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Introduction to Leadership 
 
WHAT IS LEADERSHIP? 
Like most terms in social discourse, there is no universal definition 
of leadership. Leadership is defined in different ways by several 
scholars. Myles Munroe defines leadership as the ability to lead 
others by influence

1
. This includes the capacity to influence, inspire, 

rally, direct, encourage, motivate, induce, move, mobilize, and 
activate others to pursue a common goal or purpose while 
maintaining commitment, momentum, confidence and courage. The 
most popular definition is that Leadership is influence

2
. Influence 

here means the ability to move another person in a direction you 
believe is important. According to Bernard Montgomery, a British 
Field Marshal, Leadership is the capacity and will to rally men and 
women to a common purpose and the character which inspires 
confidence

3
. To influence requires that your ideas are heard and 

accepted. You can only win hearts and minds when you respect  
their  aspirations,  interests  and  concerns

4
. According  to Daniel 

Goleman, the fundamental task of leaders is to prime good feeling 
in those they lead

5
. 

 
Leadership is one of the most important variables that affect the 
performance of any organization/institution. Philip of Macedonia, 
the father of Alexander the Great said, “An army of deer led by a lion 
is more to be feared than an army of lions led by a deer.”

6
 

 

The leadership of any organization determines its success or failure. 
It is the process of providing guidance to followers- the art of 
influencing human behaviour to strive willingly for mutually 
compatible objectives.  One scholar once argued that “a leader is a 
person who knows the road, who can keep ahead and who pulls 
others  after  him/her.”  The  Core  Leadership  Responsibilities
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include achieving the task, building and maintaining the group and 
developing the individual. There are at least three sets of skills 
required for leadership competence. These are: 

1.   Conceptual Skills: Analysis, Research, Policy formulation, 
Reflection. 

2.   Technical   Skills:   Project,   Office   and   Financial 
Management, Evaluation, Technology, Administration. 

3.   Social   Skills:   Working   with   People,   Networking, 
C o l l a b o r a t i o n ,   P a r t n e r s h i p s ,      P u b l i c   R e l a t i o n s , 
Communications e.t.c 

 

LEADERSHIP FRAMEWORK 
Mary Lippit, a Leadership scholar conceives of Leadership as a 
balancing act in which the Leader must grapple with both strategic 
and tactical issues and problems, attending to both internal and 
external forces- and always “keep their eyes on the prize.”

7   
She 

argues that to get results, Leaders must focus on results. She 
proposes a Leadership framework that is explicit and able to braoden 
the mindset of Leaders and encourage the examination of options 
and produce results. The Framework consists of six priorities that 
leaders and teams need to focus upon. The priorities are: 

1.   Developing new products and services (Inventor) 
2.   Wining and retaining customers (Catalyst) 
3.   Designing   a   supportive   infrastructure   and   systems 

(Developer) 
4.   Focusing on efficiences and improving quality (Performer) 
5.   Building the culture and developing people (Protector) 
6.   Scanning the future and seizing opportunities (Challenger) 

 
Lippit points out that organisation goes through a life cycle of six 
stages namely inception, growth, stature, prime, maturity and 
renewal. She argues that organisational stages correspond with the 
six organisational priorities of Leadership and provide a practical 
framework for Leaders as they balance multiple factors in their 
decision making as shown in the table below.
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Life Cycle Stage Issue Popular Label 

Inception n or 
Rebirth 

Creating a new product or service Start up 

Growth Gaining market share, satisfying 
customers 

Hockey Stick 

Stature Creating structure for excellence Reputation 

Prime Improving Systems Stakeholder Focus 

Maturity Building People and Culture Stability 

Renewal Seizing Opportunities Strategic Planning 
 

 

Another scholar Jo Ownen that anyone can lead by mastering   a 
range of practical skills.

8  
He points out that leadership is not about 

position but about what you do and how you behave showing that 
leaders may not necessarily the brightest or the best or the most 
competent or the most skilled in every area but skills that can be 
learnt. He proposes a framework which he called three and a half Ps 
of Leadership: The three Ps are: 

1.   People Focus 
2.   Being Positive and 
3.   Professionalism 

 
He called Performace as half P because from his reasearch, most 
leaders see performace as a symptom, not a cause, of good 
leadership. 

 

Effective Leadership Behaviours 
 

Effective 

Leadership 

Foundations of 

Leadership: 

Emerging 

Practice of 

Leadership: 

Leading from the 

middle 

Mastering 

Leadership: 

Leader from the 

Top 

Focusing on People Decentres self, 

Manages up, 

Supports others 

Builds 

commitment, 

Good influencer, 

Builds networks 

Forms, aligns, 

motivates a 

leadership team. 

Being Positive Has drive, 
ambition; is elf- 

aware, adaptable. 

Finds solutions, not 

problems. 

Volunteers. 

Embraces 
ambiguity as 

opportunity, not 

risk. Manages 

conflict well. 

Communicates a 
clear vision; 

handles crises well; 

focuses on must 

win battles. 

Decisive. 
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Being Professional Learns the 
business, learns 

leadership. Loyal. 

