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Basic leadership theories

· Trait Theory: people are natural or born leaders. It is assumed that this is not the case

· Great Events Theory: a crisis or important event, which brings out extraordinary leadership qualities, causes someone to rise to the occasion

· Transformational Leadership Theory: people choose to become leaders and learn leadership skills. The most widely accepted theory.
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Leadership and human behaviour

Key components of employee satisfaction with leaders:

· Trust and confidence. Employees are more satisfied of these are maximised

· Effective communication of the organisation’s strategy, how employees can contribute to key business objectives and sharing with employees how the company and the employee is doing relative to those strategic objectives

These key components are key components for organisations seeking Investors In People.

A key element of human behavioural leadership is Maslow’s Triangle. This was extended by Hertzberg’s hygiene and motivational factors which states that you cannot use motivators until the hygiene factors are satisfied:

	HERZBERG'S HYGIENE & MOTIVATIONAL FACTORS

	Hygiene
	
	Motivators

	Working conditions
	
	Recognition

	Policies & administrative factors
	
	Achievement

	
Salary & benefits

	
	Advancement

	Supervision
	
	Growth

	Status
	
	Responsibility

	Job security
	
	Job challenge

	Co-workers
	
	

	Personal life
	
	


McGregor developed his Theory X and Theory Y model

	McGREGOR'S THEORY X AND THEORY Y

	Theory X
	Theory Y

	Dislikes, so avoids, work
	Will self direct if committed

	Seek security above all else
	Work is as natural as play

	Coerce, direct, control & punish staff
	Creative, ingenious, imaginative

	Lack ambition, shirk responsibility, need direction
	Accept & seek responsibility & have potential

	
	Commitment = achievement = rewards


Note the links between Maslow, Herzberg and McGregor.

Expectancy theory is a motivational theory:

Reward * Performance * Belief = Motivation
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Leadership and power

It takes skill and leadership to use power positively: leadership is the intelligent and sensitive use of power. Power is the capacity that a person has to influence another, but it need not physically exist. Power:

· Coercive: fear. It makes things difficult as employees unlikely to commit and likely to resist

· Reward: compliance. Able to give special benefits or rewards, so may be someone to trade with

· Legitimate: hierarchy. The person has the right to expect compliance by virtue of their organisational position

· Expert: special skills or knowledge. Usually associated with effective employee performance

· Referent: personal power. Individual possesses desirable resources or attractive personal traits

Therefore, the leader is trusted to use power sensitively.

The next point in power is politics:

	POWER POLITICS

	Politically astute
	Powerless

	Fixing responsibility
	Blaming others

	Developing relationships
	Kissing up

	Politically minded
	Cunning

	Delegating authority
	Passing the buck

	Documenting decisions
	Covering your rear

	Encouraging innovation
	Creating conflict

	Teamwork
	Building Cliques

	Planning ahead
	Scheming


And:

	POWER POLITICS

	Power
	Leadership

	Intimidation
	Goal congruence

	Upward & lateral influence
	Downward influence

	Tactics to gain compliance
	Getting answers and solutions
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Communication

Process

· Thought: information is in the mind of the sender as a concept, idea, information or feelings

· Encoding: the message is sent to the receiver in words or symbols

· Decoding: the receiver translates and understands the message

There are two aspects of the communication:

· Content, the actual message itself

· Context, the way it is delivered – intonation and body language
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Barriers

· Culture – past experiences change the message meaning

· Noise – environmental noise prevent clear communication

· Ourselves – the sender focuses on the self and does not put him/herself in the shoes of the receiver. Caused by defensiveness, superiority and ego

· Perception by the receiver of the sender’s inter-personal skill

· Message – semantics distract from the message onto the words

· Environment – external stimuli distract from the message

· Smothering – it is not automatic that people somehow “know” or that a message is unimportant

· Stress changes perceptions with reference to receiver’s psychological references (beliefs, values, knowledge, experiences, goals)
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Listening

Active listening is important because the brain can listen at a higher words per minute rate than can be spoken. This can lead to mind drift. Important techniques in listening are:

