes. (Northouse 2001,119).

Some weaknesses of this approach are:

- onthe surface it runs counter to the basic human value of fairness

- the existence of in-groups and out-groups may have undesirable effects on the group as awhole

- questions have been raised regarding the measurement of leader-member exchanges in this
theory. (Northouse, 2001,120-121).

Asawhole, it is avery interesting approach to the leadership process, and it offers us alot of ideas

to understand better the relationship between aleader and a follower.
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4.2.10. Transformational Leadership

Transformational leadership is one of the newest approaches to leadership. Burns (1978), Bennis
and Nanus (1985) and Tichy and DeV anna (1990) are some well-known names under this approach.
It is concerned with the process of how certain leaders are able to inspire followers to accomplish
great challenges. Transformational |eaders understand and adapt to the needs and motives of the
followers. They are change agents and good role models. They can create and articulate a clear
vision for an organization. They have charisma. They are trusted and they give meaning to the
whole organizational life. Mohandas Gandhi is a classic example of a transformational leader.
Gandhi raised the hopes of millions of his followers and put himself in the service of othersin the
lifelong transformational process (Gandhi 1982).

James MacGregor Burns is the founder of transformational |eadership. He published his classic
work titled “Leadership” in 1978. Burns tried to set up a new school of leadership, because he felt
that was missing:

“There is, in short, no school of leadership, intellectual or practical. Does it matter that we lack
standards for assessing past, present and potential leaders? Without a powerful philosophical
tradition, without theoretical and empirical accumulation, without guiding concepts and without
considerable practical experience, we lack the very foundations for knowledge of a phenomenon —
leadership in the arts, the academy, science, politics, the profession, war — that touches and shapes
our lives’. (Burns 1978, 3).

He believed that there was a momentum for an intellectual breakthrough of |eadership because of
the accumulated research knowledge especially in humanistic psychology. Unfortunately, Burns did
not achieve this purpose, and it seems that we are still missing this kind of holistic framework for
leadership.

Burns distinguished between two types of leadership: transactional and transformational.
Transactional leadership refers to the normal leadership practices which focus on the exchanges
between the leader and the followers. Transfor mational leader ship refers to the process whereby
an individual engages with others and creates a connection that raises the level of motivation and
morality in both the leader and the followers. This type of leadership tries to help followers reach
their fullest potential. Transformational leadership is a process that changes and transforms
individuals; both leaders and followers. Leaders and followers are bound together in the
transformation process. Burns attemptsto link the roles of leader ship and follower ship.

Often charismatic and visionary leadership are seen as parts of transformational |eadership. House
published in 1976 his theory of charismatic leadership (see dso Conger 1989). House suggested
that charismatic leaders act in unique ways that have specific effects on their followers (see table 7).
Charismatic leadership is often described in ways that make it amost synonymous with
transformational |eadership.
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Table 7. Personality characteristics, behaviors and effects on followers of charismatic
leadership (House 1976)

PERSONALITY BEHAVIORS EFFECTSON
FOLLOWERS
- Dominant - Sets strong role models - Trust in leader’ sideology
- Desireto influence - Shows competence - Belief similarity between
leader and follower
- Confident - Articulates goals - Unguestioning acceptance
- Strong values - Communicates high expectations - Affection toward |leader
- Expresses confidence - Obedience
- Arouse motives - Identification with leaders
- Emotional involvement
- Heightened goals

- Increased confidence

Bass (1985) has provided a more expanded and refined version of transformational leadership that
Is based on the works of Burns and House. Bass (1985) has created a model for transformational
and transactional leadership and later developed that together with Avolio (Bass & Avolio 1990).
Avolio (1999) has provided some additional clarification to the model in his book titled “Full
Leadership Development: Building a Vital Forcesin Organizations’.

There are altogether seven leadership factors in thismodel, which are

- non-leadership factor (laissez-faire)

- transactional leadership factors (contingent reward and management-by-exception) and

- transformational leadership factors (idealized influence, individualized consideration,
inspirational motivation and intellectual stimulation).