Reliable 

Masters core skills, 
sees beyond own 

silo. 

Shows honesty, 
inegrity; role model 

for core values 

 

Ineffective Leadership Behaviours 
 

Ineffective 

Leadership 

Foundations of 

Leadership: 

Emerging 

Practice of 

Leadership: 

Leading from the 

middle 

Mastering 

Leadership: 

Leader from the 

Top 

Focusing on People Egocentric; lives in 
rational world, no 

EQ (emotional 

quotient) or 

political awareness. 

Expertise focus, not 
people focus; naive 

about networks and 

politics. 

Hire 

Being Positive Can’t do; problem 

focused; delegates 

upwards. 

Retreats into 

comfort zone of 

authority, not 

responsibility. 

Lack of stretch for 

self or the 

organisation, 

manages a legacy. 

Being Professional One of the lads or 

lasses. 

Too political, loses 

trust, Leader in the 

locker room. 

Rides the gravy 

train of status and 

entitlement. 
 

THEORIES OF LEADERSHIP 

Several Scholars give different categorisation of leadership theories. 

We are however adopting the one by the Centre for Leadership 

Studies which reviewed Leadership theory and competency 

frameworks and classified leadership theories into seven categories 

namely: 

1.   The “Great Man” Theories: The “great man” theories 

assume that the capacity for leadership is inherent and that 

great leaders are born, not made. These theories are based on 

the belief that leaders are exceptional people, born with 

innate qualities destined to lead.
9

 

2.   Trait Theories: These theories assume that people inherit 

certain qualities and traits that make them better suited for
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leadership. The theories argue that there are certain traits or 

characteristics that are present in certain persons that help 

them in leadership. Leaders are therefore believed to be more 

intelligent that the average of the group being led but may not 

be the most intelligent. The trait theories point out that 

leaders have a list of skills such as creativity, organising 

ability, persuasiveness, diplomacy and tactfulness, 

knowledge of the task and the ability to speak well. 

 
3.   Behaviourist Theories: These theories concentrate on what 

people do that make them to be leaders rather than on their 
qualities. McGregors theory X and Theory Y Managers 
proposes that leadership strategies are influenced by a 
leaders assumption about human nature. 

 

 

McGregor summarised two contrasting sets of assumptions made by 
managers in industry.

Theory X managers believe that: 

 
• The average human being has an inherent 

dislike of work and will avoid it if possible. 

 
• Because of this human characteristic, most 

people must be coerced, controlled, directed, 

or threatened with punishment to get them to 

put forth adequate effort to achieve 

organizational objectives. 

 
• The average human being prefers to be 

directed, wishes to avoid responsibility, has 

relatively little ambition, and wants security 

above all else. 

Theory Y managers believe that: 

 
• The expenditure of physical and mental 

effort in work is as natural as play or rest, and 

the average human being, under proper 

conditions, learns not only to accept but to 

seek responsibility. 

 
• People will exercise self-direction and self- 

control to achieve objectives to which they 

are committed. 

 
• The capacity to exercise a relatively high 

level of imagination, ingenuity, and creativity 

in the solution of organizational problems is 

widely, not narrowly, distributed in the 

population, and the intellectual potentialities 

of the average human being are only partially 

utilized under the conditions of modern indus
 

Source: Culled from Bolden et all (2003)
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Behavioural theories are based upon the belief that great leaders are 
made, not born.

10   
According to this theory, people can learn to 

become leaders through teaching and observation. 
4.   Situational Leadership Theories: These theories poin out 

that leadership emerges according to the situation which also 
determines the leadership style. 

5.   Contigency Theory: This is a refinement of the situational 
approach and focuses on identifying the variables which 
produces leaders and the style that fit particular 
circumstances. According to this theory, no leadership style 
is best in all situations; and success depends on a number of 
variables including leadership style; qualities of followers 
and aspects of the situation. The theory points out that the 
leadership style depend on such factors as the situation, the 
people, the task, the organisation and other environmental 
variables.

11
 

6. Transactional Theory: This theory emphasizes the 
importance of the relationship between leaders and 
followers, focusing on the mutual benefits derived from a 
form of “contract” through which the leader delivers such 
things as rewards and recognition in return for the 
commitment or loyalty of the followers. 

7. Transformational Theories: The central concept in 
transformational theory is change and the role of leadership 
i n   e n v i s i o n i n g   a n d   i m p l e m e n t i n g   t h e   c h a n g e . 
Transformational leaders are change agents; courageous; 
believe in people; value driven; lifelong learners; have the 
ability to deal with compexity; ambiguity and uncertainty; 
and are visionaries (have grand plans).