· Spend more time listening than talking

· Do not finish the speaker’s sentence or otherwise dominate the conversation

· Do not answer questions with questions

· Be aware of bias

· Do not become preoccupied with your own thoughts or be otherwise distracted

· Plan responses after the sender has finished, not during

· Provide feedback by summarising and not through incessant interruption

· Look at all relevant facts by asking open questions. Do not ask two questions at once

· Keep the conversation to what the speaker says not on what interests them

· Take brief notes to concentrate on what’s being said
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Feedback

Perhaps the most important point of communication: it is the test to ensure that the message has been received. 5 categories:

· Evaluative: judge the worth of a statement

· Interpretive: paraphrase to explain a statement’s meaning

· Supportive: assist or bolster the other communicator

· Probing: gain additional information, continue the discussion or clarify a point

· Understanding: discover completely the meaning of a message
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Non-verbal

Do not get hung up by this. Some NLP practitioners say that 7% of all communication is the content, 38% is the words used and 55% is body language. If this were the case, why can’t you understand Serbo-Croat?

· Eye-contact: always maintain it to help the flow. It conveys interest

· Facial expression: smile, it warms the conversation and the relationship

· Gesture, otherwise you appear to be stiff and boring

· Posture – when standing, lean slightly forward, always look face-to-face and never downwards (suggests disinterest)

· Proximity – look for signals of discomfort and space invasion. Avoid leg swinging, rocking, tapping and gaze aversion

· Vocal: tone, pitch, rhythm, loudness, inflection. Monotone suggests boring.


The more people are involved in decision-making the more motivated they will be.
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Teams and groups

General

Cross-functional teams are a necessity in matrix or project-based organisations. Staffed by 5 – 25 people from different functions, the minimum is determined by the required level of skills and the maximum by the channels of communication that need to be open (20 people = 400 channels). Team members have complimentary skills, a common purpose, approach and performance goals and mutual accountability.

The main barrier to effective operation of these teams is knowledge hoarding rather than knowledge sharing, which arises from:

· Lack of trust

· Different cultures, vocabulary, frames & references

· Lack of time and meeting places

· Status and rewards are in the hands of knowledge owners

· Lack of absorptive capacity of recipients

· Belief that knowledge is the prerogative of particular groups

· Not-invented-here mentality

· Intolerance for mistakes or in need for help

Knowledge sharing is a positive feedback – its value is exponential to the number of people in receipt.

	FORMING, STORMING, NORMING, PERFORMING

	
	Knowledge is hidden
	
	
	Knowledge creation
	

	
	 
	 
	 
	 
	

	Trust unknown
	Forming
	
	
	Performing
	Synergises

	
	 
	Excitement, anticipation, optimism
	Members have insight into personal & group process
	 
	

	
	 
	Pride in taking part
	Understand each others strengths & weaknesses
	 
	

	
	 
	Tentative attachment to team
	Constructive self-change
	 
	

	
	 
	Suspicion & anxiety about job
	Able to prevent or work through problems
	 
	

	
	 
	Define tasks and method to accomplish
	Close attachment to the team
	 
	

	
	 
	Determine acceptable group behaviour
	
	 
	

	
	 
	Decide on information needs
	
	 
	

	Distrust
	Storming
	
	
	Norming
	Collaborates

	
	 
	Resisting the tasks
	Able to criticise constructively
	 
	

	
	 
	Resist other members' suggestions to improve quality
	Acceptance of team membership
	 
	

	
	 
	Big fluctuations in attitudes to success
	Achieve harmony by avoiding conflict
	 
	

	
	 
	Arguments, even when there is agreement
	Friendliness, confiding, sharing problems
	 
	

	
	 
	Defensiveness, competition, taking sides
	Cohesion of team spirit & goals
	 
	

	
	 
	Questioning wisdom of appointed team members
	Establish / maintain ground rules & boundaries
	 
	

	
	 
	Establish unrealistic goals
	
	 
	

	
	 
	Disunity, tension & jealousy
	
	 
	

	
	 
	 
	 
	 
	

	
	Knowledge hoarding
	
	
	Knowledge sharing
	


There is a final stage – mourning – where the team mourns its disbandment.
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Teams vs. Groups