Non-leadership factor represents the absence of leadership. Transactional leadership could be so-

called normal leadership based on the traditional management-by-objective philosophy with target

setting and evaluating the results. But what make the difference are the transformational leadership

factors. With these factors we try to go beyond normal performance expectations. There is an

Illustration about this model in figure 15.
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Figure 15. The additive effect of transformational Leadership (Bass & Avolio 1990, Northouse
2001)

Bennis and Nanus (1985, 2" ed. 1997) interviewed 90 leaders in their research asking questions
like: What were the critical pointsin your career? What events influenced your |eadership approach
most? What are your strengths and weaknesses? They identified four common strategies used by
leaders in transforming organizations. They (1997, 25) say that “four magor themes slowly
developed, four areas of competency, four types of human handling skills, that al ninety of our
|eaders embodied:

- strategy I: attention through vision

- strategy Il: meaning through communication

- strategy Il1: trust through positioning

- dtrategy 1V: the deployment of self through positive self-regard and the Wallenda factor.”

Tichy and DeVanna (1990) aso studied the transformational leadership of 12 CEOs at large
corporations. The data from their interviews suggested that these leaders managed change in their
organizations through a three-act process which involves

- recognizing the need for change (act 1)

- creation of avision (act 2)

- institutionalizing changes (act 3).

They were really concerned how leaders carried out the change process.

One interesting researcher in thisfield isalso Joseph C. Rost. In his book (1993) “Leadership for
the Twenty-First Century”, he both supports strongly the basic ideas of Burns, but at the same time
challenges some of the basic assumptions. He says that most of the leadership studies are based on
an old industrial leadership paradigm, but we should search for a “post-industrial” concept of
leadership. What could this be? Hereis the answer from Rost (1993, 181):

“No one knows with certainty, either, what values will form the core of the post-industria
paradigm; but if the shift is going to have any significance of note, the values will have to be quite
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different from, and even opposed to, the core values of the industrial paradigm. In trying to develop
a way out of the problems that the industrial era has produced in the world, many commentators
have pointed to the importance of such vaues as collaboration, common good, global concern,
diversity and pluralism in structures and participation, client orientation, civic virtues, freedom of
expression in al organizations, critical diaogue, qualitative languages and methodologies,
substantive justice and consensus-oriented policy making process.”

Rost criticized Burns that he was not able to achieve his objective to set up a new school of
leadership and neither have the hundred researchers after him done that. Rost believes that it is not
possible without a radical paradigm shift from industrial to postindustrial. This seems to be the
main challenge in leadership research even today.

Nissinen (2001) has developed a deep leadership model which is based on transformational
leadership and deep learning. The concepts of deep learning and surface learning have been
developed by Ference Marton (Nissinen 2001, 85). Toiskallio (1998) has defined that deep learning
shows, when the learner (1) understands the entity related to information, (2) is able to use this
information in a new problem situation and (3) is able to make choices and function effectively in
new and surprising conditions. Rauste von Wright & von Wright (1994) have also written about
deep learning.

The deep leadership model consists of three parts, which are the potential of the leader, leadership
behavior and outcomes (Nissinen 2001,106). The potential of the leader means professional skills.
Leadership behavior has three dimensions, which are deep leadership, controlling leadership and
passive leadership. Deep leadership dimension has four subdimensions, which are building trust
and confidence, inspirational motivation, intellectual stimulation and individualized consideration.

As a summary we can list according to Northouse (2001, 158) the various strenghts and

weaknesses of the transformational approach. The strenghts include:

- itisacurrent model that has received alot of attention by researchers

- it hasastrong intuitive appeal

- it emphasizes the importance of followersin the leadership process

- it goes beyond traditional transactional models and broadens leadership to include the growth of
followers

- it places strong emphasis on morals and values.

Some of its weaknesses include:

- it lacks conceptua clarity

- it sometimesimplies that transformational leadership has atrait-like quality
- it can be seen as litist and undemocratic

- research datafocus heavily on senior-level leaders.
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4.2.11. Team leadership

Team leadership is anew area of leadership theory and research. According to Hill (2001) teams are
organizational groups composed of members, who are interdependent, who share common goals
and who must coordinate their activities to accomplish these goals. Examples of such groups might
include management teams, project management teams, task forces, work units, standing
committees, quality teams and improvement teams.