12
 

 
Transactional Leadership Transformational Leadership 

 
·  Builds on man’s need to get a 

job done and make a living 

·  Is preoccupied with power and 

position, politics and perks 

·  Is mired in daily affairs 

· Builds on a man’s need for 

meaning 

· Is preoccupied with purposes and 

values, morals, and ethics 

·   Transcends daily affairs 

·   Is orientated toward long-term 
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·  Is short-term and hard data 

orientated 

·  Focuses on tactical issues 

·  Relies on human relations to 

lubricate human interactions 

·  Follows and fulfils role 

expectations by striving to work 

effectively within current 

systems 

·  Supports structures and systems 

that reinforce the bottom line, 

maximise efficiency, and 

guarantee short-term profits 

goals without compromising 

human values and principles 

· Focuses more on missions and 

strategies 

· Releases human potential – 

identifying and developing new 

talent 

· Designs and redesigns jobs to 

make them meaningful and 

challenging 

· Aligns internal structures and 

systems to reinforce overarching 

values and goals

 

Culled from Bolden et al (2003) 
 

“The goal of transformational leadership is to 'transform' people 
and organisations in a literal sense – to change them in mind and 
heart; enlarge vision, insight, and understanding; clarify 
purposes; make behaviour congruent with beliefs, principles, or 
values; and bring about changes that are permanent, self- 
perpetuating, and momentum building” 

 
According to Bass and Avolio, transformational leaders display 
behaviours associated with five transformational styles:
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Transformational Style Leader Behaviour 

1) Idealized Behaviors: living one's 
ideals 

 
•  Talk about their most important 

values and beliefs 
•  Specify the importance of having a 

strong sense of purpose 
•  Consider the moral and ethical 

consequences of decisions 
•  Champion exciting new 

possibilities 
•  Talk about the importance of 

trusting each other 

2) Inspirational Motivation: 
inspiring others 

•  Talk optimistically about the future 
•  Talk enthusiastically about what 

needs to be accomplished 
•  Articulate a compelling vision of 

the future 
•  Express confidence that goals will 

be achieved 
•  Provide an exciting image of what 

is essential to consider 
•  Take a stand on controversial 

issues 

3) Intellectual Stimulation: 
stimulating others 

•  Re-examine critical assumptions to 
question whether they are 
appropriate 

•  Seek differing perspectives when 
solving problems 

•  Get others to look at problems 
from many different angles 

•  Suggest new ways of looking at 
how to complete assignments 

•  Encourage non-traditional thinking 
to deal with traditional problems 

•  Encourage rethinking those ideas 
which have never been questioned 
before 

4) Individualized Consideration: 
coaching and development 

•  Spend time teaching and coaching 
•  Treat others as individuals rather 

than just as members of the group 
•  Consider individuals as having 

different needs, abilities, and 
aspirations from others 
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Transformational Style Leader Behaviour 

4) Individualized Consideration: 
coaching and development 

 

•  Help others to develop their 

strengths 
•  Listen attentively to others' 

concerns 

•  Promote self development 

5) Idealized Attributes: Respect, 

trust, and faith 

•  Instill pride in others for being 

associated with them 

•  Go beyond their self-interests for 

the good of the group 

•  Act in ways that build others' 

respect 

•  Display a sense of power and 

competence 
•  Make personal sacrifices for 

others' benefit 

•  Reassure others that obstacles will 

be overcome 

Culled from Bolden et al (2003) 

 
LEADERSHIP STYLES 
Like  leadership  theories,  there  are  different  classifications  of 
leadership styles. We shall examine eight leadership styles: 

1.   Autoritarian/Autocratic: This style is used when leaders 
tell their followers what is to be done without seeking their 
input. This is “do what I say” style. The leader exerts high 
levels of power over their followers. 

2. Bureacratic: Bureacratic leaders work “by the book” 
ensuring that their followers follow procedures without 
deviation. 

3.   Charismatic: In this style, the leader injects enthusiasm into 
the followers. Charismatic leaders are usually very 
charming, dynamic and energetic in moving others towards 
organisational goal. 

4.   Democratic/Participative:  The  leader  invites  others  to 
make contribution to the decision making process but he/she
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makes  the  final  decision.  This  style  builds  consensus 
through participation 

5.   Laissez Fair: The leader leaves the followers to get on with 
their work. 

6.   People Oriented/relations oriented: The leader focuses on 
organising, supporting and developing his followers. 

7.   Servant Leadership: The leader meets the needs of his 
team. Servant leaders exhibit high values and ideals. 

8.   Task oriented: The leader focuses on getting the job done. 
The leader focuses on getting the job done. The leader will 

 

 
HOW LEADERS GET THINGS DONE (The Five Practices and 
Ten Commitments of Leadership) 

 

PRACTICE COMMITMENT 

1. Model the 
Way 

1.  Clarify values by finding your voice and affirming 
shared ideals 

2.  Set the example by aligning actions with shared 

values 

2. Inspire a 
shared vision 

3.  Envision the future by imaging exciting and 
ennobling possibilities. 

4.  Enlist others in a common vision by appealing to 

shared aspirations 

3. Challenge 
the process 

5.  Search for opportunities by seizing the initiative and 
by looking outward for innovative ways to improve. 

6.  6. Experiment and take risks by constantly 

generating small wins and learing from experience 

4. Enable 
others to act 

7.  Foster collaboration by building trust and 
facilitating relationships. 

8.  Strengthen others by increasing self-determination 

and developing competence. 

5. Encourage 
the heart 

9.  Recognise contributions by showing appreciation 
for individual excellence. 

10.Celebrate the values and victories by creating a 

spirit of community. 
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