· Roles & responsibilities: groups have an established set of behaviours or roles whereas teams have a shared understanding of how each performs their role

· Identity: groups have no identity, so has no sense of cohesion. Team understands clearly its mission and why it exists, so establishes its own norms and values

· Cohesion: Teams have spirit, soul and state of mind with a sense of belonging

· Facilitate: groups get bogged down in trivia where teams use facilitators

· Communication: group members are self-centred. Team members share thoughts, opinions & feelings; listeners; differences of opinion are valued and ways of resolving conflict understood; give honest & thoughtful feedback; awareness of individual strengths & weaknesses; atmosphere of trust & acceptance; sense of community

· Flexibility: groups are rigid. Teams highly flexible; responsibility for team development is shared; strengths of team members identified & used

· Morale: teams are enthusiastic and members feel pride; high team spirit.
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Team checklist

Goals

· Clear mission statement

· Measurable objectives

· Prioritised objectives

· Goals set in all key task areas

Roles
· Clear roles, relationships & accountabilities

· Appropriate style of leadership

· Individuals competent to perform key tasks

· Appropriate mix of roles

Procedures

· Decisions are effective

· Information is effectively shared

· Key activities co-ordinated

· High quality products & services

· Effective conflict management

Internal relationships

· No areas of mistrust

· Constructive feedback

· Relationships are not competitive and unsupportive

External relationships

· Effective relationships with key external groups

· Interacts with key external groups

· Builds & monitors key external relationships

Note that a high performance team is the main product of a good leader.
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Time management

Time cannot be substituted, replaced or renewed and once wasted, never recovered.

As an important resource, time needs management but not in such a way that its management is a waste! 

Key time wasters:

· Indecision or procrastination

· Implement first, analyse later or not doing it right first time

· Unanticipated interruptions that have no pay-off

· Unrealistic time estimates

· Crisis management

· Poor organisation, planning and ineffective meetings

· Micro-management and failure to delegate

· Failure to prioritise between urgent, important and urgent and important

· Lacking priorities, standards, policies & procedures

· Don’t say “yes” to too many things: learn to say no
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Key time savers:

· Manage the decision-making process, not the decisions

· Do one task at a time, but keep a view of the big picture

· Have daily, short-term, medium-term and long-term priorities

· Expeditious handling of correspondence

· Throw away the unneeded

· Personal deadlines and organisational deadlines

· Don’t waste others’ time

· All meetings have purpose, time limit and the essential people

· Maintain and abide by your calendar

· Know when to stop a task, project, policy or procedure

· Delegate and empower

· KISS

· Focus on the urgent and important

· Reflection time or meditation time

· Adjust priorities in the light of new tasks
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Work – life balance

One day an expert in time management was speaking to a group of business students. As he stood in front of the group of high-powered overachievers he said, "Okay, time for a quiz." He then pulled out a one-gallon, wide-mouthed Mason jar and set it on the table. He produced about a dozen fist-sized rocks and carefully placed them one at a time into the jar. When the jar was filled to the top and no more rocks would fit inside, he asked, "Is this jar full?" Everyone in the class said, "Yes." Then he said, "Really?" 

He reached under the table and pulled out a bucket of gravel. Then he dumped some gravel in and shook the jar causing it to work down into the space between the big rocks. Then he asked the group once more, "Is the jar full?" By this time the class was on to him. "Probably not," one of them answered. "Good!" he replied. 

He reached under the table and brought out a bucket of sand and started dumping the sand in the jar until it filled the spaces left between the rocks and the gravel. Once more he asked the question, "Is this jar full?" No!" the class shouted. Once again he said, "Good." 

Then he grabbed a pitcher of water and began to pour it in until the jar was filled to the brim. Then he looked at the class and asked, "What is the point of this illustration?" 

One eager beaver raised his hand and said, "The point is, no matter how full your schedule is, if you try really hard you can always fit some more things in it!" "No," the speaker replied, "that's not the point." 

"The truth this illustration teaches us is that if you don't put the big rocks in first, you'll never get them in at all. What are the 'big rocks' in your life? Your children, your loved ones, your education, your dreams, a worthy cause, teaching others, doing things that you love, your health; your mate. Remember to put these BIG ROCKS in first or you'll never get them in at all. If you sweat about the little stuff then you'll fill your life with little things and you'll never have the real quality time you need to spend on the big, important stuff." 