The organizationa structure of excellent companies has changed from a functional and matrix
organization into a process and team organization. Teams are important performance and learning
units in organizations today. Team work should enable the company to offer better customer
service, improve the efficiency of internal processes and improve the motivation of personnel. It
should be remembered that a team is a means of operation, not a goa itself; it should always be
evaluated, if team work is the best way to achieve the objective. Moving over to team work is a
lengthy development process itself, which needs a lot of training. A working group needs time to
develop through different phases of being a pseudo-team, potential team and real team (Katzenbach
& Smith 1994, 84). Nevertheless, the use of organizational teams has been found to lead to greater
productivity, more effective use of resources, better decisions and problem solving, better quality
product and services and increased innovation and creativity (Parker 1990).

A team is a small group of people with complimentary skills, who have committed themselves to a

common goal, to common, measurable performance objectives and a common operational model

and who accept joint responsibility (adapted from the definition of Katzenbach and Smith, 1994,

45). There are the following aspects of this definition, which should be underlined:

- Usualy a team has 5 —20 members; maybe the team is most efficient when there are 4 -8
members.

- Team members have complimentary skills and team members are using each other’s skills
(1+1=3).

- Team members have a common goal and clear objectives, to which everyone is committed.

- Common objectives are measurable and achievement is monitored together.

- Team has a common operational model, which is continuously developed.

- Everyonefeels belonging to ateam and accept joint responsibility.

We can aso classify teams on a dimension functional vs. team organization according to how they
are led and what is the role of the leader there. In aworking group the leader’ s role is quite typical,
but in a self-directed team, the leader’s role is divided to different team members. The officia
leader of ateam might be so distant and busy with other tasks that her participation to team’s work
is usually minimal. Sheisin service only if needed. In a self-directed team leadership is not arole
but an ongoing process to continually gather information, reduce ambiguity, provide structure and
overcome barriers. The responsibility of this process is divided to all team members. Leader’s role
in different kind of teams isillustrated in figure 16 (see Zenger et a. 1994)

Different roles in a team is a fascinating research area as a whole. Meredith Belbin (1981, 1993)
has defined eight team roles in his research. It is interesting to think which of those roles belong
especially to team leaders.
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Figure 16. Leader’srolein different kind of teams (applied from Zenger et al.1994, 17)

In addition to sufficient professional competencies and understanding the basics of team work, the
team operation requires team management and leadership competencies. | have defined this kind of
management and leadership competencies in a couple of concrete team development programs, and
in practise, they seem to be working well (Sydanmaanlakka 1998). They are presented in table 8.

Table 8. Team management and leadership competencies

TEAM MANAGEMENT COMPETENCIES

1. Clear purpose and objectives

2. Clear roles and responsibilities
3. Efficient handling of issues

4. Efficient problem solving

5. Actions according to plans

6. Efficient information

7. Clear processes

8. Enough competenciesin team
9. Management processes in order
10. Productive team operation

TEAM LEADERSHIP COMPETENCIES

1. Cooperation is functioning

2. High motivation and commitment

3. Good interaction skills

4. Respect for the individual

5. Continuous learning is happening

6. Realization of self-guidance

7. Caring for others

8. Open and constructive atmosphere
9. Feedback is given/received

10. Desire to become a member is high
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| have aso developed a questionnaire based on these team management and leadership
competencies. The questionnaire is used to assess the efficiency of team work. All team members,
including the leader, fill in the questionnaire, and then the results are fed back to the team allowing
them to compare their performance to a normative databank of organizational teams. The team can
then prepare action plans to improve the team work. This kind of concrete feedback and
interventions seem to be very effective ways to devel op efficient teams.

Hill (2001) has aso developed a model for team leadership. The model attempts to integrate what
we know about teams, leadership and effectiveness and to provide specific a