So, tonight, or in the morning, when you are reflecting on this short story, ask yourself this question: What are the 'big rocks' in my life? Then, put those in your jar first.
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Emotional intelligence

An ability, capacity or skill to perceive, assess and manage the emotions on one self, of others, and of groups. The difference between EI and intelligence quotient is the former is “emotional” and the latter cognitive. This is a new topic and this definition is in a state of flux. It is an attempt to measure (similar to IQ):

· Personal competence, including:

· Self-awareness: recognising emotions at the moment and tendencies across time and situation

· Self management: use awareness of emotions to manage response to different situations and people

· Social competence, including:

· Social awareness: understand the perspectives of others including their motives, emotions and meaning of what they say and do

· Relationship management: using awareness of your own and others’ emotions to manage relationships to a successful outcome

It is thought that EI can be used in conflict or negotiation scenarios.

Basics

· Know your feelings; use them to make life decisions that you can live with

· Being able to manage your emotional life without being hijacked by it – not being paralysed by depression or worry or swept away by anger

· Persisting in the face of setbacks and channelling your impulses in order to pursue your goals

· Empathy: reading other people’s emotions without having to tell you what they are feeling

· Handling feelings in relationships with skill and harmony – being able to articulate the unspoken pulse of a group, for example

Criticisms

· There is no benchmark measure (as with IQ)

· It may (unintentionally) measure conformity

· The evidence for its existence is uncorrelated and without sound scientific basis

· It may be just another facet of personality

· Test takers may represent themselves with an excessively positive bias

So it’s probably a fad.
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Suggested qualities of leadership
· Act as a role model and through willingness to serve others

· Talent and technical / specific skill at a task in hand

· Initiative and entrepreneurial drive

· Charismatic inspiration

· Preoccupation with the role

· Clear sense of purpose or mission

· Results-orientated

· Optimism

· Belief in one’s ability to “make a difference”

· Coach

· Self-knowledge whilst in non-bureaucratic structures

· Self-awareness and self-motivation

· Using realistic insight, to choose winners (both projects and people)

· Understanding what people say, not how
Leadership is not management. All managers are leaders but not all leaders are managers.

	Managers vs. Leaders

	Managers
	Leaders

	Administer
	Innovate

	Ask how and when
	Ask what and why

	Systems and task focused
	People focused

	So things right
	Do the right things

	Maintain
	Develop

	Rely on control
	Inspire trust

	Short-term perspective
	Long-term perspective

	Accept status quo
	Challenge status quo

	Eye on bottom line
	Eye on horizon

	Imitate
	Originate

	Emulate the good classic soldier
	Their own person

	Copy
	Show originality
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Leadership styles

	LEADERSHIP STYLES

	Artists
	Craftsmen
	Technocrats

	Imaginative
	Well-balanced
	Cerebral

	Inspiring
	Steady
	Detail-orientated

	Visionary
	Reasonable
	Fastidious

	Entrepreneurial
	Sensible
	Uncompromising

	Intuitive
	Predictable
	Hard-headed

	Daring
	Trustworthy
	

	Emotional
	
	


Usually a combination of styles is what is required in a given situation, but it is very rare to find all of these styles embodied in one person. In fact, style is a very personal facet that is situation-specific; however in decision-making, style should be a combination of consistency of character and flexibility of mothod.

An alternative model would show leadership in terms of autocratic (decisions made by the leader to the exclusion of employees) participative (where decisions are made jointly) and free-rein (where decisions are made by employees to the exclusion of the leader).

These styles are similar to the communication model found in the paper on Managing Change.

	LEADERSHIP STYLE

	

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	
	
	Free reign
	
	 

	 
	
	
	
	
	 

	 
	
	
	
	
	 

	 
	
	
	Delegative
	
	 

	 
	
	
	
	
	 

	 
	
	
	
	
	 

	 
	
	
	Participative
	
	 

	 
	
	
	
	
	 

	 
	
	
	
	
	 

	 
	
	
	Paternalistic
	
	 

	 
	
	
	
	
	 

	 
	
	
	
	
	 

	 
	
	
	Autocratic
	
	 

	 
	
	
	
	
	 

	 
	 
	 
	 
	 
	 

	
	
	
	
	
	

	

	Direction of preferred leadership style
	

	
	Relative degrees of leader and employee power
	


Its possible that there needs to b e a reversion from discussion to direction where a team is demotivated from setbacks and momentum needs to be maintained and confidence restored.

Leadership styles can be applied positively (reward) or negatively (punishment) (again see Motivation). The positive approach is encouraged and negative used as a last resort.
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2 leadership models
Situational leadership

There are no born leaders – it all depends on the situation. If the Prime Minister is in a cinema that catches fire, the leader is the usher that takes him to safety.

Functional leadership

This model considers leadership from a group perspective where there are three main ingredients:

[image: image1.wmf]
Note that the “individual” circle will be all of the individuals in the team, each having their own individual needs. Key aspects of this circle are motivation and coaching.

The leadership in this model is the need to achieve the task, held as a working unity and responding to individual needs.

Finally, the needs of each circle need to be satisfied by the leader. If the need for the task is removed, there is no purpose and the group falls apart. If the need for the team is removed, the leader will be seeking to satisfy the needs of the tasks with independent individualists and the problem may be compounded as these individuals may conflict (see the section on teams). If the needs of the individuals are not met, then the team will be demotivated and will not achieve its results.

Never tell people how to do things, tell them what to do and they will surprise you with their ingenuity.

Back to Contents
Leaders and managers

Leadership and management are separate concepts that overlap to a greater or a lesser degree, depending on the situation. For example, they’re both results-orientated. The tendency in recent years has been for this overlap to be almost complete

However, management is about handling things – money and materials – which can be extended easily to handling people and then about measuring their performance by statistics, routines and timetables. Management is about good administration of resources, a role that leaders should care about. This makes management more of a science. Managers are necessary

Leadership is a spiritual concept that mixes personality with vision. Its original meaning has connotations of a road or path that is followed. Therefore its about giving direction, building teams and inspiring others. It requires recognition and acceptance of personality and character, skills and knowledge by the others involved. Change management is a leadership function but a manager resists or ignores change at his/her peril. Its practice is an art. Leaders are essential.
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Wearing three hats

Leadership has to be demonstrated in three ways: as a supervisor, as a subordinate and as a peer. Being able to show leadership in all circumstances is important, even where a supervisor is a poor leader or where subordinates take on leadership that their manager regards as his / her.

Leadership often takes place from the periphery and this means that often its someone else that has the credit. Invariably, where this happens, what goes round comes around.

Leadership exists at different levels; be aware that people are promoted to their level of incompetence. There is very little training in the subject of leadership in modern organisations, even of CEO’s.
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Leadership and strategy formulation

The essential questions of strategic thinking are:

· What business are we in and what business should we be in?

· What advantages do we have compared to our leading competitors?

· What are our major opportunities for growth and increased profitability?

· What are the threats to our continued survival and development?

Strategy formulation is a combination of a top-down and a bottom-up process. Where these meet, a consensus has to be determined. This planning process is a leadership activity that requires common sense – its based on knowledge, training and experience converted into judgement rather than a graduate education.

The seeds of the future lie in the present.
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Leadership and strategy implementation

Objectives

Strategic thinking and planning is the easy bit; translating that formulation into action is the hard part.

At a strategic level, an objective would comprise of a mission statement. As with all objectives, it would have to meet its SMART objectives, a wider definition being:

Realistic

Written


Agreed

Specific

Time-bound

Consistent

Measurable

Realistic

Worthwhile

Attainable

Challenging

Participative

Objectives should not be vague, open-ended or over-ambitious (or insufficiently demanding) but most important they need the buy-in of all concerned. Objectives need to be trickled down the organisation and delegated as appropriate, otherwise you run the risk of detailing directions to too low a level. Build a sense of teamwork so that all staff, managers and workers alike, feel that they are equally valued by all. Live on a level with people by experiencing their experiences, both good and not so good to build mutual trust – that will maintain morale under even the most extreme circumstances.
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Outside of objectives

Part of the leadership role is a paternalism towards people and humanity. If a team member is ill, this is important and must include a hospital visit if this is the extent. Its about caring and showing it. If a leader subordinates the needs of an individual, this will have knock-on effect on the task and the team:

[image: image2.png]



if a leader allows this to occur, a power vacuum will be created and the leader is left open to this being filled by another body, such as a trades union. Therefore it is important to maintain communication with all members of the team particularly at a time when a caring approach is expected. In the event of a union involvement, there will always be a tension between the leader and the elected representative, however this does not have to result in conflict: effectively unions have become the agents of employees.
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Humanity

This humane approach has to be taken with redundancy. If it is not, then this will impact upon the morale of those individuals left after the redundancy with a consequent effect on the task and team. Redundancies are a by-product of the risk and reward regime that is business; it is never personal.

Humanity is a sign of strength in a leader, not a sign of weakness as it its heart lies trust. Your position does not give you the right to command; it only imposes upon you the duty of so living your life that others can receive your directions without being humiliated.
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Humility

A similar word is humility, a word whose meaning is about being down to earth and being equal with others. A sign in achieving this is to allow your team to score the goals and to take the credit. Also it means willingness to admit mistakes and a total lack of arrogance, but not to the extent of lacking self-confidence.
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Respect

People should respect a leader as the tenant of that office but in doing so, the leader should show respect the other way – to superiors, subordinates and peers.

A leader is best when people barely know that he exists, not so good when people obey and acclaim him and worst when they despise him. Fail to honour people and they fail to honour you. The test of leadership is whether or not an objective is achieved but also its about subordinates saying “we did it ourselves”.

A story about “respect”:

During the 1960’s NASA were working on putting men on the moon. They built a particularly strong culture during this time to achieve an objective that was particularly challenging. Lyndon B Johnson, the US President, visited one of NASA’s factories. At one point there was a man who was quite clearly a factory cleaner because he was sweeping up. “What do you do here sir?”, enquired the President, “I put men on the Moon” came the reply. The moral is that everyone in the team is responsible for achieving the objective, however menial their involvement happens to be, because without there being a team effort, the team could fail in achieving their task.
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Leadership and Change Management

There are two areas that are important –management and leadership, but the lines between the two are, as usual, blurred.

Management

In change management “management” is important in assessing the scope for change within an organisation. The manager needs to ensure that the appropriate amount of the appropriate resource is available (manpower as well as budget) and that the people involved in the project are focused on the project and that it is supported at the highest level. If people in the organisation are not fully persuaded, the timing of the introduction of these people to the change management process is particularly important.

Leadership
Leadership is a key element of change management, irrespective of the change management model or system that an organisation opts to use, or whether it is a process-driven or culture driven change initiative that is being implemented. There are a number of elements of leadership that are important, however the relative importance of these elements will vary according to the circumstances of the case:

· There needs to be a strong rationale, often encapsulated in the form of a slogan, such as “Making Sainsbury’s Great Again”. As with the reasons for acquiring a business outlined in "Acquisition of SME's", these must be “textbook” reasons and not some “other “ reason.

· The implementation of the program must be planned by the leadership and actively involve them – it must not be left to an “interim black belt”. Leaders have to sell the idea, they need to manage the change as ideas develop and they need to prioritise conflicting demands as (sometimes conflicting) initiatives take hold – back to management.

· Since there are barriers to change (as expressed in change), ideas need to be “sold”. A marketing plan has to be devised to overcome those barriers. This draws on communication, understanding the interests and power of different stakeholders and create that rationale referred to above as a vision.

· Encourage evangelicalism. Change can become part of culture through persuaders in the organisation to demonstrate eagerness.

· Performance measurement (management again!). This is a key aspect of change because you need to know when you’ve got there, that the interfaces between operational departments are working together and that they change is justified financially. For example, BT pay their acquisitions team a bonus based on the number of acquisitions made – whatever the quality of the strategic imperative for acquisitions!

· Success and setbacks must be communicated to the wider team. People in an organisation know when it is not being honest and communicating change must be made honestly. Also, people learn by mistakes; if they are swept under the carpet, the organisation cannot learn.
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Management

Definition

Fayol identified 5 elements:

· To forecast and plan resources & activities to achieve goals & objectives

· To organise by building the structure, material and people of the undertaking

· To command by maintaining activity among people

· To co-ordinate by binding together, unifying & harmonising activity & effort

· To control by seeing that everything occurs in conformity with established rule & expressed command

In planning don’t COCKUP:
· Cheerfully accept

· Overcommit

· Cancel meetings

· Keep delaying

· Underestimate

· Postpone

Model for decision-making:






Model for control:





The superficiality trap

A manager’s job is open-ended – there are no tangible milestones where than manager can say that a job is finished. Since the work is never finished, the manager can never finish. This thinking suggests that time restrictions ensure that managers gravitate towards certain management activities at certain times – those that are specific, current, well-defined and non-routine. Managers prefer verbal communication and spend more time with subordinates than superiors – instant communication. Managers tend not to be able to control their activities, and to do so is a mark of a good manager.

Time pressures on managers mean that managers are driven to brevity, fragmentation and superficiality in tasks with a focus on the current and tangible. Also, where pressures are “solved” with an unsuccessful solution, that solution continues to be used even though it compounds the problem.

This inability to make decisions rationally leads to a concept known as “bounded rationality” – an “it will do” approach:










Yes













No






Yes






No

This is marked by the manager trying out solutions that readily come to hand, rather than opting for a completely satisfactory option. Neither rational nor irrational, bounded rationality is between the two.
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Successful Vs. Effective

Sometimes these contradict and a manager has to choose between them. Again, it’s the time-bound nature of being a manager that drives this. Sometimes, managers will make decisions that are more to do with them getting ahead and faster promotion than producing better results, and the degree to which this happens is seated in the manager’s value set.
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The Roles of the Manager

There are said to be 10 roles that a manager undertakes:

	Interpersonal roles
	Figurehead

	
	Leader

	
	Liaison

	Informational roles
	Monitoring

	
	Dissemination

	
	Spokesperson

	Decisional roles
	Entrepreneur

	
	Disturbance handler

	
	Resource allocator

	
	Negotiator


And the manager is torn at 3 points of a triangle:




The task


The organisation’s expectations





The person

Task & role: drop everything to keep the show on the road, particularly if there are deadlines to meet. Commitment to task may conflict with commitment to organisation as it expects a “day job” to be completed

Organisation & role: a term role ambiguity describes how situations involving uncertainty about what is expected of a person in a particular role. This often happens in a new role. Role conflict occurs where you have an allegiance to your team but you are also responsible to the organisation – this is a conflict between the “leader” and “disseminator” roles in the table above.

Person and role: your own value set and style determine how you carry out a role. Sometimes this can be for the manager, other times against and sometimes for the organisation and at others against it.
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Complexity: difficulties and messes



Limited timescale

Priorities are clear

Know what solution




Limited implications

should be





BOUNDED

Know what the




Can be treated as a 

problem is





separate matter



Know what needs 

Limited number of



to be done


people involved

“Bounded” difficulties are small and well-defined



Longer, uncertain


Priorities called



timescales



into question

No “solutions”






Uncertain but greater









implications: worrying





UNBOUNDED

Not sure what is





Can’t be disentangled

the problem






from its context



Don’t know what needs
More people involved




to be done

Unbounded messy problems a big and poorly defined
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Area of authority for team members


	Leader defines limits


	Asks teams for decision





		Leader suggest problem, gets


		Suggestions, makes decision





			Leader presents ideas &


			Invites questions





				Leader “sells” decision





				Leader makes decision &


					announces it





Area of use of authority


by leader





Obtain info on consequences of options





Identify possible options





State your goals





Choose the best option





Derive criteria for choosing between options





Analyse situation





Assess options against criteria





2. Devise or revise & undertake activities





6. Decide action





5. Analyse discrepancies





4. Compare results with targets





3. Monitor results





1. Set or reset targets





Direct attention elsewhere





Performance adequate?





Implement





Reduce / amend goals / objectives





Satisfactory alternative found?





Look for available options








